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Infroduction

The Ventura County Transportation Commission has embarked on a Regional
Transit Study to incorporate a wide variety of opinions and expertise and
propose a path forward to better organize and provide fransit service in the
County. The impetus for this study arose from a variety of factors, most notably
the shortcomings and inconsistencies of the current transit service, including
VCTC's own VISTA service, and the state-imposed requirement to allocate all
Transit Development Act funds to transit as of July, 2014.

It has often been noted that the current approach to transit in Ventura County is
fragmented and disconnected, terms that reflect a number of inconsistencies
and inconveniences. These include the requirement to transfer at jurisdictional
boundaries, lack of reasonably convenient connections to educational or
medical facilities, difficulty in accessing local and social services. These factors
not only affect customers today but also limit public transit’s ability to attract
new riders in the future.

This report discusses the status, work efforts and directions of the Study effort as
of October, 2011. Itis not intended to represent recommendations, directions,
conclusions or actions of the Study itself or of the VCTC. Those will result from
future deliberations and actions. This report, instead, is infended to provide
insight info the process to date and a summary of staff, consultant, Commission
and city staff input, thoughts and directions, and to provide an additional
platform for input from key interests.

The next steps in the Study process include:

e Continued consultation with affected agencies and key policy
leaders.

e Development of a recommended organizational option and fransition
strategies for consideration by Commissioners.

e Development of areport to the State Legislature pursuant to Senate Bill
716.

e Approval of the organizational options report, anticipated to be at the
VCTC meeting in December 2011.

e If indicated, further development and implementation of approved
opftions.
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Public Transportation in Ventura County

At present, public tfransportation in Ventura County is provided by a variety of
operators ten different agencies provide a combination of fixed route services
and/or some form of demand response service, also known as dial-a-ride. By
any measure, public transit in Ventura County is less a system than a series of
stand-alone operations that provide widely disparate levels of service; that are
not easily understood or accessed by customers; and that may, or may nof,
interconnect.

For the past several years many policymakers and customers have recognized
that the way that public transportation is provided in Ventura County needs to
be reconsidered. Impetus for change came from at least the following: VCTC's
consensus that the funding, organizational and governance of its own VISTA
service required simplification and consolidation; California Senate Bill 716,
affecting the use of Transportation Development Act funds; trends in state and
federal transportation funding; awareness of the benefits of organizational
structures and practices employed elsewhere; and input from policy leaders
and the public in a variety of forums and surveys of Ventura County residents
and business, including the concurrent development of the Comprehensive
Transportation Plan and during virtually every annual Unmet Transit Needs
process.

In early 2010 the Ventura County Transportation Commission (VCTC) embarked
on a Regional Transit Study for the County, to define a direction for improving
the quality, efficiency and overall sustainability of public transportation in
Ventura County and to provide a platform for presenting an organizational
proposal to the State Legislature. VCTC enlisted the services of a consultant
team to work with Commissioners and staff in reviewing the state of the system,
identifying potential options and charting an initial path forward. The results of
this analysis would form the basis of a report to the Legislature and also pave the
way for a more effective, comprehensible and sustainable public fransportation
system for Ventura County.

SB716

SB 716, enacted in 2009, requires that all state Transportation Development Act
(TDA) funds allocated to Ventura County be committed to transit (rather than
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local road) uses beginning on July 1, 2014. As introduced, SB 716 required that
TDA funds be committed to transit as of January 1, 2010. However, based on
VCTC's appeal that Ventura County needed time to plan for how it would meet
the SB 716 mandate of using all TDA funds for transit, and with support of several
Ventura County cities, the bill was amended to give Ventura County time to
plan how it would effectively achieve that mandate. The bill also allows VCTC
to propose a plan to the legislature for utilization of TDA funds and organizing
public mass transportation services in the county.

TDA funds are currently allocated on the basis of population to the cities and
unincorporated area of the County. The amount of TDA funds allocated in 2011
was approximately $21 million, which ranged from about $200,000 in Ojai to
almost $5,000,000 in Oxnard. This is down from a high of almost $30,000,000
several years ago. In accordance with SB716, unfil July 1, 2014 TDA funds in
Ventura County can be spent for other fransportation purposes, if no
outstanding needs for public transportation that were “reasonable to be met”
were idenfified through the Unmet Needs process.

When SB 716 goes into effect on July 1, 2014, this option will be eliminated along
with the ability of local jurisdictions to substitute local funds for TDA and use TDA
for funding streets and roads. After a few prescribed regional uses, all
Transportation Development Act (TDA) funds must be allocated to fransit, and
adherence to all TDA rules and regulations will be required. Many of the current,
longstanding practices and processes will change. The status quo will not be
difficult to maintain from either financial or regulatory compliance perspectives.
Individual city operations will be required to meet fare recovery requirements
(20% in urban areas, 10% in rural areas). This will be challenging for a number of
the operators.

To provide a basic analysis of the impact of SB716 on transportation spending an
analysis of available data was done. VCTC staff estimates indicate that if SB 716
were to have been in effect today, using 2010-11 data (the latest full year of
available data), slightly over $3,000,000 out of a total TDA allocation of
$20,884,000 would be shifted from streets and roads to public transit use.

The bill also provides Ventura County with an opportunity to propose alternative
organizational approaches to improve Ventura County public fransit. The goal
would be a more consistent region-wide system that provides a family of
services that better meet the County’s overall mobility needs. Changes in
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response to SB 716 could lead to establishing a countywide transit program that
also better meets the needs of customers through consistent policies and
programs, addressing the increasing demand for public fransportation that will
occur over time. In conjunction with making these improvements will be the
need to insure continued recognition of the confributions and priorities of all of
the local communities served by fransit.
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Metrolink Allocation

Under TDA law, funding of passenger rail service is to be taken “off the top”
before allocation to individual Transit Districts or jurisdictions. Current funding
arrangements and formulas are complex and negotiated among the County
Transportation Commissions and Metrolink, Because Ventura County is the only
County served by Meftrolink that does not have a local-option sales tax for
transportation, all of the funding for Ventura County Metrolink service must
come out of TDA funds unless VCTC is able to substitute other regional funds.
Currently, only a small percentage of Ventura County’'s Metrolink share comes
out of TDA. Historically, the majority of Metrolink service funding in Ventura
County has been State Transit Assistance (STA). With the shift in TDA as a result of
SB 716, it may be appropriate to reconsider Metrolink funding practices to
reflect access to service communities have as well as frequency and use of that
service.

Funding Trends

Other trends at the local, state and national levels are affecting public transit
funding. These include fluctuating state sales tax revenues and varying levels of
state support for fransit funding. The federal transportation funding program is
also facing uncertainties. The previous six-year surface transportation act,
SAFETEA-LU, expired in September 2009. Since that time, a number of short-term
continuing authorizations have been passed to maintain funding levels for the
traditional federal transportation programs. The most recent extension was
through March 2012. These programs include Sections 5307, 5311, and 5310,
which fund urban and rural services as well as programs for seniors and people
with disabilities. Current reauthorization proposals that have been drafted by
Senate and House Committees either sustain the current level of funding or call
for a 30% reduction in funding. Unless additional revenue sources are found for
the federal program, the outlook for longer term funding at the federal level is
uncertain at best.

Comprehensive Transportation Plan

Parallel to this study, VCTC is also developing the Comprehensive Transportation
Plan (CTP), the county’s first long range policy document and set of funding
strategies built from local priorities to enhance regional connections and support
the region’s unique quality of life. The plan development process involves
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extensive public outreach and participation, engaging the greatest possible
range of stakeholders and backgrounds. Regardless of the geography, interests,
age, background, or other factors, all community members envision a better
connected and integrated transportation system for the region’s future,
particularly with a stronger focus on transit compared to personal vehicles.

This vision includes a transit system that provides better connections for all
community members from all perspectives: modes, destinations, intra-city, inter-
city, and inter-region. Specific issues and experiences that were stated
repeatedly at stakeholder meetings throughout the county included challenges
in making connections between different transit systems, whose schedules are
not always synchronized, sometimes requiring long waits for transfers.
Additionally, the lack of consistent service hours and levels between fransit
systems can limit opportunities to make the same trip at different times of the
day, or days of the week. There is a growing demand for interjurisdictional trips.
Because some areas of the county have either inconvenient or infrequent transit
service and connections for commute, discretionary and lifeline destinations
within the county or in neighboring counties, this a significant barrier.

The CTP process recognizes demographic frends within Ventura County that
support the need for maintaining and increasing public transportation. Over the
past ten years, on a percentage basis Ventura County has grown faster than
either Los Angeles or Orange Counties and nearly as fast as San Diego County.
By 2030, the county’s senior population will grow by 69% and the youth
population will grow 20%. Increased demand for re-tfraining and basic
education at local community and state educational institutions will require
improved local connections and access.

Best Practices and Examples

In the current environment where significant funding reductions are being
considered both at the federal and state levels, it is appropriate to consider
ways that the region can focus dollars on service and not on redundant
management and administrative costs. It has been demonstrated successfully
throughout the state and across the country that a consistent approach to
policy, planning and financing as well as supporting activities such as marketing
and communication, procurement, information technology and paratransit
provision can result in an improved foundation from which the operating
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components can be added to form that family of services. A discussion of
successful organizational models is included in Appendix 2.

The time appears right for the region to consider how public transportation is
provided in the County, and to identify some long-term sustainable solutions to
provide lifestyle- and economic-enhancing public transportation programs for
Ventura County, for current and future residents. If today’s fragmented public
transit system is not working as well as it could for the public, service gaps will
only increase with projected population and other demographic changes.

There is no “one size fits all” approach, and Ventura County is a unique
environment from a geographic as well as jurisdictional perspective. The
approach to implementing any alternative in Ventura County will require
intergovernmental cooperation to focus on the most immediate priorities while
providing a mechanism for transition over time. This is a key theme of the
Regional Transit Study.

Regional Transit Study

With the commencement of the Study, VCTC created a Regional Transit Study
Steering Committee of its members to consider various complex issues, provide
oversight and direction, and develop recommendations to the Commission as a
whole. Working within this policy structure, the study process involved
consultations with key policymakers and the public, discussions with individual
operators, briefings for VCTC's transit committee (TRANSCOM), discussion with
the Gold Coast Transit Board, research intfo options and best practices and
deliberations by the VCTC Board and the Steering Committee.

The Commission adopted the following policy statement and principles for the
Study:

“Develop a network of sustainable services that meet the diverse needs of
the customers through the following actions:

e Foster open dialogue among communities, system users, operators and
agencies

e Transition to a user-focused system that goes beyond individual
operator boundaries

e Gain consensus on the approach from elected officials and city
management
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e Incorporate applicable Federal, State, regional and local livability,
sustainability and greenhouse gas reduction goals”

Current State of Transit in Ventura County

Seven operators provide fixed route services in Ventura County: Gold Coast
Transit (GCT), VISTA, City of Simi Valley, City of Thousand Oaks, City of Moorpark,
City of Camairillo and City of Ojai. All of these operators also provide some form
of demand response services. Additional transit services within the county
include services provided by the County of Ventura, the City of Oxnard (as lead
agency for the Harbors and Beaches service) and the Camarillo Health Care
District (which is partially funded by VCTC for longer distance trips).

The types of services vary considerably in terms of scale, scope, and cost. For
example, the number of GCT venhicles deployed to provide fixed route services is
roughly the same as the total fixed route fleet for the rest of the operators
combined. In addition, almost all of the operators provide some form of
demand response services for seniors and sometimes the general public. These
operations also include those services required under the Americans with
Disabilities Act (ADA) for persons with disabilities who cannot use fixed route
services.

Based on a number of local and regional policy decisions, both administrative
and direct operating costs associated with these services also varies
considerably depending on priorities, staffing, or whether services are publicly or
privately operated. In addition, the methodologies for how these numbers are
reported vary.

Within the multiple operator arrangement that currently exists, there is a wide
range of costs. Because there have been many factors and ways of
accounting, the Federal government has established a single database (the
National Transit Database, or NTD) that has been used for decades to compare
transit data including costs across operators. As reported in 2009 to the NTD
costs per service hour for the four largest operators in the County were roughly:
$55 for VISTA, $75 for Thousand Oaks, $95 for GCT and $115 for Simi Valley (see
Appendix 1 for additional operating cost data and explanation of NTD.)
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Organizational Options

Within the transit industry, there have typically been three concepts discussed
regarding organizational changes and alternatives — collaboration, coordination
and consolidation. There are many such organizational approaches, including a
number in California; the Orange County Transportation Authority (OCTA) is an
example of full consolidation and the San Diego Association of Governments
(SANDAG) is an example of moderate consolidation, with its operating units the
Metropolitan Transit System (MTS) and the North County Transit District (NCTD). A
discussion of these and other organizational examples is included in Appendix 2.
In addition, Appendix 4 illustrates specific attributes of the three models,
including two variations of one of the models.

Collaboration

The first option, collaboration, suggests informal agreements by affected parties
to modify or somewhat change the status quo. In a general sense, this is the
model for how some aspects of transit programs in Ventura County are currently
operated. Typical collaboration examples include: working cooperatively to
develop an “800" information number; developing region-wide marketing ideas
that can be shared by multiple agencies within the context of their own
resources or entering into ad hoc agreements to “meet up” with paratransit or
fixed route services.

As an example of Ventura County collaboration, VCTC has managed a number
of cooperative efforts such as Smart Card, NextBus, Trapeze, and an “800"
information number, and conducts some countywide marketing on a case-by-
case basis. These efforts have met with varying degrees of cooperation. Also, a
network has been developed by the various operators to connect ADA
paratransit trips between multiple jurisdictions. The arrangement includes
different agreements between operators regarding who provides the outbound
and inbound trips, how those are coordinated with the service providers, etc.
Based on experience of customers in Ventura County, these “ad hoc”
connections may or may not work and are difficult to communicate and
remember due to the number of scheduling and operational nuances. Because
no one “owns” the whole trip, missed connections or “crossed wires” between
operators can result in stranded customers. Also, the inconsistencies clearly
confuse new customers.
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In other studies around the country experience shows that collaboration has the
benefit of retaining autonomy of the participating agencies but is dependent
on these ad hoc arrangements, which can dissolve at any time, without a
defined process and is thus unsustainable. While collaboration has worked on
some levels in Ventura County, one of the limiting factors of these options is that
they rely on the affected individuals to continue the collaboration. If staffs
and/or Councils change there may be different perspectives and prior
commitments can be modified or abandoned.

Coordination

Coordination is usually thought of as a series of formal agreements among
parties that modifies the existing ways of doing business. The level and nature
of coordination arrangements have a broad range. With regard to coordination
alternatives, there are examples that range from minimal coordination, which
might be represented by the VISTA agreements, to maximum coordination,
which in other states have required participation by agencies in order to be
eligible for federal, state or local funding.

As an example of minimum coordination, the current VISTA corridor and dial-a-
ride connection agreements are more specific than the dial-a-ride to dial-a-ride
“meet up” agreements described in the section on coordination. For example,
there is a VISTA agreement with the City of Camarillo to share funding
responsibility for the Route 101 connector through that community. However,
each VISTA arrangement is unique, under its own advisory structure and does
not function as part of an overall system.

In Ventura County an example of more extensive coordination would be to
develop a countywide ADA paratransit service operated under a single
agreement with joint procurement of vehicles, equipment or even facilities for
other types of service. While this could be a step in a more incremental overall
process, the disadvantages to this include that, even with formalized
agreements, as in a Joint Powers Authority, individual cities could opt out, and
also that the services frequently fall to the “lowest common denominator”,
frequently based on changing local priorities and/or the ability of a single
jurisdiction to fund its share of service cosfs.

In some areas of the country, agencies providing transportation services have
worked together to develop information technology concepts, service

10
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coordination ideas, facilities and processes based on their collective interest in
improving service to the customers. This example, which has been called
“Moderate Coordination”, appears to have more sustainability since it brings
people together to improve processes and services. This sustainability is created
through the development of interlocal agreements or memoranda of
understanding. The development of these agreements formalizes the
relationship between entities and jurisdictions, moving beyond the “ad hoc'’
nature of collaboration, towards a more sustainable solution. In development
of more formal relationships, finding common ground to initiate the coordination
is key. Additionally, within this structure, as changes in finances or pressure from
policy makers and customers occur, entities which previously did not participate
can join in through similar interlocal agreements.

This concept could be implemented in Ventura County by greater commitment
to coordination. This could be carried out through enhanced oversight. Under
this arrangement services, such as ADA paratransit, could be operated under a
single contract, all IT purchases and programs could be coordinated through
this coordinated process and that joint procurement could be used for vehicles,
equipment and even facilities. Regarding ADA paratransit, currently MV
Transportation, a private provider, operates ADA paratransit service for Gold
Coast Transit and Thousand Oaks, as well as demand responsive service for
Camairillo. Other ADA paratransit services are operated by the city of Simi
Valley, Camarillo Health Care District, and Heritage Valley's Fillmore Area Transit
Corporation (FATCO). Coach USA operates both fixed route and dial-a-ride in
Moorpark and First Transit operates dial-a-ride in Oak Park. The certification of
eligibility for ADA paratransit is provided centrally under contract by VCTC. There
appear to be opportunities to decrease some duplication and access some
economies of scale from a cost standpoint and improve customer access and
understanding by further coordination, restructuring and/or consolidation of
ADA and paratransit services.

The information technology and intelligent transportation system components of
ADA paratransit as well as other demand responsive services can also be
facilitated by building onto current investments made in the County. VCTC has
facilitated the development of a single vendor system for scheduling and
dispatching of trips. This network has been implemented to different degrees by
most jurisdictions in the County. With a more coordinated effort, the potential in
Ventura County is to take current technology and use it to develop a

11
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coordinated system that involves more partnering agencies while retaining
autonomy.

For example, there could be an opportunity to consolidate ADA paratransit and
coordinate senior transportation services. Ultimately there may be options
regarding economies of scale in service provision such as countywide
consolidated dial-a-ride, but those alternatives might evolve through the
coordination process.

In the area of procurement, public tfransportation funds in Ventura County could
be viewed from the perspective of regional priorities, as opposed to the
procurement processes developed by individual agencies. The joint
procurement process has been used in several forms around the country,
including statewide vehicle options, use of the General Services Agency
specifications at the federal level and “piggyback” coordination where one
agency uses the specifications of another to “*add on” to their order. In many
rural areas and several states, agencies have coordinated on maintenance
plans and work, fueling and other aspects of public fransportation.

The coordination alternatives, including those above, often relate to specific
programs or projects. As a result, fransitioning to these agreements from the
current system can be less complex than other alternatives. In confrast, the
consolidation alternatives listed below typically include more structural changes
within organizations. Any structural change would offer new opportunities for
doing business, but would also require a thorough retooling of many policies,
programs and processes.

Consolidation
There are two general types of consolidation, full and moderate.

Full Consolidation typically means that a single agency offers all the services
associated with public fransportation including operation, policy, planning and
funding. VCTC is the currently the only County-wide transportation agency, and
as currently composed has representatives from all of the cities in Ventura
County as well as the County itself; however a new countywide entity could be
created for this purpose.

Considerations in the full consolidation approach include:
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The full range of decisions, from planning to operations, are cenftralized in
one agency and inter-agency issues that often occur between planning
and operating agencies can be addressed within one agency.

The complex aspects of all processes are consolidated -- for example,
interactions with all state and federal agencies are concentrated.

The expanded range and complexity of issues can reduce the amount of
time that the consolidated board could devote to specific operational,
policy or funding issues.

There is capacity for “belt-tightening” and resource reallocation within a
larger organization, which is more difficult with smaller systems.

Adding all the aspects of public tfransportation can require many
organizational and skill set changes. These would include areas of
administration such as human resources focus and direction, employee
benefits and collective bargaining. Also, there would be an added
dimension of direct customer service and public interaction. Finally, the
variety of operation and maintenance, service delivery and coordination
and other issues would be added responsibilities.

An alternative approach is Moderate Consolidation, where there is a central
policy, planning and funding entity with one or two consolidated operating
entities. The closest example in Ventura County of a multi-jurisdictional
approach to public transit is the Gold Coast Joint Powers Authority (JPA).
However, in the case of Gold Coast a jurisdiction can opt out, leaving a gap in
funding and service to be filled by the other member entfities.

A true Moderate Consolidation approach provides stability and greater
certainty for an operating entity.

Considerations include:

There can be economies of scale in consolidated operations and
opportunity for more seamless, connected service.

As a statutorily created entity, a transit district is enabled to perform as a
permanent entity with the ability fo bond and pursue revenue measures.
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e While two separate operating entities (for example, East County and West
County) have the potential to better meet the needs of each areq, these
needs could also be addressed through a subregional planning and
programming approach and/or more formalized subregional
participation in policy decisions.

Steering Committee Recommendations

The Steering Committee discussed all of the organizational alternatives,
specifically evaluating how each option measured up against the criteria —
affordability, implementability, connectivity, quality and efficiency. The
Committee also reviewed a Moderate Consolidation option with one operating
entity or with two operating entities. One operating entity could be a simpler
alternative, but having two operating entities might simplify receiving input from
and meeting local needs of different parts of the County. Different structures in
the east and the west (Transit District, Joint Powers Authority, or collaborative
effort) could be employed to meet local conditions and preferences.
Moderate Consolidation with the one- or two-operating entity variation was
termed the Moderate Consolidation Hybrid Model.

The Steering Committee recommended moving forward with further exploration
and analysis of two consolidation alternatives with variations:

Full Consolidation with provisions for strong continued local influence, potentially
through a strong advisory or subcommittee structure to address East County,
West County and rural community needs and issues.

Moderate Consolidation Hybrid, where policy and operations would be
separated with a countywide entity (such as the current VCTC) handling policy,
fund programming and some level of planning and one or two operating
entities assuming responsibility for operations and some level of fransit service
planning with the type of operating entity (Transit District(s), JPA, federation or
other) to be determined.

The Steering Committee also stated its intent that the alternatives should “keep
local communities whole"” in terms of level of fransit service.

The Steering Committee further considered a proposed role for VCTC under
each entity as follows:




VCTC Ventura County Regional Transit Study
Working Draft, 11/1/11—Progress Report

Full Consolidation — Current VCTC functions would transition into a strong
central financing, planning and operating entity and the VCTC
representative board structure would be maintained.

Moderate Consolidation Hybrid Approach -The VCTC transition would be
similar to Full Consolidation without direct responsibility for operations. VCTC
would perform the role of the countywide entity, developing policy,
programming, funding and conducting some or all planning, potentially
down to the level of route planning.

Implications of a Regional Public Transportation System

Potential Benefits of Consolidation

Extensive outreach through recent Comprehensive Transportation Plan business
and community discussions have repeatedly shown that there is a significant
amount of interest in the County in increased coordination of public
transportation services. In many meetings and forums, and encompassing a
range of community members and interests, participants called for better
coordination of services and communication with customers. Current services
are not seen as effectively connecting customers with destinations outside the
immediate area or having the capacity to attract new riders.

An environment of constrained fransit funding indicates that available dollars
should be focused on providing services. Reducing non-service costs such as
administration and duplicative overhead would tend to maximize funds
available for services. Studies, forums and policy discussions have all stressed
that communication concepts such as one regional phone number and a
cenftralized phone center, common marketing and branding, and more
information availability will significantly benefit current and future users of transit
services. Similarly, developing a consistent coordinated program provides the
ability to offer a variety of services which are appropriate for demand in
different areas, whether operated directly, contracted out, brokered with
multiple providers, and/or coordinated with other programs. Savings could also
be found through purchasing, parts inventories, and procurements.
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Two features which would likely be included in policy development discussions
include the process for resource allocation as well as policy thresholds for
service delivery that might encompass goals for service span and frequency. In
addition, there is a need to develop a consistent method for integrating services
at the local level with the opportunity to cross traditional jurisdictional
boundaries to meet customers’ needs. These are policy-level discussions which
would be anticipated to be established at the county level with significant local
input. From the beginning of the study process, the goal of best serving the
needs of the customers with a consistent county-wide system has recognized
the importance of providing opportunities for local input. The organizational
strategies can only be maximized if they are enhanced through local input.

Experience would suggest that there are difficulties in fransitions or change of
service, whether those are changes in policies and procedures or service
operation. But fransitions, when fully communicated, well-managed and well-
developed, can be accomplished effectively and efficiently. Two specific
examples within California include public tfransportation organizational changes
in Orange, and San Diego Counties — as discussed in the Case Studies in
Appendix 2.

Other potential benefits of a more regionally-based public fransportation
program in Ventura County include the ability to collectively develop a plan for
the utilization of resources, based on locally-developed priorities, and being
able to speak with one voice in lobbying for programs, projects and investments
to policy makers at the state and federal level. There would also be the
opportunity to develop a core regional service network which could expand
over time as demand increases. This regional network could be supported and
enhanced by local services.

Financial Effects of Consolidation

Experience in other jurisdictions has shown that the following financial benefits
can be achieved:

e Significant savings and reallocation of resources to products and service
rather than process

e Consolidated procurement, such as for facilities, vehicles, and technology

e Consolidated transit service procurement

16
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e More effective advocacy for grants and funding
e Savings due to consolidated marketing and public information service

e Less costs to manage fare systems without requirement to reconcile
individual agency fares and pass revenues.

With multiple separate public tfransportation programs in the County, there are a
number of necessary functions which exist at each entfity. These include
management and administration, planning, financial management, marketing,
maintenance and operations. If the total number of separate agencies
providing public transportation were reduced, there would also follow a
reduction in separate functional areas and likely resulting savings. Essentially,
there would be a reduction in redundant functions.

The basic concept that is reinforced is the idea that given today’s constrained
resources, it is significantly better for the customer if the resources spent on
management and administration could be minimized, and the resources spent
on the services/product side could be maximized.

In shifting to a countywide system, regardless of how the service is provided, the
goal would be to develop a consistent policy — and cost structure -- from which
to deliver services. Ongoing evaluations of transit operators in the Bay Area as
part of the Metropolitan Transportation Commission Transit Sustainability Project
have indicated that merging administrative costs could save the Bay Area
transit agencies up to $100 million dollars annually. This study indicates that on
average, Bay Area Transit agencies spend nearly 20% of their budgets on
administrative functions.

At present there is significant variation among administrative cost structures. The
public fransit industry standard for looking at these costs is through the National
Transit Database (NTD) where operators receiving Federal funds are required to
provide data to the Federal Government under strict cost allocation guidelines.
The following table portrays the proportion of administrative costs to total
budgets reported to the National Transit Database in 2009 by the four largest
operators in Ventura County.

Administrative | Percentage
Expenditures of
Operator Total Expenditures
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Gold Coast Transit $ 3,092,400 20
Simi Valley $ 2,073,300 35
Thousand Oaks $ 559,800 23
VISTA $ 665,700 16

The national average is 17.9% for similarly- sized operators as defined by the NTD.

More detail on operating costs is shown in Appendix 1.

Staff from Simi Valley has indicated that the city’s cost allocation methodology
results in the increased percentage of administrative expenditures.

It may not be possible to either reconcile the variations in reported costs or to
definitely "make the case” for (or against) consolidation based solely on
numbers - which are one of many policy inputs that must be weighed in the
consolidation discussions. However, the methodology for inputting data into the
NTD is based on the goal of developing a consistent array of information for
fransit systems that can be compared with other similar systems based on size,
geography, etc. Once SB 716 is implemented, these funds will only be used for
fransit purposes and their use will conform to the applicable rules and
regulations.

Potential Organizational Structures

As indicated previously, one focus of this study is to respond to opportunity
provided by SB 716 and supply a framework for a report to the State Legislature
how Ventura County could restructure public fransit service delivery. A
component of that effort is to identify potential organization alternatives and
the implications of these alternatives.

The policy-level VCTC Steering Committee for the study fully considered the
opftions described earlier in the report and concluded that the Coordination
and Cooperation models were not adequate solution to the issues of multiple
operators, inconvenient and inadequate connections and increasing demand
for services in the future. As aresult, the Steering Committee and subsequently
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the full Commission endorsed two for further exploration and discussion with
affected parties: maximum and moderate consolidation.

Cooperation Model

As mentioned earlier in this report, Ventura County already has many aspects of
a Cooperation Model in place, with a central (800) number in place and some
common marketing materials and informal “meet up” agreements for transfers.
Certain enhancements could be made to interoperator arrangements under
the Cooperation Model but the Steering Committee concluded that pursuing
this option would merely promote the status quo, which is largely dependent
upon informal agreements and the continuity of agency and city staff who had
entered into these agreements.

Coordination Model

An example of how a coordination model could work is illustrated in Exhibit 1.
This could involve a single contract for ADA services, joint procurement and
communications and information technology (IT) functions such as scheduling,
dispatching, a call center and information. All of this would be guided by a
Coordinating Committee and advised by TRANSCOM. In considering this
option, the Steering Committee concluded that, while the option had some
merits, this would simply serve as a bridge between independent services rather
than resolve customer service issues related to access, resource allocation and
convenience.
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Exhibit 1:

Moderate Coordination

Ventura County
Coordinating Committee

TRANSCOM

ADA Paratransit
Single Contract

Communication/IT

Scheduling
Dispatching
Call Center
Information

Joint Procurement

Vehicles
Maintenance
Equipment

Facilities

Supplies

Maximum Consolidation

Maximum consolidation would be similar to the OCTA model and would result in
all public transit functions located in the new organizational model. For purposes
of discussion, the OCTA organization chart is shown in Exhibit 2.

Exhibit 2:

Maximum Consolidation

Countywide Entity

Executive Office

Human
Finance & Resources & Government Planning Capital Transit
Administration|{|Organizational Relations Program Division
Development
| |

| Operations | |Maintenance|

Marketing
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In this model, all of the policy decisions are made by one governing board.
OCTA staff indicates that a number of the other functions within the organization
are affected by the bus program, especially Human Resources recruiting and
hiring bus operators, as well as associated financial planning and
marketing/public outreach. However, based on the range of current roles and
responsibilities for VCTC, the effect on these other departments would arguably
be minor. The major impact would be in the transit division where a manager
with significant skills and competence would be needed to oversee a fleet of
over 100 fixed route and approximately 70 paratransit vehicles. The
compensation for that manager would be logically similar to the other
department heads and less than the agency executive.

Moderate Consolidation Organization

Under the Moderate Consolidation alternative, VCTC would transition to assume
the role of the countywide transportation planning and funding agency, but the
operating responsibilities would still reside within separate operating program,
which has been discussed as being one or two operating entities, which could
be joint powers agencies, districts or other organizational types (and could be
different types if there are two operating entities, such as East and West
County). The conceptual organizational model for an operating agency is
shown in Exhibit 3. It would be similar to the structure of the North County Transit
District and the Metropolitan Transit System in San Diego County as shown in
Appendix 3. Other similar organization structures in agencies of comparable size
and scale to VCTC include the Santa Barbara Metropolitan Transit District (MTD)
and the Golden Empire Transit District (GET) in Kern County, also shown in
Appendix 3.
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Exhibit 3a:

Moderate Consolidation - Two Operating Entities

Countywide Entity  |...... Planning

Finance

Transit District

Operating West Operating East

Exhibit 3b:

Moderate Consolidation — One Operating Entity

Countywide Entity  [.«--... Planning

Finance

Transit District
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Transitional Options

Once an organizational path has been decided, there will be a number of
alternatives and options to be discussed and acted upon. The more than two
year transition period allowed by the July 2014 start will allow time for working
out these details. For example, these alternatives and options could affect who
provides services, how those services are selected and other issues. In order for
the system to evolve it must be developed to be aftractive to new riders and
must also conform to all the rules and regulations associated with TDA. Working
at the county level will also centralize the associated bureaucratic interactions
and also afford Ventura County the potential to speak with a clear voice on
transit issues to other agencies.

A functional transition plan would be required to guide the transition of facilities,
service and staff fo the new entity(s). Also, certain one-time process issues
would need to be addressed, including a discussion of capital assets and
resources. Just as there are multiple service providers within Ventura County,
over the years a number of facilities have been developed, built, and
rehabilitated using federal, state and local funds. If services are reconfigured,
decisions will also need to be made with regard to facility assets, from both
financial and operating perspectives. Similarly to facility assets, the disposition of
vehicles will also need to be considered as part of the financial analysis. These
process issues can be effectively addressed through consistent policies from the
consolidated board(s).

In addition, there may be a need for an organizational transition plan if VCTC
and its partner agencies wish to implement a form of consolidation over a
period of time. Incremental consolidations have been accomplished through @
variety of methods — from collaboratively-planned transitions at the local level to
legislative mandates spearheaded by an individual elected official. In Ventura
County a feasible option may be a planned transition within the framework of a
countywide effort. Components of this framework and potential transition points
could be:

e Agree to form a Transit District or Joint Powers Agency combining some
transit operations under a central planning umbrella in order to combine
resources, improve efficiencies and contain costs. This would enable the
participating agencies to pool TDA funds, achieve a common farebox
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recovery standard, and provide a cenftralized location for transit planning
and information.

e Allow for operations unwilling to join the new entity to remain outside of
the structure. The requirement to spend all TDA for transit would remain,
along with the requirement to meet farebox recovery standards and State
rules regarding the use of transit funds for administrative and support
COsts.

o Consider legislation on TDA funds to allocate a proportion “off the top” for
intercommunity connection and countywide ADA paratransit, potentially
expanding the cap and uses of TDA Article 4.5.

City Manager and County Executive Input

A meeting was held with City Managers and a representative of the County
Executive on October 6, 2011 to review progress and interim study findings.
While there was no consensus among the managers on any alternative, there
was general agreement that sufficient fime should be allotted for thorough
discussion of the options. However, several managers also wanted to assure
that appropriate deadlines were set and articulated to the Commission, cities
and the legislature. The managers also wanted to make sure that implications
and opportunities were discussed with the individual jurisdictions and others who
might be affected by any change.

Specific issues raised included:

e Concern was expressed over the possible loss of local budget and
operational control. The current structure should be evaluated with
improved coordination and potential service modifications.

e The Collaboration and Coordination options should be articulated and
analyzed along with the other organizational alternatives.

e Potential impediments to each organizational option should be included.
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e The analysis should recognize efforts that are already underway — for
example, Moorpark and Simi Valley joint fueling agreement. In addition,
East County cities are discussing improved connections.

e There are potential benefits with consolidation but there is also concern
that “one size doesn’t fit all”’. Cities should be given a choice in whether
or not to retain local budget and operational control.

e Additional background information is needed:

o How TDA is currently used by cities and changes that SB716 will
make in the status quo.

o How changes in urbanized area designation and urban boundaries
will affect future funding.

o How to fund unfunded liabilities at Gold Coast Transit if
consolidation is undertaken involving Gold Coast.

There need to be more specifics on the issues and how each alternative
addresses them.

Potential of proposing a new law to revise the requirements of SB716.

Conclusion

This information is being provided as a status report, reflecting the results of
consultation, analysis and deliberation over the span of this study effort.
Additional consultation with the affected communities and operators will inform
the Commission as it proceeds with developing its advice to the full Commission
on response to SB 716. The intent is to determine the level of consensus on a
path forward and provide information to the State Legislature in the form of a
report on the state of transit in Ventura County and potential options for service
provision after SB716 goes into effect in July of 2014.
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2009 National Transit Database Operating Cost Data

City of City of
Gord Coast]  vista Simi | Thousand
Valley Oaks

FIXED ROUTE
Number of Vehicles 39 25 8 6
Total Unlinked Trips 3,568,028 785,806 477,032 185,681
Annual Veh. Rev. Miles 1,732,855 | 1,404,594 475,944 195,023
Annual Veh. Rev. Hours 140,077 50,701 31,143 12,668
Operating Expenses $13,071,044 | $2,831,051 | $3,672,794 | $945,836
Unlinked Pass. Trips/Veh. Rev. Mile 2.1 0.6 1.0 1.0
Unlinked Pass. Trips/Veh. Rev. Hour 25.5 15.5 15.3 14.7
Operating Expense/Unlinked Pass.
Trip $3.66 $3.60 $7.70 $5.09
Operating Expense/Veh. Rev. Mile $1.13 $2.02 $7.72 $4.85
Operating Expense/Veh. Rev. Hour $93.31 $55.84 $117.93 $74.66
DEMAND RESPONSE
Number of Vehicles 19 13 12 12
Total Unlinked Trips 82,655 206,051 48,141 71,664
Annual Veh. Rev. Miles 494,424 337,171 218,421 473,019
Annual Veh. Rev. Hours 38.192 29.670 17,974 33,704
Operating Expenses $2,483,714 | $1,143,865 | $2,233,037 | $1,430,194
Unlinked Pass. Trips/Veh. Rev. Mile 0.2 0.6 0.2 0.2
Unlinked Pass. Trips/Veh. Rev. Hour 2.2 6.9 2.7 2.1
Operating Expense/Unlinked Pass.
Trip $30.05 $5.55 $46.39 $19.96
Operating Expense/Veh. Rev. Mile $5.02 $3.39 $10.22 $3.02
Operating Expense/Veh. Rev. Hour $65.03 $38.55 $124.24 $42.43
TOTAL OPERATING EXPENSES $15,554,758 | $3,974,916 | $5,905,831 | $2,376,030

The NTD was established by Congress to be the Nation’s primary source for
information and statistics on the transit systems of the United States. Recipients or
beneficiaries of grants from the Federal Transit Administration (FTA) under the
Urbanized Area Formula Program (§5307) or Other than Urbanized Area (Rural)
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Formula Program (§5311) are required by statute to submit data to the NTD.
Over 660 transit providers in urbanized areas currently report to the NTD through
the Internet-based reporting system. Each year, NTD performance data are
used to apportion over $5 billion of FTA funds to fransit agencies in urbanized
areas (UZAs). Annual NTD reports are submitted to Congress summarizing transit
service and safety data.

The legislative requirement for the NTD is found in Title 49 U.S.C. 5335(q):
SECTION 5335 National transit database

(a) NATIONAL TRANSIT DATABASE — To help meet the needs of individual public
fransportation systems, the United States Government, State and locall
governments, and the public for information on which to base public
transportation service planning, the Secretary of Transportation shall maintain a
reporting system, using uniform categories to accumulate public transportation
financial and operating information and using a uniform system of accounts. The
reporting and uniform systems shall contain appropriate information to help any
level of government make a public sector investment decision. The Secretary
may request and receive appropriate information from any source.

(b) REPORTING AND UNIFORM SYSTEMS — the Secretary may award a grant
under Section 5307 or 5311 only if the applicant and any person that will receive
benefits directly from the grant, are subject to the reporting and uniform
systems.

The NTD reporting system evolved from the transit industry-initiated Project FARE
(Uniform Financial Accounting and Reporting Elements). Both the private and
public sectors have recognized the importance of timely and accurate data in
assessing the continued progress of the nation's public transportation systems.
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Appendix 2

Case Studies: Organizational Design and Service Delivery

In discussions regarding organizational alternatives including full consolidation
and moderate consolidation options, examples cited included Orange County
Transportation Authority (OCTA), San Diego Association of Governments
(SANDAG), Metropolitan Transit System (MTS), and North County Transit District
(NCTD). Additional discussion with staff from these agencies has provided more
information regarding the relationship between their organization and how
various functions and services are provided.

OCTA

The formation of OCTA occurred in 1991 when the Transit District was merged
with the Transportation Commission. Prior to the merger, the same member
agencies (cities and County) were represented on both boards, but with
different organizational structures and staff, there was no central forum to
debate and resolve conflicting visions and priorities.

The leadership that emerged was primarily from the Transportation Commission.
Among the concepts that evolved from a positive perspective was that
speaking with one voice with regard to transportation issues was a benefit to the
County. For example, the improved coordination of highway and transit
programs was facilitated through the passage of a local tax. The communities in
the County also benefited from a consistent ADA paratransit service as well as a
consistent fixed route network. Good management and leadership have
ensured that issues have been identified and addressed. For example, as a
result of the economic downturn service availability is being addressed by
increasing the percentage of outsourced services. This will not be accomplished
through layoffs but rather through attrition. In another cost saving move, since
OCTA also regulates taxi service in the county, it has been able to substitute
lower cost taxi frips as part of the overall ADA paratransit family of services.

After the consolidation, OCTA was able to track significant savings as a result of
reduction of duplication of functions. Organizationally, there are typically
multiple modes and functions assigned to each unit. The head of the unit,
including the fransit manager is one of a number of direct reports to the CEO.
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The representation on the Board offers input from the local jurisdictions
represented by their Board member.

San Diego Association of Governments

In 2003 legislation was passed to consolidate all of the roles and responsibilities
of SANDAG with many of the transit functions of the Metropolitan Transit
Development Board and the North San Diego County Transit Development
Board. The consolidation allows SANDAG to assume fransit planning, funding
allocation, project development, and construction in the San Diego region in
addition to its ongoing fransportation responsibilities and other regional roles. The
goals were that these interdependent and interrelated responsibilities permit a
more streamlined, comprehensive, and coordinated approach to planning for
the region’s future.

Although SANDAG does not manage the day-to-day planning of either
Meftropolitan Transit System (MTS) or North County Transit District (NCTD), it does
have planning oversight of the implementation of projects funded as part of the
local sales tax funding program. SANDAG establishes the overall funding
program for the region, but MTS and NCTD, in essence develop their own
operations-related budgets, including capital acquisition, and fixed route and
demand responsive services.

MTS - San Diego

MTS, as the major operator in San Diego County, manages bus, paratransit and
rail services that are provided by a combination of direct and contract services.
As part of the 2003 regional consolidation process, MTS moved forward to
assume the prior independent National City and Chula Vista services; all services
in their operating area function under one consistent set of criteria. The MTS
belief is that residents of those cities are afforded access to a coordinated
regional system that has consistent policies that are applicable to services for all
residents.

MTS is responsible for all aspects of operations, receives its own funding from the
FTA, develops the vehicle capital replacement program, and applies for
applicable grants. SANDAG is responsible for the larger construction projects,
such as building the regional highway and rail projects, as well as implementing
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the local sales tax program. A SANDAG Board Policy delineates roles and
responsibilities with regard to MTS, SANDAG and NCTD.

Operationally, MTS contracts out approximately 50% of its fixed route bus service
as well as all of the paratransit services.

30



VCTC Ventura County Regional Transit Study
Working Draft, 11/1/11—Progress Report

North County Transit District

The northern portion of San Diego County has a combination of rural and urban
areas, thus unlike the urban core characteristics of MTS, NCTD serves a variety of
land uses and trip purposes. NCTD operates bus and paratransit as well as
commuter and light rail services. As a result of the reduction in available funding
and the economic downturn impact on the local sales tax, NCTD was faced
with a projected multi-million dollar operating shortfall. After evaluating various
business model alternatives, NCTD developed an operational plan to fransition
from public sector to private sector employees through outsourcing. Based on
the approved contract, cost savings will be attained through a combination of
some reduced wages and benefits, increased sub-contracting of non-routine
mainfenance activities, economies of scale realized in purchase of supplies and
a reduction in public sector infrastructure (e.g. human resources functions).

In addition, after a similar business model analysis with respect to paratransit,
NCTD has selected a service provider that offered a non-traditional approach
to these services, which is also anticipated to reduce costs.

NCTD believes that through these business model planning efforts it has
identified and addressed issues in a creative and efficient manner. All of the
organizational activities were independent of SANDAG involvement.

Summary

Common themes for all of these organizations have been the need to evolve
and to address pressing issues, including economic issues. NCTD has acted to
radically change service delivery. MTS has used a consistent set of service
metrics to refine services based on efficiency. OCTA has looked at alternatives
working within its resources to improve service efficiencies and effectiveness.
Clearly, the public tfransportation scale and scope for these agencies is larger
than Ventura County. Locally in Ventura County a major issue to determine at
the policy level is whether there are significant benefits to be gained by either
combining or separating policy and operational responsibilities in a
consolidated agency and how such a transition would be accomplished over
time.
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Appendix 3

Agency Organization Structures

The Metropolitan Transit District (MTD) in Santa Barbara is an example of a
typical operating agency with a General Manager, four or five department
heads, such as operations, finance/administration, planning, and
maintenance/fleet services and an array of support services some related to
process, such as accounting and HR, and some related to service, such as
supervisors and marketing/outreach coordinators. Similar to Gold Coast Transit
and a number of other transit agencies, MTD contracts for the provision of
paratransit services. The most recent published organization chart is presented
below:

CHUCK McQUARY DICK WEINBERG OLIVIA RODRIGUEZ DAVE DAVIS ROGER ACEVES BRIAN FAHNESTOCK JOHN BRITTON
BOARD DIRECTOR BOARD DIRECTOR SECRETARY CHAIR VICE CHAIR BOARD DIRECTOR BOARD DIRECTOR
SHERRIE FISHER IMELDA MARTIN
GENERAL MANAGER EXECUTIVE ASSISTANT
NATASHA CARBAJAL
ADMIN. ASSISTANT-

JERRY ESTRADA RECEPTIONIST
ASSISTANT GENERAL
MANAGER/
CONTROLLER

STEVE MAAS DAVID DAMIANO DALE ZIELINSKI LIZ DE LATORRE BILL MORRIS GABRIEL GARCIA
MANAGER OF MANAGER OF TRANSIT DEVELOPMENT & MANAGER OF MANAGER OF MANAGER OF MANAGER OF HUMAN
STRATEGIC COMMUNITY RELATIONS MAINTENANCE ACCOUNTING OPERATIONS RESOURCES & RISK
PLANNING &

COMPLIANCE
FRANK REYNOSO THAIS SAYAT JILL GRISHAM
KATE SCHWAB CYNTHIA BOCHE e SPECiATISE AT TN i CROHAN &
ERADDAYIS ASST. MANAGER ASST. PLANNING e
ASSISTANT OF MARKETING & MANAGER RISK ADMIN.

CUSTOMER SERVICE

DAVE MORSE

CONTROLLER S'J;g,frgzg?#g’__ DIANA BAUTISTA
BOOKKEEPER SUPERINTENDENT OF
MARTHA TORRES PAUL TUMBLESON MAINTENANCE
TOIPTJI ;}:ﬂg:g" SENIOR SCHEDULER ORERATIONS

LEAD CUSTOMER

SERVICE REP. 1 PATRICIA SARABIA
GABLOZUNIEA FOREMAN ACCOUNTING CLERK HATTIE HUSBANDS

OPERATIONS ASSISTANT
ELECTRONIC 4FT&1PT ROUTE PLANNER/ 13

COMMUNICATIONS/ CUSTOMER SCHEDULER MECHANICS
FAREBOX TECHNICIAN 3

ROAD SUPERVISORS
ROBERT OLIVERA 1 2
JOSH MARTINEZ BUS STOP MAINTENANCE UTILITY WORKER TERMINAL
FARE & REVENUE 3 SUPERVISORS
COLLECTION RICARDO CABRERA UTILITY WORKERS 2

TN [ LEAD UTILITY 9 TRANSIT CENTER
SERVICE WORKERS SUPERVISORS

STEVE HAHN 1
MATERIALS MANAGER TRAINING
SUPERVISOR

SUSAN SCHORR

MAINTENANCE DATA 150
ANALYST DRIVERS

ORGANIZATIONAL CHART

JUAN PEREZ
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Other agencies, such as Golden Empire Transit in Bakersfield, directly operate all
services, which can increase the number of employees required for direct
operation and maintenance perspectives as well as generating the need for
additional support staff. The most recently-published organization chart is
presented below.

i GOLDEN EMPIRE TRANSIT DISTRICT ORGANIZATIONAL CHART

Board of Directors

; \
| l Chief Executive Officer |

|
Transit Executive Assistant
| Planner

[

Deputy Chief Executive Officer
' |

Safety/Training Manager

[

Maintenance Manager

. | Operations Manager \ ’ Controller ‘ Manager Marketing Human Resources Manager

()] and Service Development

Operations Purchasing L | e Human Resources
Safety/Training Agent Accounting Marketing Outreach Assistant
Operations Coordinator Supervisor Coordinator || Coordinator
Supervisor || = -
2) Maintenance/Facility Accloum = YT Adxlslg;:::‘t:ve
i pecial Rider
Supervisor Clerk Il c : )
- 3) Service |l | Customer Service
Maintenance R g Supervisor
- |__| safety/Training epresentative
Transportation Coordinator [Q)
s"p'(*;‘)’ 180K —— Customer Service
il echanic Representative
= Utility Worker| % P
Claims Coordinator (5) AIBIC(?ér)amee ®)
Receptionist
()

Servicer A/BIC Maintenance
(9) Technician
z
©) =
Electronic Paint and Body
Coach Operator Technician Technician
(189) 3) m
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A variation in structure would occur if, similar to NCTD, all of the bus and
paratransit services were contracted out. In this option, the organizational
responsibility shifts from direct operation to managing and monitoring the
contract operations, as indicated below. In this example, many of the
administrative functions related to operations, such as HR and procurement,
have been streamlined, since those functions are primarily the responsibility of
the contract operators. This is the most recently-published organization chart:

W

Chart1
Executive Director & Senior Staff

Board of Directors
North County Transit District

Executive Director
Matthew Tucker
Inter-Governmental Affairs
Officer
Vacant

Chief
Rail Operations
Brett Rekola

Director Manager
- ' Chief Engineer — Rail ' “
Service Planning Justin Fornelli Maintenance of Way

Timothy McCormick Keith Kranda

Manager Manager
Service Implementation Rail Services

Bill Olszanicky Lane Fernandes
Manager
intenance Service Quality & Accessibility
Scott Transue

Manager
System Safety & Compliance
Wayne Penn

& v ¢ Chief
Chief Information Officer "
n Transit Enforcement
Angela Miller
Tom Zoll

Controller Manager

Richa
[ Ryan Bailey J

Manager Manager

Business Development Contracts & Procurement Contract Of
Mike Mason Larry Frum

Manager
Risk & Insurance
Susan Lock d

ing & Fare Collecti

ch
Chief Management
Accountant
Diane Hessler

Cathy Sweet

Manager
Human Resources
Jane Arnold

Real Estate Assets
Administrator
dward Singer

In addition to the basic operating organization, the hybrid alternative, that is
either one or two operators, would require one or two operating agency
governing boards and another countywide regional planning, funding, policy
board.
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Organizational Alternatives Considerations

Status Quo /
Collaboration

Models

Moderate
Coordination

Moderate
Consolidation

Full Consolidation

o Distributed among Generally distributed At least two Countywide central
2 entities who have but centralized for managing boards entity including fully
8 varying governance individual issues (e.g. (e.g. one for centralized staffing
o structures (e.g. RTPA, Coordinating planning, one or
3 JPA, City Councill, Committee for ADA more for operations).
O VISTA Committees) paratransit) Exhibit 3 shows

options for one or

two agencies
5 Primary financial Primary decisions Different types of Receives and
‘o decisions made by made individually funds confrolled by manages all funding
§ individual agencies each entity for public
£ Centralized funding for transportation

Some interaction with
central agency for
federal and state
funds (e.g. grants)

Some funding directly
to individual entity

IfSB716is
implemented without
change, all TDA funds
must be used for
fransit. This will be
disruptive to some
cifies

coordinated issues
typically require local
match (e.g. Federal
grants)

Some reallocation of
funds may be required
to support
coordinated functions

Some collaboration
of funding requests
likely for larger
projects

Each entity can
pursue financial
opportunities (e.qg.
bonding, tax levies)

Some reallocation of
funds may be
required to support
consolidated
functions

Consolidated
functions could result
in greater
efficiencies and
effectiveness

Can bond for
funding or pursue tax
levies

Some reallocation of
funds may be
required to support
consolidated
functions

Consolidated
functions could result
in greater
efficiencies and
effectiveness
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Status Quo /
Collaboration

Models

Moderate
Coordination

Moderate
Consolidation

Full Consolidation

Individual agency and

Primary planning is still

Some joint planning

Conducts all long-

(o))
€ operator plans done locally, but occurs (e.g. overall range, short-range
5 coordinated planning long-range planning  and operational
= Some collaborative required for specific responsibility of planning
planning based on coordinated planning agency),
regional plans and agreement projects but each operating
other joint efforts (e.g. agency does own
inter-agency transfers, planning
VCTC programs)
»  Mix of individual Coordination for Possible Possible
§ operations, including specific projects (e.g. efficiencies/cost efficiencies/cost
© confract and in-house countywide ADA savings from savings from
4 Paratransit) could consolidated consolidated
O Some collaborated expand to more operations operations, with
opportunities for agencies -- and consolidated under directly operating
transfers, joint use of projects if successful operating entity or and/or contracting
facilities, etc. such as call center, entities (e.g. one or for all public
procurement, etfc. two Districts directly tfransportation
operate and/or services
contract for
operations)
May be limited
number of
confinuing individual
local operations in
cities
- o Some centralized Combined marketing Broader Countywide entity
§ £ information and and call center could communications has all
2 $ marketing improve customer and marketing communications
K] o safisfaction by having responsibilities and marketing
S = Central ADA a single source for coordinated responsibilities
€ paratransit eligibility information between managing
g entity and District(s)
£
O
6)
= Ventura County LA County Access San Diego Orange County
7 Services Association of Transportation
o Governments/ Authority
£ MTS/NCTD
X
L

Monterey-Salinas
Transit

36



