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OFFICE OF THE VC & MD
NO.M/353(2)/04-OPD(MKTG) MUSHIRABAD:HYDERABAD

CIRCULAR NO. 53 / 04-OPD(MKTG) DATED : 10.11.2004.

SUB: ROUTE PROFITABILITY IMPROVEMENT MECHANISM (RPIM) — Managerial
Action Required for improving the Route Profitability - Action plan suggested for
implementation of 11 strategies on each Route — Regarding

The Corporation is operating 17983 schedules on 8085 routes out of which 6936 are loss making
conslituting 85% o total routes. A route consists of one or more schedules under operation. Every
day out schedule, involving crew change over, consists of two services; a Night out or special off
schedule is considered as one schedule or one service. The services are related to the crew duties.

The profitability of the route depends upon the profitabilty of the services it has. One of the prime
causes for the low profitability is due to lack of methodical approach at field level to improve route
profitability. The behaviour of the route is dynamic and very sensitive to internal and external factors.

Managers must understand the environment and competitive changes on the route and assess their
impact on the route and implement all strategies viz Marketing Strategies, Operational strategies and
Promotional strategies on every route. Therefore, the need of the hour s to have a proper monitoring
mechanism to improve the route profitabiity. The following 11 strategies are formulated under "ROUTE
PROFITABILITY IMPROVEMENT MECHANISM” (RPIM).

Fixation of crew and bus
Counselling of crew
Punctuality, Reliability and Regularity
Halt & Go strategy and posting of Passenger Guides
Implementation of GIFT scheme
Implementation of EPK book
implementation of Marketing Strategies
Conducting of Market survey.
Product-wise adoption by Supervisors.
0. Voluntary Parirakshana Committee
1. Letters to Public Representatives and Regulatory Authorities

1.FIXATION OF CREW AND BUS:
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Fixation of crew and Bus to service facilitates a better understanding between the crew and
sommuters and strengthens the following relationships

Crew — Passengers

Crew — Route Profile

Crew - Bus

The crew who perform duty regularly on a route develop good relations with the commuters.

and possess thorough knowledge about the stages. route course, frequency, traffic generating points,
accident prone spots, road condition, private operators' details, their mode of operations and finally
the needs of commuters. The fixation of the bus to the route and driver enhances vehicle condition
and presentation. In toto, it helps in improving market share and customer satisfaction.

Field Officers should ensure the above fixation as per circular instructions on the route.
2. COUNSELLING OF CREW.

Crewalways has first hand information about the shortcomings of the schedule and the reasons
for low performance of the service and the route, The suggestions of the crew are invaluable. A well
informed and motivated crew will fetch good revenues. Counselling of crew is a very important
operational strategy as it helps in a systematic recording of the suggestions of crew and directing the
crew to get more revenues. The performance of the route / service should be positive from year to
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man service) every day.

i) Selection of route for counselling

a)
b)

B}

Routes which are showing negative trend in EPK and OR cumulatively in comparison
with last year performance should be taken for counselling for the month.

Routes which are getling below 50% OR cumulatively should be selected for counselling
for the month

The selection of the routes should be completed by 12" of every month as route-wise /
service-wise earnings statement will be ready by 10"

Example: In Depot X', there are 5 Hi-tech, 3 Luxury, 2 Express and 10 Ordinary Services.
Route wise and Service wise earnings statement is prepared for the month of October by
November 10", On the scrutiny of statement, it is observed 2 Hitech, 2 Express,

3 Ordinary routes have recorded negative in EPK & OR upto the month compared to the
corresponding period of the last year. These 2 Hitech, 2 Express, 3 Ordinary routes
should be taken for the cotinselling throughout the month.

Furtherless than 60% OR routes upto the month have also to be recorded and taken up
for counselling.

The counselling should be done for the 2hove selected routes only through out the month
in the Counselling Register.

i) Counseling Register,: A separate sheet in the counselling register has to be maintained for
every single schedule / service. On top of the first sheet, the cumulative EPK and OR of the
service with the comparative figures of last year have to be written. Every day, the performance
of the service in terms of EPK and OR has.to be noted down along with the name of the
conductor and Driver. The remarks of the crew who brought less EPK / OR than the cumulative
EPK of the last year have to be obtained with signatures attested by the supervisor. The CI
should review the register once in three days and the DM-once a week. The Counselling for the
particular route and services has to be done from 15th of on-going month to 15" of next
month. Similarly the routes shall be selected again in the next month basing on the performance
and initiate counselling process.

PROFORMA OF THE COUNSELLING SHEET

Route Upto Uptothe Variance
Service month in month in
No. of buses Current Previous
Year Year
Cum EPK
Cum OR
Date |EPK | OR| Suggestions Sign. of Sign. of Action taken
(15thof of Cond/Dyr. Crew r. Sup. by CI/DM
ongoing
month
16th
17th
15th i
of next
month
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The schedules on aroute are to be operated punctually (both-
(complete operation of trips without canceliation)
the credibility of the service can not be establishe:
expect increase in  market share and ROUTE
cancellations the reliability and regularity can be i

Departure and Arrival), regularly
and reliably (break-down free service). Otherwise
d. Only with the improvement in credibility, we can
PROFITABILITY. By reducing " break-downs and
mproved on a route

These three important aspects constitute an im;

portant part of the mechanism for improving
the Route Profitability.

4. HALT AND GO STRATEGY AND POSTING PASSENGER GUIDES

The Halt & Go strategy shouid be adopted for the following objectives
. Toprevent the deflection of traffic to private vehicies.
% Toimprove the occupancy and revenues of our ordinary services

1. To reduce frequency gaps of RTC Services (District Ordinary) at Traffic generating points.

Detailed guidelines were furnished in the Gircular No 47/2004-OPD(MKTG) Dtd:11.10.2004. The
salient features of the Circular are

) To conduct survey for 2 days (1 Peak &1 Slack) by deploying enumerators onthe routes for
assessing the demand at traffic generating points
i) To find out the number of passengers generating during the frequency gaps of RTC Buses.
i) To find out the number of private vehicles (Jeeps/Tempos/Vans/Steering Autos etc) operated
onthe route and no.of passengers being picked up by private vecloe during the frequency

15-20 passengers gathering between the gaps)
thering between the gaps) points in the route

AS sueh, the Halt and Go strateg

9 consiitutes an important part of the Route Profitability
"provement Mechanism (RPIM)

IMPLEMENTATION OF GIFT SCHEME :
~—==MENTATION OF GIFT SCHEME :

Now a days, the route profie is changing each day due to sudden/gradual influx of private
hicles, individual vehicles and other factors which affect the patronage of our buses on the route.
ierefore, it should be our endeavour to constantly monitor and mirtys. or. routes. To keep the

arket share. The objectives of the GIFT scheme are

To retain the existing customer

To attract the passengers to APSRTC travelling in other modes.
To make our service more competitive,

To reduce the losses on ordinary bus routes
Maxirmizing tevenues of ordinary services by increasing our market share.
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the GIFT scheme in loss making (ordinary) routes to improve the Route Profitability.

6. IMPLEMENTATION OF EPK BOOK :

To divert the mind set of the conductors from incentive earnings to surplus generation, the
EPK books have been devised. The conductor with the book will be knowing whether he is able to
achieve the Break Even EPK of the service during his/her duty or not, whether the service had
generated any profits or not. This will motivate the conductor to improve the revenue and achieve
profitability. Therefore, the EPK books have to be supplied to all the conductors on the route and it
should be ensured that the. B.E:, EPK and actual EPK and the variance are entered at the end of his/
her duty. This strategy is aimed at sensitizing the crew about the route profitability.

Instructions were issued to implement EPK Book through Circular No.02/04-OPD(M)
.07.01.2004.

7. MARKETING STRATEGIES

The implementation of following Marketing Strategies on a route has a direct bearing on increase
of revenue

Hail and Board

Alight on request

Shout and load

Return Journey Tickets

To increase sale of CAT cards on the route

Appointment of private Agents to increase Advance booking of ickets

TREATS (There is a need to bring more number of routes under this scheme) etc.

No s wN S

Circular Instructions were already issued on the above.

All the above strategies are to be implemented on the routes to increase Market share and
revenue

8 CONDUCTING OF MARKET SURVEYS

The market survey has to be conducted on the route and the reasons for low performance
have to be analysed. The survey has to be conducted as per the Circular No.97/2003 dt 18.12.2003
The result of the survey shall suggest any of the following operational strategies.

> Extension of trips (increase of volume)

Withdrawal of trips.

% Strategic augmentation of buses

> Postponement of departures

<> Pre-ponement of departures

> Rationalisation of flow

> Change the place of night out

> Conversion as Night outs

% Conversion of Special offs as day outs

<> Conversion as single crew duties

Implementation of 2days schedules to reduce non revenue kilometers

> Branding of services

& Denomination wise consumption in comparison with the last year to be analysed
> Sector wise analysis
o Display of Stage polls indicating the flow of services at all stages on the route.

ADOPTION OF PRODUCT BY SUPERVISORS :

Depot basing on the size of fleet has 3 to 6 Traffic Supervisors. Travelling on the route and
monitoring at traffic generating points unravel many of schedufe imperfections. Adoption of the product

a
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ensure adoption of the products

1. Product-wise adoption
a Toassign Hi-tech / Luxury product to CI
b, Ordinaryto STI,
¢ Express Products to TI-Il/ Il etc.

If the ordinary routes are more, they can be distributed among 2 Supervisors

2. Functions of Traffic Supervisors on the adopted routes (product-wise)
@ Toidentify the routes which are showing negative in EPK / OR compared to last year
b)  Totravel on the routes
©€)  Tomonitor at traffic generating points on the route.
d)  Tointeract with the crew on line.
) Tointeract with passengers
f)  Toanalyse the reasons for negative trends.

The Traffic Supervisor after completing his study should send report to DM once in a Fort-
night enlisting suggestions for improving the revenue. Each Supervisor should maintain a register.
The patter of the Register is shown here under.

ADOPTION OF PRODUCT BY SUPERVISOR

DATE ROUTE | NAME PERFORMANCE UPTO THE MONTH DATE OF

OF TRAVEL

SERVICES ONTHE

ROUTE
EPK OR FROM-TO

(PLACE)
FROM-TO

PY | CY | var [ PY | cY | var| (e

DETAILSOF CONTACTS | DETAILSOF [ RECO | SiGN |sioN

MADE WITH THE MMEND | OF |OF

OBSERVATIONS PASSENGERIPUBLIC | SUGGESTIONS | ATIONS | SUPE | i
MADE ON THE REPRESENTATIVE OF | MADE BY THE RVIS
ROUTE THEIR ASSURANCE TO | CREW OR
a llicit IMPROVE THE ROUTE

operation
b. Adequacy
¢ Ciashes
o Any other

Shortcoming

etc

PY-PREVENT YEAR, CY-CURRENT YEAR

This strategy will improve efficiency of the schedule and fix up the accountabilty of the raffic
supervisor who would be: responsible for profitabiliy of the-product
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A committee consists of 5 to 6 committed employees would be formed and they willtravel on
the routes where llicit operations are more. Their main duty is to interact with passengers traveling in
other vehicles and request them to travel in APSRTC Buses only and they should be told about the
advantages in traveling government undertaking buses.

11. LETTERS TO PUBLIC REPRESENTATIVES / REGULATORY AUTHORITIES

Since our business is community oriented and would sustain with the cooperation, participation
and involvement of the Public Representatives such as Sarpanches, MPTCs, ZPTCs, Legislators
etc, the letters should be addressed on the negative and low performance services/routes for
bringing awareness on the low performance. encroachment of private vehicles, need for curbing the
travelin private vehicles and opting APSRTC vehicles. The letters should contain the details of cost
and earning parameters of the service / route for the effectiveness. The letters should also narrate
the benefits being extended to the society besides average no. of seats to be filled to get profitability
vis-a-vis the actual seats occupied. The periodicity of letters is once in 15 days.

Letters to Regulatory Authorities - Similarly letters to Regulatory Authorities i.e., Dy, Transport
Commissioner, RTO etc., on eroding RTC revenue by private operators are also to be written once
in 15 days and a model letter is furnished at annexure for ready reference.

METHODOLOGY. TO IMPLEMENT THE RPIM:

Depot Managers should ensure to. attach the list of 11 strategies(RPIM-Index) behind the
performance of route in Route-wise Performance Register and record whether the strategies are
implemented or not; the dates of implementation etc. For model purpose, a specimen index sheet
is attached. The DVM & RM should inspect the RPIM Index Sheet in the Register and ensure the
implementation of all 11 strategies on every route. This should be an item of review in the meeting
of DMs with DVM or RM also. The ED/Zone  shall also discuss RPIM in the review meetings with
Field Officers ; also inspect RPIM Index Sheet of all the Routes during Depot inspections to ensure.
the implementation of 11 Strategies.

Inall, RPIM is @ mechanism consisting of 11 strategies to be implemented on all the routes to
provide a scientific and uniform approach to improve Route profitabilty.

The Route Profitability Improvement Mechanism (RPIM) shall be implemented on the above
lines w.e.f. 1st Dec'2004.

Please acknowledge,

Enclosures : 1) Annexure of RPIM-Index £
2) Specimen Letter to RTO by DM /! Q/ )

A
=~

VICE CHAIRMAN &
MANAGING DIRECTOR

To
All Regional Managers

Copyto

Dir (V&S), FA, CAO, All EDs for information ;
All HODs for information

All DVMs, DMs for information and necy action

All Dy CTMs, ATMs of Head Office for information.

Traffic Incharges of all Depots for necy action
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ROUTE PROFITABILITY IMPROVEMENT MECHANISM (RPIM) INDEX

ON THE ROUTE

S.NO.

ITEM OF THE
MECHANISM

IMPLEMENTED | REMARKS |

DATE

TS

> o

10.
11

Fixation of the crew

Ccunseﬂmg of crew

Punctuality, Reliabilty and Regularity

Implementation of Halt & Go strategy

and posting of Passenger Guides

Implementation of GIFT Scheme

Implementation of EPK Book

Implementation of Marketing

Startegies

a) Hail and Board

b) Alighton request

©) Shout and load,

) Retumn Journey Tickets System

@) Increase of sale of CAT cards on the route

) Appointment of private Agents to increase
Advance booking of fickets

9) TREATS

) Advance reservation of tickets through
Services

)} Appointment of Employee Agents

J) . Publicity of CAT, JET/JHT, RUT etc

Decision on Market surveys

@) Extension of trips (increase of volume)

b) Withdrawal of trips

€) Strategic augmentation of buses

9) Postponement of departures

€) Pre-ponement of departures

f)  Rationalisation of flow

9) Change the place of night out

h) Conversion as Night outs

) Conversion of Special offs as day outs

1) Conversion as single crew duties

K Implementation of 2days schedutes to
reduce non revenue kilometers,

) Branding of services

m) Sector-wise analysis

™) Denomination wise consumption in comparis
on with the last year to be analysed.

Product-wise adoption by Supervisors

Voluntary Parirakshana Committee

Letters to Public Representativesg Regulatory

Authorities
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Office of the Depot Manager
Depot
0. Dated

o
he Regional Transport Officer

Sub:  Operation of Buses, Jeeps, Autos in violation of provisions of MV Act on the nationalized
Routes - Reg.

During my route inspection, | observed the following private vehicles operating as stage
arriages on the nationalized routes illegally causing serious dent into the legitimate earnings of
PSRTC

ate  Route  Vehicle No. Nature of Permit  Nature of violation

I request you sincerely to take necessary steps to prevent the operation of above vehices to
revent the loss of legitimate earnings of APSRTC.

Depot Manager
Depot

>opy to ED/RM/DVM for favour of information.





