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2009 National Transit Database Operating Cost Data

City of City of
qulflar?s?fﬂ 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 Vehicle Rev. Miles 1,732,855 1,404,594 475,944 195,023
Annual Vehicle 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/Vehicle Rev. Mile 2.1 0.6 1.0 1.0
Unlinked Pass. Trips/Vehicle 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/Vehicle Rev. Mile $1.13 $2.02 $7.72 $4.85
Operating Expense/Vehicle 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 Vehicle Rev. Miles 494,424 337,171 218,421 473,019
Annual Vehicle 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/Vehicle Rev. Mile 0.2 0.6 0.2 0.2
Unlinked Pass. Trips/Vehicle 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/Vehicle Rev. Mile $5.02 $3.39 $10.22 $3.02
Operating Expense/Vehicle 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) 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
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billion of FTA funds to transit 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(a):
SECTION 5335 National transit database

(a) NATIONAL TRANSIT DATABASE — To help meet the needs of individual public
transportation systems, the United States Government, State and local 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 IV.

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 trips 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 transit
manager is one of a number of direct reports to the CEO. The representation on the
Board offers input from the local jurisdictions represented by their Board member.
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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 transit planning, funding allocation, project development,
and construction in the San Diego region in addition to its ongoing transportation
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 Metropolitan
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 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.
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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 transition 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 maintenance 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 transportation 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 V.

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:
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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.
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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:

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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City Manager Letter and Response
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Appendix VII.

Operator Proposal

A-58



Ventura County Regional Transit Study
Final Report--Appendices

A-59



Ventura County Regional Transit Study
Final Report--Appendices

A-60




Ventura County Regional Transit Study
Final Report--Appendices

A-61



Ventura County Regional Transit Study
Final Report--Appendices

A-62



Ventura County Regional Transit Study
Final Report--Appendices

Appendix VIII,

Operator Response to Implementation Issues
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