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San Bernardino Associated Governments (SANBAG) is a council of governments formed in 1973 by joint
powers agreement of the cities and the County of San Bernardino. SANBAG is governed by a Board of
Directors consisting of a mayor or designated council member from each of the twenty-four cities in
San Bernardino County and the five members of the San Bernardino County Board of Supervisors.

In addition to SANBAG, the composition of the SANBAG Board of Directors also serves as the governing
board for several separate legal entities listed below:

The San Bernardino County Transportation Commission, which is responsible for short and long
range transportation planning within San Bernardino County, including coordination and approval of
all public mass transit service, approval of all capital development projects for public transit and
highway projects, and determination of staging and scheduling of construction relative to all
transportation improvement projects in the Transportation Improvement Program.

The San Bernardino County Transportation Authority, which is responsible for administration of the
voter-approved half-cent transportation transactions and use tax levied in the County of San
Bernardino.

The Service Authority for Freeway Emergencies, which is responsible for the administration and
operation of a motorist aid system of call boxes on State freeways and highways within
San Bernardino County.

The Congestion Management Agency, which analyzes the performance level of the regional
transportation system in a manner which ensures consideration of the impacts from new development
and promotes air quality through implementation of strategies in the adopted air quality plans.

As a Subregional Planning Agency, SANBAG represents the San Bernardino County subregion and
assists the Southern California Association of Governments in carrying out its functions as the
metropolitan planning organization. SANBAG performs studies and develops consensus relative to
regional growth forecasts, regional transportation plans, and mobile source components of the air
quality plans.

Items which appear on the monthly Board of Directors agenda are subjects of one or more of the listed legal
authorities. For ease of understanding and timeliness, the agenda items for all of these entities are
consolidated on one agenda. Documents contained in the agenda package are clearly marked with the

appropriate legal entity.



San Bernardino Associated Governments
County Transportation Commission
County Transportation Authority
Service Authority for Freeway Emergencies
County Congestion Management Agency

Commuter Rail and Transit Committee Meeting

August 15, 2013
10:00 a.m.

Location:
SANBAG Office
1170 West 3™ St., 2" F1., San Bernardino
The Super Chief Conference Room

CALL TO ORDER - 10:00 a.m.
(Meeting Chaired by Mayor Patrick Morris)

L Pledge of Allegiance
IL Attendance
III. Announcements
IV.  Agenda Notices/Modifications — Anna Aldana
Notes/Actions
1. Possible Conflict of Interest Issues for the Commuter Rail and Transit Pg. 6

Committee Meeting of August 15, 2013

Note agenda item contractors, subcontractors and agents, which may require
member abstentions due to conflict of interest and financial interests.
Committee Member abstentions shall be stated under this item for
recordation on the appropriate item.

Consent Calendar

Consent Calendar items shall be adopted by a single vote unless removed by
member request.

2. Attendance Register Pg. 7

A quorum shall consist of a majority of the membership of each SANBAG
Policy Committee, except that all County Representatives shall be counted as
one for the purpose of establishing a quorum.




Discussion Items

Transit/Commuter Rail

3.

Transportation Development Act Triennial Performance Audits for Pg. 9

Fiscal Years 2008/2009 to 2010/2011 of Barstow Area Transit, Needles
Area Transit, Morongo Basin Transit Authority, Mountain Area
Regional Transit Authority, Omnitrans, and Victor Valley Transit
Authority

Receive Triennial Performance Audit Reports for Fiscal Years 2008/2009
through 2010/2011 for Barstow Area Transit, Needles Area Transit,
Morongo Basin Transit Authority, Mountain Area Regional Transit
Authority, Omnitrans, and Victor Valley Transit Authority.
Monica Morales

All the audits will be presented to the respective governing boards.
This item is not scheduled for review by any other policy committee or
technical advisory committee. SANBAG Department of Fund
Administration has reviewed and approved this item.

Desert Consolidation Study of Victor Valley Transit Authority,
Barstow Area Transit, and Needles Area Transit

That the Committee recommend the Board:

1. Receive and accept the final Desert Consolidation Study completed by
AECOM on July 25, 2013; and

2. Direct staff to assist the Cities of Barstow, Adelanto, Hesperia,
Victorville, the Town of Apple Valley, the County of San Bernardino, and
Victor Valley Transit Authority (VVTA) in efforts to consolidate transit
service, creating a new transit agency in the desert. Mitch Alderman

This item is not scheduled for review by any other policy committee or
technical advisory committee.

Rail and Transit Update

Receive presentation of the SANBAG Transit and Rail Program.
Mitch Alderman

This item is not scheduled for review by any other policy committee or
technical advisory committee.

Pg. 48

Pg. 82

l Notes/Actions




Notes/Actions

Discussion Items Cont......

Transit/Commuter Rail (Cont.)

6. Award Contract No. C14004 to GRFCO Inc. for the E Street Storm Pg. 83
Drain Project

1. Award Construction Contract No. C14004 to GRFCO Inc., the lowest
responsive, responsible bidder for the E Street Storm Drain Improvements
in the not-to-exceed amount of $354,300.

2. Approve Allowances/Contingency for Contract No. C14004 for a
not-to-exceed amount of $35,430 and authorize the Executive Director, or
designee to release contingency as necessary for completion of the project.
Casey Dailey

This item is not scheduled for review by any other policy committee or
technical advisory committee. @ SANBAG General Counsel and
Contract Administrator have approved this item as to form.

Comments from Committee Members

Public Comment

ADJOURNMENT

Additional Information

Acronym List Pg. 90

Complete packages of the SANBAG agenda are available for public review at the SANBAG offices and our website:
www.sanbag.ca.gov. Staff reports for items may be made available upon request. For additional information call
(909) 884-8276.




Meeting Procedures and Rules of Conduct

Meeting Procedures
The Ralph M. Brown Act is the state law which guarantees the public’s right to attend and participate in meetings

of local legislative bodies. These rules have been adopted by the Board of Directors in accordance with the
Brown Act, Government Code 54950 et seq., and shall apply at all meetings of the Board of Directors and Policy

Committees.

Accessibility
The SANBAG meeting facility is accessible to persons with disabilities. If assistive listening devices or other

auxiliary aids or services are needed in order to participate in the public meeting, requests should be made
through the Clerk of the Board at least three (3) business days prior to the Board meeting. The Clerk’s telephone
number is (909) 884-8276 and office is located at 1170 W. 3™ Street, 2™ Floor, San Bernardino, CA.

Agendas — All agendas are posted at 1170 W. 3™ Street, 2™ Floor, San Bernardino at least 72 hours in advance of
the meeting, Staff reports related to agenda items may be reviewed at the SANBAG offices located at 1170 W.
grd Street, g0 Floor, San Bernardino and our website: www.sanbag.ca.gov.

Agenda Actions — Items listed on both the “Consent Calendar” and “Items for Discussion” contain suggested
actions. The Board of Directors will generally consider items in the order listed on the agenda. However, items
may be considered in any order. New agenda items can be added and action taken by two-thirds vote of the

Board of Directors.

Closed Session Agenda Items — Consideration of closed session items excludes members of the public.
These items include issues related to personnel, pending litigation, labor negotiations and real estate negotiations.
Prior to each closed session, the Chair will announce the subject matter of the closed session. If action is taken in
closed session, the Chair may report the action to the public at the conclusion of the closed session.

Public Testimony on an Item — Members of the public are afforded an opportunity to speak on any listed item.
Individuals wishing to address the Board of Directors or Policy Committee Members should complete a “Request
to Speak” form, provided at the rear of the meeting room, and present it to the Clerk prior to the Board's
consideration of the item. A "Request to Speak"” form must be-completed for each item an individual wishes to
speak on. When recognized by the Chair, speakers should be prepared to step forward and announce their name
and address for the record. In the interest of facilitating the business of the Board, speakers are limited to three
(3) minutes on each item. Additionally, a twelve (12) minute limitation is established for the total amount of time
any one individual may address the Board at any one meeting. The Chair or a majority of the Board may
establish a different time limit as appropriate, and parties to agenda items shall not be subject to the time
limitations.

The Consent Calendar is considered a single item, thus the three (3) minute rule applies. Consent Calendar items
can be pulled at Board member request and will be brought up individually at the specified time in the agenda
allowing further public comment on those items.

Agenda Times -~ The Board is concemed that discussion take place in a timely and efficient manner.
Agendas may be prepared with estimated times for categorical areas and certain topics to be discussed.
These times may vary according to the length of presentation and amount of resulting discussion on agenda
items.

Public Comment — At the end of the agenda, an opportunity is also provided for members of the public to speak
on any subject within the Board’s authority. Matters raised under “Public Comment” may not be acted upon at
that meeting. “Public Testimony on any Item” still apply.

Disruptive Conduct - If any meeting of the Board is willfully disrupted by a person or by a group of persons so
as to render the orderly conduct of the meeting impossible, the Chair may recess the meeting or order the person,
group or groups of person willfully disrupting the meeting to leave the meeting or to be removed from the
meeting. Disruptive conduct includes addressing the Board without first being recognized, not addressing the
subject before the Board, repetitiously addressing the same subject, failing to relinquish the podium when
requested to do so, or otherwise preventing the Board from conducting its meeting in an orderly manner.
Please be aware that a NO SMOKING policy has been established for meetings. Your cooperation

is appreciated!
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SANBAG General Practices for Conducting Meetings
of
Board of Directors and Policy Committees

Basic Agenda Item Discussion.

e The Chair announces the agenda item number and states the subject.

e The Chair calls upon the appropriate staff member or Board Member to report on the item.

e The Chair asks members of the Board/Committee if they have any questions or comments on the item.
General discussion ensues.

e The Chair calls for public comment based on “Request to Speak” forms which may be submitted.

¢ Following public comment, the Chair announces that public comment is closed and asks if there is any
further discussion by members of the Board/Committee.

e The Chair calls for a motion from members of the Board/Committee.

e Upon a motion, the Chair announces the name of the member who makes the motion. Motions require a
second by a member of the Board/Committee. Upon a second, the Chair announces the name of the
Member who made the second, and the vote is taken.

The Vote as specified in the SANBAG Bylaws.
e Each member of the Board of Directors shall have one vote. In the absence of the official representative,
the alternate shall be entitled to vote. (Board of Directors only.)

e Voting may be either by voice or roll call vote. A roll call vote shall be conducted upon the demand of

five official representatives present, or at the discretion of the presiding officer.
Amendment or Substitute Motion.

e Occasionally a Board Member offers a substitute motion before the vote on a previous motion.
In instances where there is a motion and a second, the maker of the original motion is asked if he would
like to amend his motion to include the substitution or withdraw the motion on the floor. If the maker of
the original motion does not want to amend or withdraw, the substitute motion is not addressed until after
a vote on the first motion.

e Occasionally, a motion dies for lack of a second.

Call for the Question.

e At times, a member of the Board/Committee may “Call for the Question.”

e Upon a “Call for the Question,” the Chair may order that the debate stop or may allow for limited further
comment to provide clarity on the proceedings.

e Alternatively and at the Chair’s discretion, the Chair may call for a vote of the Board/Committee to
determine whether or not debate is stopped.

e The Chair re-states the motion before the Board/Committee and calls for the vote on the item.

The Chair.
e At all times, meetings are conducted in accordance with the Chair’s direction.
e These general practices provide guidelines for orderly conduct.
o From time-to-time circumstances require deviation from general practice.
e Deviation from general practice is at the discretion of the Board/Committee Chair.
Courtesy and Decorum.
e These general practices provide for business of the Board/Committee to be conducted efficiently, fairly
and with full participation.
e [t is the responsibility of the Chair and Members to maintain common courtesy and decorum.
Adopted By SANBAG Board of Directors January 2008
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® San Bernardino County Transporiation Commission ® San Bernardino County Transportation Authority
m San Bernardino County Congestion Management Agency & Service Authority for Freeway Emergencies

Minute Action
AGENDA ITEM: __1
Date: August 15, 2013
Subject: Information Relative to Possible Conflict of Interest

Recommendation”: Note agenda items and contractors/subcontractors which may require
member abstentions due to possible conflicts of interest.

Background: In accordance with California Government Code 84308, members of the
Board may not participate in any action concerning a contract where they
have received a campaign contribution of more than $250 in the prior
twelve months from an entity or individual. This agenda contains
recommendations for action relative to the following contractors:

Item Contract Contractor/Agents Subcontractors
No. No.
6 |C14004 i N None
George Frost

Financial Impact:  This item has no direct impact on the budget.

Reviewed By: This item is prepared monthly for review by the Board of Directors and
Policy Committee members.

Approved
Commuter Rail and Transit Committee

Date:
Moved: Second:
In Favor: Opposed: Abstained:
Witnessed:

[coGc [x]cTtC [X|[CTA [X[SAFE [ X[ CMA [ X |
Check all that apply.

CRTC1308z-maa



COMMUTER RAIL AND TRANSIT POLICY COMMITTEE ATTENDANCE RECORD - 2013

Jan Feb March | April | M
l(:,?tt;l:? Szlnoll;::nardino X X X X |
g;:;'ﬂofxlt::tclair X X
'g:::netsyl({:fu;:: Bernardino - = X -
Ic’;t; ‘;? e X X X X
g:gﬁh;ig Bear Lake & X
ity of Fispera x | x| x |x
o Highlong. Xoaf X | x |'X
ity of Ronth Cucarmonga X | x | X
o X | X X
e Xl x| % |.X

= « | x| »

X = Member attended meeting.

CRTC-ATT13

Empty box = Member did not attend meeting.

Sept

Oct

Nov

Dec

Crossed out box = Not a member at the time.




COMMUTER RAIL AND TRANSIT POLICY COMMITTEE ATTENDANCE RECORD - 2012

Name March | April | May June July Nov Dec

Patrick Morris

City of San Bernardino X X A X X X

Paul Eaton

City of Montclair X X X X

Neil Derry

County of San Bernardino X X X

(Self Suspension 5/3/2011)

Peter Aguilar

City of Redlands X A % X

Bill Jahn

City of Big Bear Lake X X X

Mike Leonard

City of Hesperia X X X X X

Larry McCallon

City of Highland X X (e X X
| L. Dennis Michael

City of Rancho Cucamonga X = = x X

Ray Musser

City of Upland X X X X X X

Richard Riddell

City of Yucaipa 23 s , & X X

Alan Wapner

City of Ontario X = X &

X = Member attended meeting. Empty box = Member did not attend meeting.  Crossed out box = Not a member at the time.

CRTC-ATTI12
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a San Bernardino County Transportation Commission m San Bernardino County Transportation Authority
® San Bernardino County Congestion Management Agency & Service Authorlty for Freeway Emergencies

Minute Action

AGENDA ITEM: __ 3
Date: August 15, 2013

Subject: Transportation Development Act Triennial Performance Audits for Fiscal Years
2008/2009 to 2010/2011 of Barstow Area Transit, Needles Area Transit, Morongo
Basin Transit Authority, Mountain Area Regional Transit Authority, Omnitrans,
and Victor Valley Transit Authority.

Recommendation:” Receive Triennial Performance Audit Reports for Fiscal Years 2008/2009 through
2010/2011 for Barstow Area Transit, Needles Area Transit, Morongo Basin
Transit Authority, Mountain Area Regional Transit Authority, Omnitrans, and
Victor Valley Transit Authority.

Background: In order to continue receipt of Transportation Development Act (TDA) funding,
the California Public Utilities Code Section 99246(a) and 99248 requires that
SANBAG, acting as the County Transportation Commission, designate an entity

Approved
Commuter Rail and Transit Committee

Date:

Moved: Second:
In Favor: Opposed: Abstained:
Witnessed:
[coG ] Jcrc [X]cTA | [SAFE | [cMA | |
Check all that apply.
CRTC1308a-mmm
Attachments

http: /[Qgrtal sanba,q ca. zov/ mgmt/work groups/transit/majortransit/auditsoperators/S hared%ZODocumenm/FYZ()O‘) 1H%20BAT%20TDA %
20Performance%20Audit.pdf
http://portal. sanbag.ca.gov/mgmt/workgroups/transit/majortransit/auditsoperators/Shared %20Documents/FY %202009_1 1 %20MARTA %2
0TDA%20Performance %20Audit.pdf

http://portal.sanbag.ca.gov/mgmt/workgroups/transit/majortransit/auditsoperators/Shared %20Documents/FY2009_11%20MBTA%20TDA
%20Performance %20Audit.pdf

http://portal.sanbag.ca. gov/mgmt/workgroups/transit/majortransit/auditsoperators/Shared%20Documents/FY2009 |1%20NAT%20TDA%
20Performance %20Audit.pdf

http://portal.sanbag.ca.gov/mgmt/workgroups/transit/majortransit/auditsoperators/Shared %20Documents/FY2009 _[1%200mnitrans%20T
DA %20Performance%20Audit.pdf

http://portal.sanbag.ca.gov/mgmt/workgroups/transit/majortransit/auditsoperators/Shared %#20Documents/FY09_ 11%20VVTA%20TDA %2
OPerformance%20Audit.pdf




Commuter Rail and Transit Committee Agenda Item

August 15, 2013
Page 2

CRTC1308a-mmm

other than itself to perform triennial performance audits on each of the transit
operators that receive TDA funding, including SANBAG. These audits are
subsequently submitted to the California Department of Transportation (Caltrans).

On November 2, 2011, the Board approved the release of Request for Proposals
(RFP) No. 12100 which solicited proposals from qualified firms to execute the
Transportation Development Act Triennial Performance audits of the San
Bernardino County Transportation Commission and the six transit operators
within the County for Fiscal Years (FY) 2008/2009 through 2010/2011. The
SANBAG Board awarded the contract to PMC on March 7, 2012.

Attached are the executive summaries for each operator’s audit which includes a
review of the operator’s compliance with TDA Requirements, status of prior audit
recommendations, transit systems performance trends and a detailed functional
review. Overall, all the audits were positive and the operators have taken positive
steps over the audit period to improve their operations. SANBAG’s audit report
will be presented at a future General Policy Committee and Commuter Rail and
Transit Committee meeting.

In addition to the current findings which pertain to FY 2008/2009 through
2010/2011, the audit also reports on the prior FY 2005/2006 through 2007/2008
triennial performance audit recommendations. Below is a recap by transit agency
of prior recommendations along with a status.

Barstow Area Transit (BAT)

1. Verify TransTrack data regularly: Partially Implemented, and is carried
forward in this audit for full compliance.

2. Consider implementing the liquidated damages provision in operations
contract: Implemented.

3. Conduct independent on-time performance checks: Implemented.

4. Present regular updates to the City Council about BAT: Implemented.

5. Improve visual depiction of bus routes and landmarks on bus map and on
web site: Implemented.

6. Place revised Americans Disability Act (ADA) certification application
on-line: Implemented.

Mountain Area Regional Transit Authority (MARTA)

1. Enhance maintenance departmental controls through utilization of
software: Implemented.

2. Develop performance targets for each transit mode using the suggested
MARTA Comprehensive Operations Analysis (COA) standards as a
reference: Partially Implemented, and is carried forward for full
implementation.

10



Commuter Rail and Transit Committee Agenda Item

August 15,2013
Page 3

Ensure updated trip sheets account for driver break time during revenue
service: Implemented.

Formalize tracking of on-time performance for fixed route: Partially
Implemented, and is carried forward for full implementation.

Morongo Basin Transit Authority (MBTA)

15
2,
3. Strengthen the method for determining on-time performance for dial-a-

Develop/install software program to track vehicle. parts inventory
electronically: Implemented.
Record key operations data: Implemented.

ride: Implemented.

Provide side-by-side comparison of planned versus actual performance
indicators and include in Board meeting agendas: Implemented.

Properly record correct full-time equivalents into TransTrack and the State
Controller’s Report: Partially Implemented, and is carried forward in this
audit for full implementation.

Needles Area Transit (NAT)

1. Request that public works document maintenance activities of dial-a-ride
vehicles: Implemented.

2. Consider implementing the liquidated damages provisions in the
operations contract: Not Implemented, but should be considered when
warranted. Due to the contract operator’s good performance as cited by the
City, there was no need to consider liquidated damages.

3. Enter dial-a-ride performance data into TransTrack in a timely manner:
Implemented.

4. Present regular updates to the City Council about Needles Area Transit
(NAT): Implemented.

5. Ensure that the number of full-time equivalent employees is being
calculated in TransTrack: Implemented.

Omnitrans

1. Focus on Improving Demand Response Performance: Implemented.

2. Investigate the potential to restructure service once Bus Rapid Transit is
Implemented: Carried Forward in this audit for the next audit period
once Bus Rapid Transit is implemented.

3. Leverage the Vendor Management Inventory System (VMI): No Longer
Applicable.

4. Actively integrate the SAP/ERP (Enterprise Resource Planning) System
into relevant functional departments: Partially Implemented.

5. Report performance against strategic planning goals: Implemented.

CRTC1308a-mmm
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Financial Impact:

Reviewed By:

Responsible Staff.

CRTC1308a-mmm

Victor Valley Transit Authority (VVTA

1. Create Finance Officer Position: Implemented.

2. Review Operating Cost Allocation Between Vehicle Operations,
Maintenance and Administration Functions: Implemented.

3. Actively Plan for Transition into New Facility: Implemented, with a
recommendation to establish a facility maintenance plan.

4. Investigate Potential Discrepancies in Reported Passenger Miles:
Implemented.

This item is consistent with the current adopted Fiscal Year 2013/2014 budget,
Task No. 0502 TDA Administration General Fund — LTF Admin.

All the audits will be presented to the respective governing boards. This item is
not scheduled for review by any other policy committee or technical advisory
committee. SANBAG Department of Fund Administration has reviewed and
approved this item.

Monica Morales, Transit Specialist

12



FY 2009-2011
Triennial Performance Audit
of Barstow Area Transit

Submitted to San Bernardino
Associated Governments

March 2013

PMC”
e

@ crHzmHiL | PATTI POST & ASSOCIATES
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Triennial Performance Audit of BAT — FY’s 2009-2011

Executive Summary

The San Bernardino Associated Governments (SANBAG) engaged the PMC consultant team to
conduct the Transportation Development Act (TDA) triennial performance audit of the six public
transit operators under its jurisdiction. The performance audit serves to ensure accountability in the
use of public transportation revenue. This performance audit is conducted for Barstow Area
Transit (BAT) covering the most recent triennial period, fiscal years 2008-09 through 2010-11.

The audit includes a review of the following areas:

e Compliance with TDA Requirements
e Status of Prior Audit Recommendations
e Transit System Performance Trends

e Detailed Functional Review

From the review, recommendations were developed to improve the operational efficiency and
effectiveness of BAT.

Compliance with TDA Requirements

BAT has complied with most TDA requirements with the some exceptions. The compliance
requirement for submittal of the annual fiscal audits was partially implemented. Responsibility for
submittal of these financial documents lies with the SANBAG auditor, which operates
independently of BAT. The farebox recovery ratio did not meet standards for two of the three
audited years and is declining. In addition, the Full-Time Equivalent Employee data reported in the
State Controller Report could not be supported by the information sources collected for this audit.
The reporting may be based on headcount rather than FTEs.

Status of Prior Audit Recommendations

The prior audit report contained six recommendations. Five were fully implemented. The one not
fully implemented addressed the verification of the accuracy of reports, and is carried forward for
full implementation.

System Performance Trends

The analysis of trends is conducted using data that is not consistent among various BAT financial
and performance reports. However, despite the discrepancies, broad trends in system performance
can be concluded during the audit period.

1. Operating costs for Barstow Area Transit decreased between FY2008 and FY2011.
During the middle o_f the audit period, commencing on January 1, 2010, BAT restructured
its fixed-route and demand-response services resulting in increased operating expenses.

- PMC-i
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Triennial Performance Audit of BAT — FY’s 2009-2011

Prior to the service restructuring, costs were already increasing at a fairly rapid pace in
FY2009. A later reduction in funding caused a decrease in services and subsequent
reduction in operating expenses in FY2011 by 17.6 percent from the prior fiscal year. In
spite of these cost increases in the middle of the audit period, operating expenses at the end
of the audit period were about the same as at the beginning, and just slightly down by 1.6
percent.

. The service restructuring confused riders at first but eventually triggered a significant
increase in passengers at the end of FY 2010. However, because of the subsequent
reduction in service, the overall change in passengers over the audit period was a decrease
of 6.5 percent.

. Restructuring shifted resources to fixed-route services, as services in the unincorporated
areas were changed from demand response to fixed route for about a year, only to revert
back to demand response due to confusion among residents and loss of ridership. Operating
expenses for fixed route increased 65 percent, while demand response operating expenses
fell 46 percent. Similarly, fixed route passengers increased 47 percent and demand
response passengers fell 72 percent during the audit period. There was an especially large
drop in demand response passengers during FY2011; at the same fixed route passengers
rose that year.

. Restructuring increased service hours but funding reductions caused an even larger
decrease. By the end of FY2011, vehicle service hours were down 32 percent compared
with the base year statistics. Fixed route service hours fell nearly 30 percent while demand
response hours were down over 65 percent.

. Vehicle service hours per full time equivalent declined over 17 percent. However, this
statistic is based on headcount reported in the State Controller Report instead of FTEs
which skews this trend.

. Ridership on the Big River service jumped almost 50 percent from 457 passenger to 683
passengers per year. Operations cost increased almost 30 percent, but cost per rider was
down 13 percent. '

. Trona Transit ridership was flat during the audit period. However, operating costs and
service hours rose significantly by 62 percent and 20 percent, respectively. This led to large
increases in operating cost per passenger and cost per hour.

. Operating cost per passenger increased 5 percent systemwide, while cost per vehicle service
hour rose 45 percent. During the same period passengers per vehicle service hour rose 38
percent. There were significant differences by mode as operating cost per passenger on
fixed route rose by 12 percent, while on the demand response service it increased over 94
percent. Fixed route cost per vehicle service hour rose 27 percent, while demand response
service saw a 57 percent increase. Passengers per hour rose about 13 percent on the fixed
route services but fell almost 20 percent on demand response services.

PMC - ii
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Triennial Performance Audit of BAT — FY’s 2009-2011

9. The trend in the fare recovery ratio shows a general decline during the audit period. The
farebox ratio for BAT service (excluding Big River and Trona Transit systems) decreased
from 10.4 percent in FY 2008 to 6.9 percent in FY 2011 with big drops in both FY2010
and FY2011. Since FY2005 the farebox ratio has declined from about 15 percent to under
7 percent. The TDA minimum ratio of 10 percent adopted by the SANBAG Board in 1994
was not met in two of the three audit years, placing the service out of compliance with a
key TDA measure.

10. Big River Transit and Trona Transit data is submitted to city transit staff in raw form for
processing as neither agency has the ability to process the information. The farebox
recovery for these two transit services has been declining during the audit period, but they
are still well above the TDA standard of 10 percent.

Functional Review

1.

The BAT system underwent substantial change during the audit period as a result of
implementing recommendations in the 2007 Comprehensive Operations. The system
converted from about 70 percent demand response and 30 percent fixed route to about
70 percent fixed route and 30 percent demand response. A subsequent funding reduction
required further changes in July 2010.

Riders within the City of Barstow responded well to the initial changes, but the County
riders were unhappy due to the change from demand response to fixed route service with
flag down stops. County services reverted back to demand response by 2011.

The new map and rider guide is a vast improvement over earlier materials. It is posted
on the City web site and provides information on routes, schedules and other important
information.

The San Bernardino Associated Governments has funded an effort to evaluate the
feasibility of consolidating BAT’s operations with the Victor Valley Transportation
Authority and Needles Transit. That study should be complete in 2013.

The consolidation study has required the City of Barstow to suspend some decisions and
capital purchases until its completion and adoption. If the process takes too long and
purchases of replacement buses are delayed, vehicle maintenance could become an issue.
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Triennial Performance Audit of BAT — FY’s 2009-2011

Recommendations

Performance Audit
Recommendation

Background

Timeline

#1 Improve operations
data collecting and
reporting consistency

Producing consistent performance data for
both State and Federal reports has been an
issue for Barstow Area Transit dating back
to a recommendation made in the prior
performance. The Transportation Manager
reviews TransTrack input by contractor at
least once a month and uses invoices as back
up documentation. Some earlier problems
were thought to arise from the lack of clear
lines of responsibilities at the contractor.
These have since been resolved, but there are
still data consistency issues between the
reports that BAT prepares internally that
feed into external agency reports.

While the differences are not generally wide-
ranging, the year end operations data for
components such as ridership, service hours
d miles, and employees should be fairly the
same for internal and external reporting.
Given these inconsistencies, it is difficult to
ensure accuracy in drawing conclusions
about trends particularly with the modal
statistics.

BAT should reconsider its data collection,
review and reporting practices and develop a
written “desktop” guide using a flow chart
outlining the data reporting process and
assigning personnel responsible for each step
in the process. Personnel may include city
staff from within transit and the finance
department, and the operations contractor.
Specific staff can be assigned the
responsibility of collecting, entering data
into TransTrack, and overseeing the
accuracy of the data and reports.
Additionally, the Transportation Manager

should assume the role of managing this
process and be responsible for ensuring the

High Priority

overall accuracy of the data.
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Triennial Performance Audit of BAT — FY’s 2009-2011

Performance Audit
Recommendation

Background

Timeline

#2 Meet farebox recovery

|closer review of its operating expenses|

For years the fare recovery ratio had been|
just above or below the 10 percer‘j
requirement, however decreasing well belo
this threshold during the audit period to
under 7 percent.

As a result, the service is out of compliance
with a key TDA measure.

BAT should work closely with the contract]
operator and SANBAG to address this trend,
whether through a near-term service analysi:l

under current funding assumptions, and/or

whether any cost efficiencies or savings can
be made to improve the fare recovery ratio.

The trend in the farebox recovery is down.High Priority

#3 Hold regular
communication with City
development officials

there is no regular communication between|
transit administration and the City’s Planning]

and Building Departments to identify and
understand Jland use and development
[proposals that may impact demand for transit
services. While the COA addressed the level
of anticipated demand for service and where
the demand will originate, as development]
patterns come to  fruition, transit
management should maintain an ongoing
dialog with City planners to keep updated on|
residential and non-residential development]
proposals and be able to add transit friendly]
amenities on-site and adjust BAT service as
necessary to respond to the potential new
demand. This could include participating in|
development meetings with the private
applicant, and meeting more regularly with
planning staff on such proposals.

The Transportation Manager indicated that{High Priority

18
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Triennial Performance Audit of BAT — FY's 2009-2011

Performance Audit
Recommendation

Background

Timeline

#4 Develop Capital
Improvement Plan

vehicle replacement, bus stop amenities and|
other facilities. With understanding of the]
potential implications from the consolidation|
study results, BAT should develop a Capital
Improvement Plan and schedule for regular
updates for fleet replacement and
improvements to amenities. This will alert]
City management to the upcoming call on
funds and allow the City time to work with
SANBAG to secure funding for its capital,
needs.

The current fleet is aging (majority are
reaching 5 years old) and replacement]
vehicles need to be programmed. This effort]
is on hold pending the progress of the
consolidation study, but the plan will be
useful when the City is ready to move
forward.

Transit operations have capital needs foriMedium priority

#5 Review BAT General
Administration Charges

transit system incurs general administrative]
costs, both direct and indirect costs. Direct
costs include those directly associated with|
the program, such as the Transportation
Manager, while indirect costs include such
components as city administrative services
cost, among other allocated expenses.

According to the annual fiscal audits, general
administrative costs, as a percentage of total|
transit  operations  expenditures  less|
depreciation, increased from 9 percent in FY]
2009 to close to 13 percent in FY 2011.
Also, general administrative costs for Trona
and Big River Transit comprise close to 50
percent of expenditures for these systems.
This additional cost is inclusive of the
transition of the Transportation Manager to a
City employee in early 2009. However,
budgeted indirect City Administrative Costs

(City overhead) allocated to transit has

As an entity within city government, the{Medium priority
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Performance Audit
Recommendation

Background

Timeline

increased by 25 percent over a three year|
period.

This trend in increased administration
expenses for BAT should be reviewed in
detail by the Transportation Manager to
determine whether all related costs are
justiﬁcd in the transit budget. With farebox
recovery not being met, there should be
further examination of these costs which
impact BAT’s ability to meet farebox, and
adjustments made to the administrative
charges as warranted to reflect the level off

service afforded to transit by City personnel.

20
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Executive Summary

Executive Summary

The San Bernardino Associated Governments (SANBAG) engaged the PMC consultant team to
conduct the Transportation Development Act (TDA) triennial performance audit of the six public
transit operators under its jurisdiction. The performance audit serves to ensure accountability in
the use of public transportation revenue. This performance audit is conducted for Needles
Transit Services covering the most recent triennial period, fiscal years 2008-09 through 2010-11.

The audit includes a review of the following areas:

e Compliance with TDA Requirements

e Status of Prior Audit Recommendations
e Transit System Performance Trends

e Detailed Functional Review

From the review, recommendations were developed to improve the operational efficiency and
effectiveness of Needles Transit Services.

Compliance with TDA Requirements

The City of Needles has complied with seven out of the nine applicable requirements. The City
was found in partial compliance with the timely submittal of its annual fiscal and compliance
audits, and meeting annual farebox recovery. Two additional compliance requirements did not.
apply to Needles (e.g., rural/urban farebox recovery ratios and serving an urbanized area).

Status of Prior Audit Recommendations

Five of the six prior audit recommendations were implemented. The prior recommendation not
implemented pertained to the City enforcing the liquidated damages clause in the operator’s
service contract. Due to the contract operator’s good performance as cited by the City, there
was no need to consider liquidated damages. This remaining recommendation should be
considered for implementation in the future when warranted.

System Performance Trends

1. Operating costs systemwide increased by just over 5 percent over the past three years.
Deviated fixed route operating costs increased by 5.5 percent and DAR costs increased
by 2.1 percent. The modest rates of growth in operating costs for the deviated fixed
route are attributed to the set of fixed and variable costs factored into the operating
contract with McDonald Transit. The increased cost for DAR was due to increases in
labor, fuel and vehicle insurance during the audit period.
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2. Ridership decreased by 12.5 percent systemwide, including a 14.7 percent decrease on
deviated fixed route. However, DAR ridership has been slowly increasing over the last
few years from earlier declines. There was an 8 percent increase in DAR ridership during
the audit review period. The increase in DAR ridership could be attributed to the medical
transportation service, which operates to Fort Mohave and Bullhead City two days a
week. On the other hand, the decline in deviated fixed route ridership could be
attributed to stagnant population growth and the lack of any significant economic
development in the service area.

3. The provision of revenue hours and miles grew slightly more in relative proportion to the
increase in cost during the audit period. Systemwide, vehicle miles grew nearly 10
percent and vehicle hours increased by nearly 7 percent. Most of the increase in service
hours and miles can be attributed to the medical transportation service and increased
DAR service. DAR revenue hours grew by 28 percent while revenue miles grew by nearly
25 percent. Deviated fixed route hours were essentially flat with only a 1 percent
increase while miles increased by 6 percent. The route deviations contributed to the
growth in miles although revenue hours remained stable.

4. Operating cost per passenger increased just over 20 percent systemwide. Cost per
passenger increased 23.7 percent on deviated fixed route service but decreased by 5.5
percent on DAR. This is the result of a decline in ridership on the deviated fixed route
coupled with the increased cost to provide the service.

5. Average fare per passenger rose by 15 percent systemwide, increasing 19.3 percent for
deviated fixed route but declining by 11.4 percent for DAR. The DAR fare revenue
includes the local subsidy required by the Senior Center to meet the 12 percent match in
the contract. Without the subsidy, the DAR passenger fares show increases that are
commensurate with the ridership gains.

6. The overall fare recovery ratio experienced a downward trend over the audit period,
exhibiting a 4.2 percent decrease. The systemwide farebox ratio decreased from 11.12
percent in FY 2009 to 10.81 percent in FY 2011. This pattern was similar for deviated
fixed route due primarily to fewer passenger trips. DAR exceeded its annual fare
recovery ratio, while NAT met the farebox two of three audit years. The DAR farebox
recovery comprising passenger fares and local support revenue averaged 18.15 percent
during the audit period. Passenger fares without local support showed growth that is
consistent with ridership increases.

Functional Review

1. In October 2008, Needles Area Transit implemented a twice-weekly pre-scheduled
medical transportation service from Needles to Fort Mohave and Bullhead City, Arizona.
This new service was a result of action taken from public comments made at the annual
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SANBAG unmet transit needs hearings, as well as findings from the Public Transit-Human
Services Plan prepared for San Bernardino County.

2. NAT upgraded its fleet in recent years with the procurement of two 18-passenger
vehicles in 2007 and 2012. In addition to bike racks, cameras have also been purchased
and installed on the buses with the assistance of a public safety grant from the California
Emergency Management Agency (Cal EMA). NAT vehicles are equipped with 4 cameras
each. :

3. The City developed and distributed muilti-colored comment cards for customer feedback
as a result of a prior audit recommendation. The card is available on all transit vehicles
and at the City offices. Transit management indicated that the highest usage of the cards
was right after they were initially introduced. As the cards serve as a medium for public
input on transit service, the City may consider utilizing the cards as part of the annual
unmet transit needs process where transit needs can be expressed and submitted to the
City and SANBAG.

4. Needles Transit Services is administered by the Transit Services Manager who also
serves as the Secretary to the City Manager. Other City staff including from the finance
department provide support as needed. Due to heavy workloads placed on city staff, the
Transit Services Manager/Secretary to the City Manager spends approximately 10
percent of her annual work hours on transit administration.

5. In prior times, Needles’ TDA allocation was advanced by SANBAG. However, per revised
SANBAG practice in administering the funds, this procedure is being changed so that the
City receives payment on a reimbursement basis including submission of an invoice. This
change in procedure adds to the administrative workload of city staff.

Recommendations

1 Consider using customer] In complying with a prior audit recommendation,|High Priority
omment cards to gather input| Needles has developed and distributed customer
oward the annual unmefl comment cards to receive feedback on its transit]
transit needs process. services. Not only do the comment cards serve as a
tool to understand customers’ current experience
with the system, they could also serve as a
communication medium to receive feedback on
how service delivery could be enhanced and
extended. Together with unmet transit needs|
hearing notices posted in the transit vehicles,
passengers could have an additional means in-lieu
of attending the unmet needs hearings typically]
held outside of Needles to express their concerns|
and make suggestions on the comment cards. Cityl
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of Needles would then submit those ard to
SANBAG for consideration.

#2 Enter on-time performance| With the increased utilization of TransTrack as ajHigh Priority
data into TransTrack. central data collection source and monitoring tool,
certain measures have yet to be input into the
system. One such measure pertains to on-tim
performance. Although on-time performance is
tracked by having drivers call-in to dispatch at th
top of the hour, entering this information regularl
into TransTrack would enhance the value of the|
database to ensure schedule adherence in light of]
route deviations and flag stops.

3 Enter dial-a-ride no-shows1 Transit management acknowledged that severalHigh Priority
idata into TransTrack. performance measures for dial-a-ride have not
been entered into TransTrack in a timely manner or| -
not at all, leaving gaps in information. A key
productivity measure that is not entered is no-
shows. No-shows are tracked by the Senior]
Citizens’ Club but are not entered into TransTrack.
No-shows adversely affect productivity and should
be monitored on a regular basis by transit]
management as part of the dashboard offerings in
TransTrack.

4 Review alternatives for] in light of a relatively stagnant to decreasing[High Priority
increasing ridership, including] ridership base, Needles should consider]
uilding local partnerships. alternatives for increasing ridership. One such
alternative could include a review of potential
partnerships with local businesses and/or the|
Needles Unified School District. Local business
partnerships might include working with specific
trip attractors like shopping and grocery centers,
government offices or medical facilities to provide
more convenient bus stop accessibility or improved
bus time arrivals or pickups. Regarding the school
district, as it was indicated by Needles transit|
management that the school bus program may be|
in jeopardy due to funding declines, the City should
consider holding discussions with the school district
to fill potential transportation gaps for its students.
Examples could include new services such as school
tripper service, or a school subsidized student farel

structure.
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#5 Combine saty and traini

schedule for both fixed route

and dial-a-ride operations.

important aspects of operating a transit vehicle
should be provided in a consolidated effort and
offered to both McDonald Transit and dial-a-ride
bus drivers. The contract transit manager provides
required training once a month and discusses
safety topics that are applicable to both transit
modes. By having both sets of drivers present at]
the safety training, a more uniform set of]
instructions for Needles transit services could be
provided to all vehicle operators in a timel

manner. As potential overtime pay may occur fo

the dial-a-ride driver to attend the trainings, the
city should work with the McDonald transit
manager to minimize this possible cost increase
through efficient scheduling and delivery of the
trainings. This is weighed against the benefits of
updated training for all drivers.
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Executive Summary

Executive Summary

The San Bernardino Associated Governments (SANBAG) engaged the PMC consultant team to
conduct the Transportation Development Act (TDA) triennial performance audit of the six public
transit operators under its jurisdiction. The performance audit serves to ensure accountability in
the use of public transportation revenue. This performance audit is conducted for Morongo Basin
Transit Authority (MBTA) covering the most recent triennial period, fiscal years 2008-09 through

2010-11. :
The audit includes a review of the following areas:

e Compliance with TDA Requirements
e Status of Prior Audit Recommendations
e Transit System Performance Trends

e Detailed Functional Review

From the review, recommendations were developed to improve the operational efficiency and
effectiveness of MBTA.

Compliance with TDA Requirements

MBTA has complied with most applicable TDA requirements with two exceptions. The operator
was in partial compliance with regard to the timely submittal of the annual fiscal and compliance
audits, and the consistency in recording performance data. Responsibility for submittal of the
annual fiscal audit lies with the SANBAG auditor, which operates independently of MBTA. Two
additional compliance requirements did not apply to MBTA (e.g., rural/urban farebox recovery
ratios and serving an urbanized area).

Status of Prior Audit Recommendations

Four of the five prior audit recommendations were implemented. The recommendation pertaining
to the proper recording of full-time equivalents into TransTrack and the State Controller's Report
has been partially implemented and has been carried forward in this audit. MBTA has been utilizing
TransTrack to correctly record employee work hours under the Personnel tab in TransTrack
Manager. However, in the FY 2010 State Controller's Report prepared by SANBAG’s fiscal auditor,
the incorrect number of FTEs was recorded and transposed between the fixed-route and DAR

modes.
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System Performance Trends

i

Operating costs systemwide remained relatively flat over the past three years, increasing
by 7.3 percent using audited data. Fixed route operating costs increased by a modest 3.1
percent while DAR costs increased 5.7 percent using unaudited data by mode. While MBTA
has budgeted for increased CNG fuel during the audit period, fuel prices have stabilized.
General administration and maintenance costs increased during the audit period
encompassing salary step increases, facility repairs and the inclusion of TransTrack as an
operating expense.

Operating cost per passenger decreased 10 percent systemwide, a positive indicator
showing that ridership increased faster than operating costs. Cost per passenger decreased
23 percent on fixed route but increased by 36 percent on DAR. The trend in DAR ridership
has been declining, while costs continue to increase.

Operating cost per hour increased 4.8 percent systemwide. The indicator increased by a
negligible 0.5 percent on fixed route while increasing by 6.1 percent for DAR. Both cost and
revenue hours increased for fixed route at comparable rates. Operating costs for DAR
increased while revenue hours increased at more than twice the rate.

Passengers per hour decreased by 2.3 percent systemwide. Fixed route passengers per
hour remained flat whereas DAR exhibited a 12 percent decrease. Vehicle service hours
grew at a higher rate than passenger trips. For the fixed route, increases in the provision of
revenue hours and passenger trips were at parity.

The farebox ratio for MBTA decreased slightly in the past three years, ranging from 19.78
percent in FY 2009 to 17.48 percent in FY 2011. The TDA minimum ratio of 10 percent was
met in each year. Farebox for fixed route fluctuated between the 22 and 24 percent
recovery range while DAR was relatively stable. Fare revenues are enhanced from group
pass sales and the annual subsidy provided by the fundraising foundation of Copper
Mountain College.

For most inspections, only minor vehicle and driver records violations were reported by the
CHP. Satisfactory ratings were made for all inspections conducted during the audit period
with minor violations noted for exposed edges of a wheelchair lift that was not padded and
leaking fluids from the power steering gearbox.

Functional Review

1.

The new Yucca Valley Transit Center opened in March 2009 with some fixed route
realignment to meet at the transit center. The sawtooth design of the new transit center
includes eight bays and passenger amenities such as restrooms.
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2. MBTA released a marketing study in August 2009 which sought to identify more cost-
effective ways to increase ridership by targeting four key market segments. The marketing
study also included rebranding the MBTA logo.

3. Though outside of this audit review period, a Comprehensive Operations Analysis (COA)
was completed in April 2012 that laid the foundation for enhancements and improvements
in service delivery. The 2012 COA was initiated in August 2011 and provides an updated
performance measurement system.

4. MBTA has not raised fares since 1999. The 2012 COA outlines a proposed fare structure
that MBTA is seeking to implement in spring 2013 in concert with a route expansion and
Sunday service. Based upon the COA recommendations, neighborhood and intercity fares
would be increased by $0.50 to $1.50 and $2.50, respectively. The COA also proposed a
$0.25 increase in student fares to $0.50 per trip.

5. In October 2008, the MBTA JPA was amended to permit the appointment of a fifth
“floating” alternate who may act in the absence of any sitting member or alternative as
well as allow members to receive compensation of $100 for their attendance at Governing
Board meetings.

6. Staffing at MBTA has been fairly stable during the period. MBTA is a non-union shop where
employment is on at-will basis. Employee turnover has been limited to two drivers leaving;
one retired and the other quit voluntarily.

7. MBTA has developed its own grant funding program to assist local government agencies
and 501(c)(3) non-profit providers in the Morongo Basin. The Transportation Assistance
Grant (TAG) is a vehicle procurement program developed by MBTA that results in non-
publicly funded income generated from fees paid by other agencies to access MBTA's
vehicle purchasing contracts.

Recommendations

#1 Enter on-time With the increased utilization of TransTrack as a central data

High Priority
inerformance data into  |collection source and monitoring tool, certain measures have yet;
TransTrack. to be tracked. One such measure pertains to on-time

performance. Although on-time performance is tracked by
having drivers call-in to the dispatchers at key time points,
random time checks and other means, MBTA should enter this
information into TransTrack to enhance the use of the
monitoring software.
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ilorl :

The correct count of employee hours is reported by MBTA in
SANBAG fiscal auditor to |TransTrack which should serve as the basis for completing the
properly record correct |actual State Controller's Report that is submitted to the State.
full-time equivalents in [MBTA has been utilizing TransTrack to record employee work

he State Controller’s hours under the Personnel tab in TransTrack Mapager. ‘However,
in the FY 2010 State Controller’s Report prepared by SANBAG's
fiscal auditor, the incorrect number of FTEs was recorded and
transposed between the fixed-route and DAR modes. MBTA
should work with the fiscal auditor to conduct a final check of
the State Controller Report for data accuracy prior to submittal
to the State.

3 Maintain copies of the| MBTA’s State Controller Report is prepared and submitted to the[Medium Priority
nnual State Controller’s |State on behalf of the agency by SANBAG's fiscal auditor.
Report at the MBTA However, MBTA has not received final copies of its State
office. Controller’s Reports to keep in its office file. As some portions of
State Transit Assistance Funding determined by the State is
based on information contained in the controller reports, MBTA
should have these reports readily accessible at its office.
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Executive Summary

Executive Summary

The San Bernardino Associated Governments (SANBAG) engaged the PMC consultant team to
conduct the Transportation Development Act (TDA) triennial performance audit of the six public
transit operators under its jurisdiction. The performance audit serves to ensure accountability in
the use of public transportation revenue. This performance audit is conducted for the Mountain
Area Regional Transit Authority (MARTA) covering the most recent triennial period, fiscal years
2008-09 through 2010-11. :

The audit includes a review of the following areas:

e Compliance with TDA Requirements
e Status of Prior Audit Recommendations
e Transit System Performance Trends

e Detailed Functional Review

From the review, recommendations were developed to improve the operational efficiency and
effectiveness of MARTA.

Compliance with TDA Requirements

MARTA has complied with most of the applicable TDA requirements with the exceptions of
meeting the required farebox ratio in each audit year, and a finding regarding the late
submission of the State Controller's Reports and annual fiscal and compliance audits.
Responsibility for submittal of the annual fiscal audit and State Controller Report lies with the
SANBAG auditor, which operates independently of MARTA. The FY 2011 financial reporting was
delayed due to certain findings made by the previous fiscal auditor and subsequent discussions
of the findings with MARTA management. Two additional compliance requirements did not
apply to MARTA (e.g., rural/urban farebox recovery ratios and serving an urbanized area).

Status of Prior Audit Recommendations

This section reviews MARTA’s actions to implement five prior audit recommendations. Three of
the five prior audit recommendations were fully implemented, while two were partially
implemented and are carried forward in this audit for full compliance. The two
recommendations pertain to development of performance targets for each transit mode using
the updated COA standards, and enhanced on-time performance tracking.
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System Performance Trends

1. Operating costs systemwide remained flat with a 0.4 percent increase over the past
three years. Fixed route operating costs increased by 11 percent but in contrast DAR
costs decreased nearly by 11 percent. The trends by mode. could be attributed in part to
passenger response to the 2010 fare increase, the implementation of route efficiencies
and a new labor contract. The new labor contract included a wage freeze, the
elimination of a $400 medical stipend, targeted layoffs, and limited holiday pay.
Administrative wage freezes and reductions in holiday pay were also implemented.

2. Operating cost per passenger increased 23.6 percent systemwide. Cost per passenger
increased 26.6 percent on fixed route and 63.7 percent on DAR. The trend for DAR
ridership shows a decline, although costs declined at a lower rate relative to ridership.

3. Ridership decreased by nearly 19 percent systemwide during the audit period. Fixed
route passengers decreased by 12.3 percent and DAR ridership declined by 45.6 percent.
Ridership experienced the greatest decline in FY 2011 due primarily to the fare increase
when there was a decrease to 135,273 passengers from a high of 158,949 in FY 2009.
DAR also exhibited a significant decline in ridership from 29,857 passengers in FY 2009 to
17,563 in FY 2011, the result of the fare increase on the DAR and for riders who might
have moved on to the fixed route.

4. Passengers per hour decreased nearly 16 percent systemwide and nearly 21 percent for
fixed route. DAR passengers per hour decreased by 26 percent from 2.8 riders per hour
in FY 2008 to 2.0 riders per hour in FY 2011. The decline in ridership outpaced the decline
in revenue hours, which indicates a downward trend in passenger trips.

5. In spite of declining ridership, the fare recovery ratio over the past three years increased
for both modes. Farebox for fixed route increased 13.3 percent while DAR increased by
6.72 percent. The overall increase systemwide was just over 15 percent. This is
attributed to the fare increase implemented in FY 2010. MARTA’s farebox has shown
improvement from its low of 9.59 percent in FY 2009. In addition to the fare increase and
restructuring, the cost of providing the service has been defrayed by reduced labor costs
and the implementation of route efficiencies.

Functional Review

1. MARTA management made strides to unify and enhance the agency’s organizational
culture by improving communication between the Big Bear and Crestline facilities,
consolidating dispatch functions, cross training and providing a greater management
presence at Crestline.

2. MARTA increased and streamlined fares in FY 2010 as per a SANBAG recommendation.
The number of fare zones was reduced and fares were raised for most major categories.
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The senior/disabled fare was raised to $2.50 on dial-a-ride, the Big Bear local bus fare
was raised from $1.00 to $1.50 and the OTM fare was raised from $7.00 to $10.00.
MARTA may consider implementing a mileage-based fare structure in FY 2014.

Dispatch operations systemwide have been largely consolidated in Crestline, which
handles large call volumes. Dispatch is conducted in Big Bear on Sunday. The Crestline
facility is equipped with GPS and video camera access of the Big Bear facility. Cellular
phones supplement radio communications between dispatch and drivers. Camera
systems were also installed on the vehicles during the audit period.

. Although outside the audit period, the draft 2012-16 Short-Range Transit Plan (SRTP) for
MARTA was released in May 2012. This latest SRTP also serves as a Comprehensive
Operational Analysis (COA) for MARTA. The latest SRTP/COA recommends further
adjustments to the fare structure by reducing the number of fare zones, introducing new
fare media for local Big Bear Valley routes and having more equitable OTM fares.

MARTA has taken steps to increase its visibility through updates to its marketing
collateral and possible rebranding considerations. The COA’s marketing strategy
emphasized increased visibility for MARTA through rebranding and a name change to
Mountain Transit. The MARTA Riders Guide was updated in March 2010 to reflect the
new route alignments and fare increases.

. The former Assistant General Manager, who retired in August 2012, was stationed at
Crestline twice weekly during the audit period as part of building the cohesion between
the two operations facilities. The Operations Supervisor/Trainer at Crestline was
selected to serve as the acting Assistant General Manager during the transition.

Non-exempt employees are represented by Teamsters Local 572 based in Carson,
California. In an effort to control costs, there were some layoffs and benefit concessions
made during the audit period. The provisions of the July 2010 MOU included limiting the
number of paid holidays to Thanksgiving and Christmas Day, eliminating the $400
medical stipend and overtime for the 6" day, and a wage freeze.

MARTA is a recipient of federal grants under the FTA Section 5311 funding formula for
rural area operators. In addition, an FTA Section 5311(f) intercity grant is applied towards
supporting the Big Bear OTM service, funding about half of operating costs. MARTA was
also awarded an FTA Section 5316 JARC grant for the RIM service realignment.
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Recommendations

#1 Develop on-time
performance calculation
ethodology

EL:

MARTA is to be commended for using a pre-printed daily performance
log for each of its services to track when buses arrive at timed stops.
Dispatchers check off the times along routes during driver call-ins and
other communication to record on-time performance. The logs are
then maintained in a binder and kept in the office for reference. A
sample review of fogs, however, indicates that this tracking is not
conducted on a consistent basis, likely because of other priorities at
hand. Also, when the logs are filled out, there is no calculation
methodology to translate the rate of on-time performance relative to
the number of possible observations. This is often expressed as an on-
time percentage, which is typically compared to a goal. It is
recommended that MARTA increase its completion of tracking on-time
observations in the performance logs or via its GPS, and then taking a
representative sample to develop a percentage of on-time trips. This
method can be integrated with the next recommendation.

High Priority

2 Enter on-time
erformance data into
TransTrack.

With the increased utilization of TransTrack as a central data collection
source and monitoring tool, certain measures have yet to be tracked.
One such measure pertains to on-time performance. Although on-time
performance is tracked through several means such as having drivers
call-in to the dispatchers at key time points, using GPS and sampling
driver sheets, entering this information into TransTrack regularly would
help validate schedule adherence in light of route conditions while
enhancing the TransTrack dashboard.

High Priority

3 Develop

erformance targets for
ach transit mode using

he updated MARTA
omprehensive
perations Analysis
tandards as a

eference.

This recommendation is carried over from the prior audit due to partial [Medium

compliance. During the audit period, MARTA focused more on
systemwide aggregate data and was able to develop and implement its
own measures. Modes were tracked separately, but performance
targets were not set for each mode. MARTA indicated that the 2007
targets were not applicable and that it did not have sufficient resources
to fully implement the steps to reach the targets based on modes.
Nevertheless, the adoption of the 2012-2016 SRTP/COA includes more
attainable benchmarks by mode which MARTA will actively track.

Priority
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Executive Summary

Executive Summary

The San Bernardino Associated Governments (SANBAG) engaged the PMC consultant team to
conduct the Transportation Development Act (TDA) triennial performance audit of the six public
transit operators under its jurisdiction. The performance audit serves to ensure accountability in
the use of public transportation revenue. This performance audit is conducted for Omnitrans
covering the most recent triennial period, fiscal years 2008-09 through 2010-11.

The audit includes a review of the following areas:

¢ Compliance with TDA Requirements
e Status of Prior Audit Recommendations
e System Performance Trends

e Functional Review

In addition, a comparison of Omnitrans against similar transit operators around the nation was
conducted using transit data reported in the National Transit Database (NTD).

Based on the audit review process, recommendations were developed to improve the operational
efficiency and effectiveness of Omnitrans. ' :

Compliance with TDA Requirements
Omnitrans has complied with all applicable compliance requirements of TDA.
Status of Prior Audit Recommendations

This section reviewed Omnitrans’ actions to implement five prior audit recommendations. Two
of the five prior audit recommendations were fully implemented, one has been partially
implemented, one is no longer relevant, and one has not been implemented due to a change in
project schedule.

System Performance Trends

1. Operating costs for Omnitrans general public service decreased by 3.9 percent over the
last three years, which is remarkable given that the Consumer Price Index increased by
3.4 percent during the same period. Operating costs for Omnitrans Access service
increased by 11.2 percent during the last three years, due primarily to an increase in
vehicle service hour provision. Systemwide operating costs decreased by 1.7 percent.

2. Ridership on general public service increased by 1.3 percent, from 14.4 million to 14.6
million passengers, a notable accomplishment given the service reductions that took place
during the audit' period. Ridership on Access service increased by 6.1 percent, from

]
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405,814 to 430,564. Systemwide ridership increased by 1.4 percent during the audit
period. ;

. The provision of vehicle service hours and miles for general public service decreased by
4.2 percent and 4.0 percent respectively, as Omnitrans reduced service levels in order to
balance its budget. Access vehicle service hours and miles increased by 12.4 percent and
12.1 percent respectively in order to meet passenger service requests.

. Operating cost per passenger decreased by 3.1 percent systemwide and by 5.2 percent for
general public service, and increased by 4.8 percent for Access service (as compared to a
3.4 percent change in inflation during the audit period). This reflects the emphasis that
Omnitrans had during the audit period to realize cost efficiencies when feasible.

. Operating cost per vehicle service hour decreased by 0.5 percent systemwide and by 1.1
percent for Access service, and increased by 0.2 percent for general public service.
Operating cost per vehicle service mile decreased by 1.2 percent systemwide and by 0.8
percent for Access service, and increased by 0.1 percent for general public service.

. Passengers per vehicle service hour increased by 2.7 percent systemwide and by 5.7
percent for general public service, and decreased by 5.6 percent for Access service.
Passengers per vehicle service mile increased by 2.0 percent systemwide and by 5.5
percent for general public service, and decreased by 5.4 percent for Access service.

. Vehicle service hours per employee Full Time Equivalent (FTE) for general public
service, which measures labor productivity, increased by 6.3 percent over the past three
years. Vehicle service hours per employee FTE for Access service increased by 4.3
percent during the audit period.

. The fare recovery ratio for general public service increased from 21.9 percent in FY2008
to 24.5 percent in FY2011, while the fare recovery ratio for Access service increased
from 13.1 percent in FY2008 to 13.4 percent in FY2011. The TDA minimum
requirement is 20.0 percent for general public service and 10.0 percent for Access service
for senior and disabled patrons. Omnitrans met the minimum requirements in each fiscal
year during the audit period.
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Functional Review

L

Vehicle operations cost indicators for directly operated fixed route service generally
improved during the audit period. Operations cost per vehicle service hour increased by
just 2.7 percent, cost per vehicle service mile increased by 2.7 percent, cost per passenger
trip decreased by 4.9 percent, and cost per passenger mile decreased by 0.5 percent. This
compares to an inflation adjustment during the audit period of 3.4 percent.

The number of directly operated fixed route preventable accidents remained fairly steady
during the audit period, within a range of 66 to 73 such accidents annually. The overall
preventable accident rate per million vehicle service miles increased by 5.8 percent
during the audit period. Omnitrans’ goal is 8 accidents per million miles, which was met
in FY2010, but not in the other audit years.

Demand response vehicle operations cost indicators also generally improved during the
audit period. Operations cost per vehicle service hour decreased by 3.2 percent, cost per
vehicle service mile decreased by 3.0 percent, cost per passenger trip increased by 2.5
percent, and cost per passenger mile increased by 8.9 percent. The larger increase in the
cost per passenger mile indicator is reflective of shorter average passenger trip lengths.

Maintenance costs for directly operated fixed route service decreased by 14.4 percent
during the audit period, a remarkable accomplishment. Maintenance cost per vehicle
hour, per vehicle mile, and per active vehicle declined by 8.1 percent, 8.2 percent, and
15.5 percent respectively. ;

Total directly operated fixed route vehicle failures decreased from 2,953 in FY2008 to
2,485 in FY2011. Vehicle miles between failures showed a 10.7 percent improvement
during the audit period.

For demand response service, maintenance costs decreased by 15.1 percent during the
audit period. Maintenance costs per vehicle hour, per vehicle mile, and per active vehicle
decreased by 22.9 percent, 21.1 percent, and 10.9 percent respectively.

Administration costs increased by 5.2 percent for directly operated fixed route service,
and by 12.1 percent for demand response service.

Directly operated fixed route fringe benefit costs increased by 3.3 percent during the
audit period, from $14.14 million in FY2008 to $14.61 million in FY2011. The increase
was roughly in line with the overall inflation increase of 3.4 percent during the same
timeframe.

Directly operated fixed route casualty and liability costs increased by 2.4 percent during
the audit period, from $4.07 million in FY2008 to $4.17 million in FY2011.
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Recommendations

#1: Work with SANBAG to
ake appropriate steps
ending completion of the
“omprehensive Operational

Assessment (COA).

The COA is intended to provide potential opportunities
for Omnitrans to adjust service delivery and strengthen
performance. Omnitrans should work closely with-
SANBAG to determine aspects of the COA that warrant
{implementation in the near future. This step will be
incorporated as part of the upcoming Short Range
Transit Plan to be developed by Omnitrans..

2: Investigate the Potential
o Restructure Service once
us Rapid Transit is
plemented.

|As a carryover from the prior audit, the new sbX Bus
pid Transit service represents a tremendous
opportunity for Omnitrans to restructure and refocus its
overall service network. Omnitrans should leverage the
new service with respect to timed transfer opportunities
with local routes and a shift of duplicative resources to
other parts of the service area. In addition, FTA rules

d regulations for the sbX project should be closely
onitored, as compliance could affect future funding.

(High Priority

#3: Conduct an evaluation of
SAP’s impacts on business
process flows.

e SAP Enterprise Resource Planning implementation
had significant impacts on how Omnitrans conducts its
usiness processes. Omnitrans should document the

results in a centralized location, assess the benefits of

ose changes, and determine if there are additional
business process improvements that could be enabled
through SAP. Omnitrans should continue to engage
SAP integration at the department level to determine its
applicability to each working group.

Medium Priority

{#4: Verify on-time
performance numbers and
adjust performance targets
accordingly.

 Automated Vehicle Location (AVL) technology
produces different on-time performance results from the
prior data reporting methodology. Omnitrans should
document the reasons for these differences and adjust its
performance targets in line with the updated
methodology.

Medium Priority
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Executive Summary

Executive Summary

The San Bernardino Associated Governments (SANBAG) engaged the PMC consultant team to
conduct the Transportation Development Act (TDA) triennial performance audit of the six public
transit operators under its jurisdiction. The performance audit serves to ensure accountability in
the use of public transportation revenue. This performance audit is conducted for Victor Valley
Transit Authority (VVTA) covering the most recent triennial period, fiscal years 2008-09
through 2010-11.

The audit includes a review of the following areas:

e Compliance with TDA Requirements
e Status of Prior Audit Recommendations
e System Performance Trends

¢ Functional Review

From the review, recommendations were developed to improve the operational efficiency and
effectiveness of VVTA.

Compliance with TDA Requirements

VVTA has complied with most TDA requirements. Submittal of reports to the State Controller’s
Office, including the annual fiscal and compliance audits and the State Controller annual transit
operator reports, were not on time. Responsibility for submittal of these financial documents lies
with the SANBAG auditor, which operates independently of VVTA.

Status of Prior Audit Recommendations

This section reviewed VVTA’s actions to implement four prior audit recommendations. All of
the recommendations from the prior audit were implemented.

System Performance Trends

1. Operating costs systemwide increased by 14.4 percent over the past three years. Most of
the cost increase was observed in FY 2009 when headways were reduced to 30 minutes
on the most productive routes. Costs grew slowly or decreased in the succeeding years.

2. Ridership increased by 50.1 percent systemwide, with 56.2 percent ridership growth on
fixed route but a 5.2 percent decline on demand response. Slight increases in ADA trips
on demand response were offset by declines in subscription trips. VVTA reduced
headways on key fixed routes which resulted in increased system ridership while drawing
some passengers away from deviated services and demand-responsive service onto the
bus. This reduction in demand response ridership with a correlated increase in bus
passengers improves overall performance and cost efficiency.

PMC-i
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The provision of vehicle service miles increased by 13.1 percent and vehicle service
hours increased by 17.3 percent systemwide during the audit period, indications of a
growing system.

As a result of stabilized cost and increased ridership and service hours, operating cost per
passenger decreased by 23.8 percent and operating cost per vehicle service hour
decreased by 2.4 percent systemwide. These performance measures indicate positive
trends.

Passengers per vehicle service hour increased by 28.1 percent systemwide, also reflecting
a positive trend in service effectiveness.

The fare recovery ratio for fixed route service increased from 17.9 percent in FY2008 to
22.9 percent in FY2011. The fare recovery ratio for demand response service decreased
from 14.3 percent in FY2008 to 13.1 percent in FY2011. The farebox ratios for both
transit modes exceeded their respective ratio requirements set by SANBAG.

Functional Review

1.

VVTA management staff was brought in-house as employees of the JPA in October
2010. As recommended in the previous performance audit, the Controller Finance
function was transferred from a member jurisdiction (Victorville) to VVTA with the
establishment of the Finance Director position which has improved the handling of
financial and treasury related responsibilities. Bringing staff in-house was especially
important because it allowed better management of the construction of the new
operations facility.

Several recommendations of the 2007 Comprehensive Operations Analysis were
implemented during the audit period. These include routes that have been restructured to
make them more efficient and effective. Key routes increased service to provide 30
minute headways which resulted in significantly increased ridership on these routes. A
new COA was underway after the audit period, starting February 2012.

VVTA applied for and received grants to support a Mobility Manager who works on a
variety of projects including vanpools. Additionally, the Mobility Manager developed
the FT A-required plan at the end of 2012 on how the agency intends to spend its Federal
5316 (JARC) and 5317 (New Freedoms) funds. VVTA had not spent these funds while
awaiting approval for a mobility manager position and plan.

VVTA initiated a CMAQ-funded project (with funding for 3 years) in January 2011, the
BV Link. The BV Link is a relatively new fixed route lifeline service that initially served
between Barstow and Victorville operating 3 days per week, and serving medical
facilities and shopping opportunities. Service to Fort Irwin began in May 2012. An
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extension to the San Bernardino Valley (San Bernardino and Fontana) began in October
2012 to serve the Metrolink Stations and medical centers.

5. Although outside the audit period, VVTA constructed and moved into a new
administration and operations facility beginning in November 2011, with all services
moved by April 2012. The facility offers improved and expanded amenities and has the
capacity to accommodate up to 100 buses which is more than sufficient for the current
and near-term fleet. It is a green energy efficient building with photovoltaic shade
structures that produce enough electricity for the facility as well as provide vehicle
parking shade. Providing shade for vehicles reduces time needed to cool down vehicles
thus reducing fuel consumption and emissions. The new facility also improved overall
morale among the contractor employees.

6. Additional significant capital purchases were made during the audit period to improve
operations and safety including Global Positioning Systems for improved dispatching
plus real time bus location via the web; Automatic Passenger Counters; automated bus
stop annunciators; and video surveillance.

Recommendations

VTA recently moved into a new facilities
building with more space and modern
eatures. However, with noted construction
issues identified by VVTA staff in some
lareas of the facility, a plan to maintain the
facility should be retained and VVTA
management staff given responsibility to
[implement the plan in efforts to control cost
land maintain facility functionality.

1 Develop and Retain a

Figh Priority
Facility Maintenance Plan ‘

2 Submit Separate 'VVTA has been submitting a combined High Priority
Annual State Controller’s [report to the State for both fixed route and
Reports for Fixed Route |paratransit. As Direct Access is a paratransit
and Direct Access service exclusive for ADA passengers, State
Controller Report instructions require the
filing of separate reports between the two
modes, one for general public service and
another for exclusive service. The
Controller’s instructions state “...a separate
report must be filed for each type of service
provided: General Public Use Service or
Specialized Service exclusive for elderly
{and/or handicapped...” These two reports
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should be ubltt h ee
prescribed by the instructions.

#3 Increase VVTA
IAdministrative Staff

VTA has traditionally had a very small
dministrative management staff. To help
nsure all administrative tasks and functions
f a growing transit agency are covered and
acked up, consideration should be given to

increase the level of administrative
anagement staff. Possible areas that could
enefit from additional staff support include
lanning, government relations, grants and
sset management, and accounting. Also,
given that VVTA has a large student
ridership, consideration should also be made
to expand media relations to include digital
content such as social media. An internship
type position could be an appropriate
measure for this need.

Additional expansion of staff should be
made in the context of the recent
Consolidation Study and its findings.

High Priority

#4 Plan for fare
adjustment or increase as
conditions warrant

The Operations and Growth Analysis
completed in 2007 recommended a fare
increase. VVTA held the required hearings
to increase the fares but decided not to
implement the fare increase in light of the
economic recession. VVTA should continue
its evaluation and planning for fare
ladjustments in light of improving economic
and operational conditions.

Medium Priority

#5 Provide Systemwide
Map

'VVTA should develop a systemwide map
depicting the fixed routes and paratransit
ervice coverage areas. A systemwide map
would provide improved customer service
through visualization of route connections
within VVTA and other transit systems. A
digital system map should be first developed
for the VVTA web site to coincide with the
individual route maps. The digital version
enables a low cost alternative and instant

Medium Priority
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ay not be as cost effective, but should be
onsidered for use based on the effectiveness
and distribution of existing printed

dividual maps.
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s San Bernardino Associated Governments

1170 W. 3rd Street, 2nd Floor San Bernardino, CA 92410-1715
Phone: {909) 884-8276 Fax: (909} 885-4407 Web: www.sanbag.ca.gov

TRANBPORTATION

Working Together MEASURE |

® San Bernardino County Transportation Commission = San Bernardino County Transportation Authority
® San Bernardino County Congestion Management Agency & Service Authority for Freeway Emergencies

Minute Action
AGENDA ITEM: __ 4
Date: August 15, 2013

Subject: Desert Consolidation Study of Victor Valley Transit Authority, Barstow Area
Transit, and Needles Area Transit

Recommendation:” That the Committee recommend the Board:

1. Receive and accept the final Desert Consolidation Study completed by
AECOM on July 25, 2013; and

2. Direct staff to assist the Cities of Barstow, Adelanto, Hesperia, Victorville, the
Town of Apple Valley, the County of San Bernardino, and Victor Valley
Transit Authority in efforts to consolidate transit service, creating a new
transit agency in the desert.

Background: In May of 2012, San Bernardino Associated Governments (SANBAG),
commissioned a study, with AECOM, to look at consolidating transit services in
the desert, managed by the City of Barstow, City of Needles, and Victory Valley
Transit Authority (VVTA).

AECOM completed a series of interviews with VVTA, Cities of Barstow and
Needles to determine the needs of each of the agencies. Additionally, AECOM
reviewed each or their respective service networks, budgets, and transit
expenditures to determine how consolidation would affect each agency and their

; Approved
Commuter Rail and Transit Committee

Date:
Moved: Second:
In Favor: Opposed: Abstained:
Witnessed:
[coc | Jcrc [x[cra | [sarE [ [cmMA] |
Check all that apply.
CRTC1308a-ns

Attachments: http://portal.sanbag.ca.gov/mgmt/committee/commuter/crtc2013/cric 1308/Agendaltems/crtc 1 308a 1 -ns.pdf
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current transit service levels. Attachment A is the final report for the Desert
Consolidation Study which was completed on July 25, 2013.

The study considered four alternatives:

1. Maintain Current Operations — This represents the current operations
and was evaluated to form a baseline for comparing the other alternatives.

2. Complete Merger — A new/modified joint powers agreement alternative
represents the most extreme change where a new transit authority
comprised of the current VVTA member agencies and the Cities of
Barstow and/or Needles would merge their respective transit services.

3. Contract Management - VVTA would become the managing agent for
transit services in Barstow and/or Needles, which would still allow for
local ownership of each system.

4. Limited Contract Management - The partial transfer of
responsibility/coordination alternatives with Barstow and Needles
retaining local control and management of each system while coordinating
with VVTA for certain functions such as budgeting, grant management,
performance reporting, purchasing, and capital development.

These alternatives allow for a wide spectrum of options for each of the transit
operators, including options of maintaining their current status. After evaluating
and analyzing the data, two recommendations were developed.

The first recommendation is for the City of Needles to enter into a partial transfer
of responsibility and/or coordination with VVTA in areas which include capital
program development, route planning and grant management in order to utilize
VVTA resources. However, this may not reduce costs as the City of Needles
currently provides a cost effective operation which includes Needles Area Transit,
Dial-A-Ride and Medical Dial-A-Ride services. This recommendation would not
meet any of the City’s short or long range goals, primarily being to connect the
City of Needles to other parts of the County, as additional funding for these
services is unavailable.

The second recommendation was for the Barstow Area Transit (BAT), managed
by the City of Barstow, and VVTA to consolidate to form a single new transit
authority serving the Victor Valley, Barstow, and unincorporated areas. This
would require the member agencies of VVTA and BAT to enter into a new Joint
Powers Agreement. The current VVTA member agencies include the Cities of
Victorville, Hesperia, Adelanto, the Town of Apple Valley, and the First
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Supervisorial District of the County. The new agency would add representatives
from the City of Barstow and the Third Supervisorial District of the County.

The study showed that consolidating these two agencies would provide savings
due to lower administrative and operating costs. These cost savings could be used
to support an enhanced Barstow-Victorville Link (B-V Link) service, the National
Training Center at Fort Irwin (NTC) service, and improved service on routes
throughout the VVTA and BAT service regions and adjoining areas. Currently
the B-V Link and NTC services are funded through VVTA using mostly federal
funds programmed by SANBAG. In addition, cost savings to operate BAT’s
Americans with Disabilities Act (ADA) service could be realized by combining
operating costs of both agencies.

In terms of administrative costs, which are entirely funded by LTF, there would
be a significant savings. With the addition of five full-time employees, as
recommended in the recently completed VVTA Comprehensive Operational
Analysis and bolstered by the VVTA Triennial Transportation Development Act
Audit, VVTA can manage the operations of their existing service levels and those
of BAT’s at no additional expense. Thus providing an estimated savings of
$2,213,879 over the next five years. It is important to note that each County
District currently contributes to their retrospective transit agency; First District to
VVTA and Third District to BAT. With consolidation, funds from both Districts
would be directed to the new transit agency with any remaining LTF funds
“returning to source” for street and road improvements per the Transportation
Development Act.

On July 31, 2013, representatives of SANBAG, VVTA, Needles, San Bernardino
County and Barstow met to discuss the study, stakeholder concerns, and next
steps. City of Needles staff indicated that due to the small size of their operation
and remoteness of their service area, as compared to the Barstow and VVTA
areas, their transit operation would not benefit from either recommendation, but
will take them under advisement.

Staff representing each of the member agencies within VVTA and BAT were in
concurrence to move forward with consolidation. These stakeholders requested
SANBAG staff develop informational data to inform their respective board and
councils, facilitate the process to achieve the consolidation, and present this study
to each city council and the VVTA board.

At this time SANBAG staff requests the Committee recommend the Board
receive and accept the Desert Consolidation Study completed by AECOM, dated
July 25, 2013 and direct staff to assist the Cities of Barstow, Adelanto, Hesperia,
Victorville, the Town of Apple Valley, the County of San Bernardino First and
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Responsible Staff:
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Third Districts, and Victor Valley Transit Authority (VVTA) in their efforts to
consolidate transit service, creating a new transit agency serving the desert region.

This item is consistent with the SANBAG Fiscal Year 2013/2014 Budget,
Task No. 0309.

This item is not scheduled for review by any other policy committee or technical
advisory committee.

Mitch Alderman, Director of Transit and Rail
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Chapter 1: Introduction

In 2012, SANBAG and San Bernardino County commissioned this analysis of consolidating
transit programs operated by the cities of Barstow and Needles with Victor Valley Transit
Authority (VVTA). The defining purpose of the analysis is to reduce administrative costs of the
multiple transit programs and improve transit service in the desert which will allow the cities of
Barstow and Needles to focus on other funding needs. For VVTA, the consolidation of Barstow
and Needles transit services into its program would represent a significant service and
operational expansion and would require changing the Joint Powers Agreement of VVTA. All
entities involved in the analysis are concerned that consolidation might affect VVTA’s local
subsidy and negatively impact current services of their respective cities and surrounding
unincorporated areas. This analysis looks separately at Barstow and Needles to determine the
best consolidation alternative for each city. Chapter 1 provides an overview of each transit
service and a description of what each jurisdiction would like to see from consolidation.

1.1 Transit Service Description

The descriptions for each system provide an overview of the services provided, governance of
transit operations, and current budgets.

1.1.1  Victor Valley Transit Authority

VVTA is governed by a Joint Powers Agreement (JPA) between San Bernardino County and the
Town of Apple Valley, and the cities of Adelanto, Hesperia, and Victorville. VVTA is governed by
a five-member board of directors made up of an elected official from each member of the JPA.
Technical oversight is achieved through a Technical Advisory Committee comprised of staff
from each of the JPA members.

VVTA provides three types of fixed route services: county routes, local routes and deviated
routes. The local fixed and deviated routes provide service in the urban areas with local routes
operating connecting the communities and deviated providing circulation within each
community. VVTA provides three county routes that are longer distance routes serving
unincorporated areas. The Barstow-Victorville Line (B-V Link) provides service between Barstow
and Victor Valley. This service has recently been extended to the San Bernardino Valley and
operates three days per week; Monday, Wednesday, and Thursday. In 2012 VVTA started two
new services: the NTC Commuter service to Fort lrwin and a Vanpool program.

Direct Access is VVTA's ADA curb-to-curb demand response paratransit service. Direct Access
users must make a reservation at least one day in advance to utilize the service. Currently,
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Direct Access service area boundaries are not defined. Customers must be ADA certified in
order to use the service. To become certified"for Direct Access service, prospective paratransit
users must complete an application and provide verification of their impairment from a
healthcare provider to VVTA. Those eligible for Direct Access service may have a physical
health, mental heaith, or mobility issue that precludes them from using regular fixed route
service. Some customers may be able to use Direct Access on temporary or conditional basis
depending on the nature of the disability but are required to use fixed route service at other
times.

In 2011, VVTA operated 120,000 total revenue service hours on weekdays and 15,000 revenue
hours on Saturdays. VVTA currently does not provide Sunday service. Fixed and deviated
routes, including County routes, accounted for approximately three~quarters of the revenue
hours provided with Direct Access service accounted for the other quarter. In 2011, VWTA
operated 2.2 million revenue miles and spent a total of approximately $8.5 million on
operations: $7.5 million on fixed and deviated routes and $1.0 million on Direct Access service.
Direct Access accounted for approximately 13% of operating expenditures. In 2011, VWTA
generated $1.7 million in passenger fare revenues. Table 1-1 presents VVTA’s expenditures
for FY 2013. The table shows that administration costs represents 9.25% of the budget.

Table 1-1: VVTA Expenditures for Fiscal Year 2013

AMO &
Fixed Route $5,163,619 42.22%
Complementary Paratransit $2,969,202 24.28%
Community Routes $955,718 7.81%
B-V Link $105,042 0.86%
SB Vly Lifeline $362,000 2.96%
NTC Ft. Irwin Commuter $497,853 4.07%
Van Pools $896,750 7.33%
VVTA Yard/Facilities $148,924 1.22%
VVTA Administration $1,131,969 9.25%
TOTAL: $12,231,077 -
Less Operating Capital $1,135,404 -
TOTAL: $11,095,673 -

Source: VVTA FY 2013 Budget

VVTA has 9.5 Full Time Equivalent (FTE) employees for administration of the organization. Prior
the addition of the Mobility Manager Position in Fiscal Year 2013, the staffing level at VVTA has
only increased by 2.5 positions in the last 12 years, which lags behind the rate of growth of the
VVTA system as in comparison to the COA’s determination of a lag behind the system’s staffing
needs even before considering consolidation. The COA recommends adding an additional five
FTEs. The staffing need in the COA does not assume consolidation with Barstow and/or
Needles.
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11.2 City of Barstow

Barstow Area Transit (BAT) is the public transportation service within the Barstow area. There
are three fixed routes that serve the cities of Barstow, Lenwood, and Grandview. Two rural
county dial-a-ride services are operated by BAT, with the east route serving the cities of Yermo,
Daggett, Newberry Springs, and surrounding areas; and the west route serving the City of
Hinkley and surrounding areas. ADA dial-a-ride service is also provided BAT. MV
Transportation is the contractor for the City of Barstow transit service. The City of Barstow also
oversees volunteer driver programs in Trona and the Big River areas.

BAT provided 174,002 rides on the fixed route services and 26,800 dial-a-ride rides in FY11.
The volunteer driver programs in Trona and Big River carried 643 and 683 people respectively.
Overall, the transit program carried 201,202 passengers in FY11. This represented a 23%
decline is passengers over the previous year. Stakeholders have mentioned that ridership has
since increased after returning county services to a dial-a-ride versus flex route system.

The City of Barstow employs a Transit Manager to oversee BAT operations. Transit issues
occupy 100% of this employee’s time. Besides the one municipal employee, some transit costs
are allocated to other departments for administrative functions such as payment of contracts
and other administrative duties.

The City of Barstow’s transit program, including operations in Trona and Big River areas, is
projected to cost a total of $2,512,778 for FY13. Of that amount, approximately 7.25% is
expected to be funded by fares. Local Transportation Funds (LTF) is expected to fund 66.14%
of the operating costs. Other operating sources that represent approximately 27% of the
operating budget per source include Measure I (10.59%) and FTA Section 5311 (15.95%).

Administration costs for Barstow represents 12.84% of the total BAT budget with the remaining
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