Ventura County
Transportation
Commission

September 14, 2020
Interested Parties:

The Ventura County Transportation Commission invites proposals from qualified
consultants for professional services to develop a Transit Integration and Efficiency Study for
Bus Transit Operatorsin Ventura County. As outlined in the scope of work, the study includes
the following individual objectives:

e Analysis of existing bus service and schedules countywide;

e Review ofassets, finances, technology systems, labor force, fixed-route, paratransit,
customer service and marketing, governance, and coordination;

e Identification of opportunities forgreater coordination and efficienciesin busservice;

e |dentification of financial sustainability risk factors;

e Development of matrix of options for integration and recommendations; and

e Public outreach and stakeholderengagement.

Proposals must be submitted at or before 5:00 p.m. on November 10, 2020.

Six (6) hard copies and one (1) electronic copy of the proposal in PDFformat should be
deliveredin person or by mail to the following address:

Ventura County Transportation Commission
Attn: Martin R. Erickson, Dir. Public Transit
751 E. Daily Drive, Suite 420

Camarillo, CA 93010

Proposals received after the date and time specified above will be returned unopened.
Questionsregarding this RFP will be accepted through October 13,2020 and should be
directed in writing to Martin R. Erickson via email to TIES@goventura.org.



mailto:TIES@goventura.org

REQUEST FOR PROPOSALS

Transit Integration and Efficiency Study (TIES)
Ventura County

Ventura County Transportation Commission
(805) 642-1591 - TIES@goventura.org

Key RFP Dates
Issued: September 14, 2020
Virtual Pre-Proposal Meeting: September 23, 2020
Written Questions Due: October 13, 2020
Proposals Due: November 10, 2020
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SECTION 1: OVERVIEW

Introduction

The Ventura County Transportation Commission (VCTC or Commission), is seeking
professional services to develop a feasibility study for improved transit integration and
efficiencies. The Transit Integration and Efficiency Study (Study) will examine system
efficiencies and integration opportunities among Ventura County bus transit operators: VCTC
Intercity, Gold Coast Transit District, Valley Express Bus, Simi Valley Transit, Camarillo Area
Transit, Thousand Oaks Transit, Moorpark City Transit, Ojai Trolley, Kanan Shuttle, and
Connect - ECTA InterCity Dial-a-Ride. The overarching goal of the Study is to improve bus
transit throughout Ventura County in both the near-term and over the long-term periods.
The Study seeks to identify strategies that will most effectively improve passenger
experience, reduce operating and capital costs, and better integrate the existing operating
systems.

While the Study will focus on the three local bus operators, opportunities to improve
integration with regional operators Metrolink, AMTRAK Surfliner, LA Metro, LA Access and
LADOT will also be considered.

Negotiations may or may not be conducted with proposers; therefore, the proposal
submitted should contain the proposer’s most favorable terms and conditions, since the
selection and award may be made without discussion with any proposer. It is the intent of
the VCTC to award a contract to the best-qualified firm that demonstrates experience in
project management, transit operations analysis, transit finance analysis, developing transit
operating plans, and analyzing transit integration and efficiencies.

This RFP does not commit the VCTC to enter into a contract and the VCTC is not
responsible for any costs incurred in preparation and submission of Proposals or in

anticipation of a contract.

The VCTC reserves the right to:

1. Accept, reject any or all submittals, or any item or part thereof;

2. Issue subsequent Requests for Proposals;

3. Alter the Selection Process Dates;

4, Remedy technical errors in the RFP process;

5. Request additional information from Proposers and investigate the qualifications of
all firms under consideration;

6. Confirm any part of the information furnished by a Proposer;

7. Obtain additional evidence of managerial, financial or other capabilities;

8. Approve or disapprove the use of particular subcontractors;

9. Negotiate with any, all, or none of the Proposers;

10. Solicit best and final offers from all or some of the Proposers;
11. Award a contract to one or more Proposers;
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12. Accept other than the lowest-priced Proposal;

13. Withdraw this RFP at any time without prior notice and the VCTC makes no
representations that any contract will be awarded to any Proposer responding to
this RFP;

14. Waive informalities and irregularities in Proposals or the selection process.
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Background

The VCTC plays a leading role in transportation in Ventura County by securing funds,
overseeing project delivery and long-term planning. The VCTC acts as the countywide
planning and programming agency for transportation related issues. The VCTC is made up of a
seventeen-member Commission, that includes elected representatives from each of the ten
incorporated cities in Ventura County, the County Board of Supervisors and two appointed
citizen representatives.

Ventura County Transit Operators

The nine fixed route transit operators provide service within Ventura County, each covering
specific communities and routes. With the exception of VCTC Intercity and Ojai Trolley, each
fixed route operator, operates a unique complementary paratransit service. In addition,
Connect-ECTA Inter-city Dial-a-ride (ECTA) provides inter-city dial-a-ride services to people
with disabilities, between the Cities of Simi Valley, Moorpark, Thousand Oaks, and
surrounding areas, such as Westlake Village, Newbury Park and Camarillo. The ECTA is jointly
managed and funded by the Cities of Thousand Oaks, Moorpark, Simi Valley, and the County
of Ventura, with participation from the City of Camarillo. VCTC Intercity operates intercity
routes throughout the County, including all cities along the Highway 101 corridor, the
Highway 126 corridor, and the Highway 34/118 and Highway 23/118 corridors, and to Santa
Barbara County, as well as Los Angeles County. Gold Coast Transit District (GCTD), provides
fixed route transit service (local and inter-city) in the Cities of Ojai, Ventura, Oxnard, Port
Hueneme, and in the surrounding County unincorporated areas. In addition to its fixed route
service area, GCTD’s complementary paratransit service (GO Access), provides intercity
paratransit connections to the City of Camarillo. Valley Express bus provides fixed route,
general public dial-a-ride and ADA paratransit services in the Cities of Santa Paula, Fillmore
and in surrounding unincorporated areas. Simi Valley Transit provides transit services within
the city limits of Simi Valley as well as to/from the Chatsworth rail station in Los Angeles
County, and Moorpark College in the City of Moorpark. Camarillo Area Transit provides local
general public dial-a-ride within the city limits of Camarillo as well as local fixed route service
with a complementary paratransit component. Thousand Oaks Transit provides local transit
service within the City of Thousand Oaks, south to Westlake Village, and in surrounding
unincorporated areas, such as north to Newbury Park. Moorpark City Transit provides bus
service within the City of Moorpark (fixed route and paratransit). Ojai Trolley provides fixed
route service within the City of Ojai and neighboring unincorporated areas. Kanan Shuttle
provides service in the unincorporated area of Oak Park in Ventura County and the City of
Agoura Hills in Los Angeles County. Each transit operator is governed by a different body of
elected officials, many of which participate on the Commission

Regional Transit Operators

LA Metro and LA DOT provide regional bus service connecting Ventura County with Los
Angeles County, and LA Access provides the associated complementary paratransit service.
Metrolink provides regional commuter rail service from the City of Ventura south to Los
Angeles County the northern end of San Diego County, and AMTRAK Surfliner provides
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regional inter-city rail service between San Luis Obispo and San Diego County.

Project Lead

The Commission will be the primary point of contact and contract project manager
for this effort to implement the Transit Integration and Efficiency Study.

Project Partners
Project partners may include decision makers and management from the County of Ventura,
the Ventura County Cities and Gold Coast Transit District. Regional Transit Operators will be

included in review of the Study and discussions directly relating to integration of their
services.
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Eligibility Requirements
This RFP is open to all interested firms. Firms must certify in a cover letter that it meets the
following conditions:

1. Is notin litigation adverse to VCTC, Ventura County Transit Operators; or in other
litigation that may have a significant and adverse impact on the ability to perform
services for VCTC.

2. Has the resources, expertise, and commitment to complete all components of
the project in atimely and competent manner, as outlined in the Scope of
Work.

3. VCTC requires that the professional who signs the proposal as the project manager
certify that he or she will be present at all meetings requested by VCTC staff
members and will fully participate in the day-to-day management of the contract.

Proposal Requirements

Please provide one original signed proposal (unbound in 3-ring a binder), plus five hard
copies, and an electronic PDF version, to the VCTC office at 751 E. Daily Drive, Suite 420,
Camairillo, CA 93010 no later than 5:00 p.m. on November 10, 2020. The proposal should
not exceed 30 written pages (excluding cover letter, proposal cover, table of contents and
supplemental information, such as firm brochures and resumes). Supplemental information
and appendices should be relevant and brief. Printing is to be on double-sided, 8-1/2”X 11”
paper, using a minimum font size of 11. Proposals shall be organized using the following
format:

1. Cover Letter: Identify the prime consultant and describe any subcontract
arrangements. Please identify the person who is authorized to negotiate for the team
and indicate that the proposal represents a firm binding offer for 150 days.

2. Key Staff: Identify a single point of contact (project manager) and all key team
members, including relevant experience. Include a statement that key team members
will not be removed or reassigned without prior approval of the Commission. Provide
an organization chart of how the keystaff is structured within the organization and
include all specialty sub-consultants that would be expected to be utilized on the
project.

3. Project Understanding and Approach: Describe the understanding of the need for the
Transit Integration and Efficiency Study in Ventura County. Describe your approach in
meeting the task objectives outlined in Exhibit A of this RFP.
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4. Detailed Scope of Work and Management Approach: Expanding on the scope of work
outlined and the tasks included in the RFP, this section should present a detailed
management approach to complete the tasks, including;

e Detail on how to complete the tasks and timeline for completion

The personnel assigned to these tasks, with billable rates and total cost per task
The number of hours assigned per person per task

Total cost of all tasks proposed

This section should describe the consultant’s approach to management of the work. If sub-
consultants are to be used, provide similar information for each sub-consultant. This section
should discuss the consultant’s organization for this project, how the work assignments are
structured, and the staffing. Discuss the firm/team’s approach for completing the services
for this project within budget. The proposal should include a staffing plan and an estimate of
the total hours detailed by position.

5. Project Schedule: Please identify project phasing schedules, major project
milestones, and key dates in the project schedule. The project period is a total of 12
months.

6. Project Budget: Please provide a project budget, showing the budget for each task,
as outlined in this RFP. Include the level of effort for each staff person and billing
rates for each person. ldentify loaded hourly rates that include all costs rolled into
the rate except travel. Travel should be a separate line item.

7. References: Provide at least three references (names and current phone numbers)
from recent relevant work (previous three years) for the key project manager and
designated staff members. Include a brief description of the projects associated with
the reference, and the role of the respective team member.

8. Professional Services Contract: Please indicate your willingness to accept the
terms and conditions in the VCTC's standard form of contract (see Exhibit C), or
list those to which you take exception and, as appropriate, provide proposed
alternate wording. It is not VCTC'’s intention to make substantial changes to the
VCTC standard contract.

Appendices

Information considered by proposers to be pertinent to this project, and which has not been
specifically solicited in any of the aforementioned sections, may be placed in a separate
appendix section. Proposers are cautioned, however, that this does not constitute an
invitation to submit large amounts of extraneous materials. Appendices should be relevant
and brief.
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Exceptions/Deviations

State any exceptions to, or deviations from, the requirements of this RFP and segregate
"technical" exceptions from "contractual" exceptions. If proposers wish to propose alternative
approaches to meeting the VCTC’s technical or contractual requirements, these should be
thoroughly explained, referencing the relevant section(s) of the RFP.

Debarment or Other Disqualification

Proposer must disclose any debarment or other disqualification as a vendor for any federal,
state or local entities. Proposer must describe the nature of the debarment/disqualification,
including where and how to find such detailed information.

Non-Discrimination Certification

By responding to this RFP, proposers represent that they and their subsidiaries do not and will
not discriminate against any employee or applicant for employment on the basis of race,
religious creed, color, national origin, ancestry, physical disability, mental disability, medical
condition, genetic information, marital status, sex, gender, gender identity, gender expression,
age, sexual orientation, or military or veterans status.
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SECTION 2: INSTRUCTIONS TO PROPOSERS

Examination of Proposal Documents

By submitting a proposal, proposer represents that they have thoroughly examined and
become familiar with the work required under this RFP and that the firm is capable of
performing quality work to achieve the Transit Integration and Efficiency Study scope of
work as set forth in Exhibit A.

Addenda

Any changes to the requirements will be made by written addendum to this RFP. Any written
addenda issued pertaining to this RFP shall be incorporated into the terms and conditions of
any resulting Agreement. VCTC will not be bound to any modifications to or deviations from
the requirements set forth in this RFP as the result of verbal instructions. Proposers are
responsible for checking VCTC’s website (www.goventura.org) for any and all written
Addenda related to this RFP. VCTC will not distribute Addenda to a mailing list of interested
proposers.

Clarifications

1. Examination of Documents: All relevant documents pertaining to the Study are
found in the appendices of this RFP and/or issued via addenda to VCTC’s website.

2. Submitting Questions

a. All questions must be in writing and must be received by the VCTC no later than
5pm on October 13, 2020. Thereafter the VCTC will enforce a Blackout period,
see attached Blackout Notice Exhibit B.

b. Due to the pending physical office move by VCTC during the month of October,
guestions and requests for clarification shall be sent via e-mail to
TIES@goventura.org

c. Responses: Responses from the Commission will be provided in writing as best
as possible and at least 10 calendar days prior to the RFP due date.


http://www.goventura.org/
mailto:TIES@goventura.org
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Pre-Proposal Meeting

A voluntary pre-proposal video conference regarding the RFP shall be held on September 23,
2020, 1:00 — 2:00 P.M. (pacific time) via Zoom. Instructions will be posted at
www.goventura.org at least 72 hours prior.

Submittal Procedure

1. Date and Time

Proposals must be submitted at or before 5:00 p.m. on NOVEMBER 10, 2020
Proposals received after the above-specified date and time will be returned to Proposers
unopened.

2. Address
Proposals delivered by mail or in person shall be submitted to the following:

Ventura County Transportation Commission
Attn: Martin Erickson

751 E. Daily Drive, Suite 420

Camarillo CA 93010

3. Identification of Proposals

Proposer shall submit an original and five hard copies of its proposal in a sealed package, and
one
(1) digital copy.

4, Acceptance of proposals The VCTC reserves the right to
1 Accept, reject any or all submittals, or any item or part thereof;
2. Issue subsequent Requests for Proposals;
3. Alter the Selection Process Dates;
4 Remedy technical errors in the RFP process;
5 Request additional information from Proposers and investigate the qualifications of
all firms under consideration;

6 Confirm any part of the information furnished by a Proposer;

7 Obtain additional evidence of managerial, financial or other capabilities;
8. Approve or disapprove the use of particular subcontractors;

9. Negotiate with any, all, or none of the Proposers;

10. Solicit best and final offers from all or some of the Proposers;

11. Award a contract to one or more Proposers;

12. Accept other than the lowest-priced Proposal;

13. Withdraw this RFP at any time without prior notice and the VCTC makes no


http://www.goventura.org/
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representations that any contract will be awarded to any Proposer responding to
this RFP;

a. Waive informalities and irregularities in Proposals or the selection process.
5. Confidentiality of Proposals

To the extent permitted by law, proposals received shall remain confidential until the
contract, if any, resulting from this RFP has been finally negotiated executed. Thereafter, all
information submitted in response to this request shall be deemed a public record. In the
event that the Proposer desires to claim portions of its proposal as exempt from disclosure
under the California Public Records Act, it is incumbent on the Proposer to clearly identify
those portions with the word “confidential” printed on the lower right-hand corner of the
page. VCTC will consider a Proposer’s request for exemption from disclosure; however, VCTC
will make its decision based on applicable laws. An assertion by the Proposer that the entire
proposal is exempt from disclosure will not be honored. Firms are advised that the VCTC does
not wish to receive confidential or proprietary information and those proposers are not to
supply such information except when it is absolutely necessary. If any information or
materials in any proposal submitted are labeled confidential or proprietary, the proposal
shall include the following clause:

[Legal name of proposer] shall indemnify, defend and hold harmless the VCTC, its
officers, agents and employees from and against any request, action or proceeding
of any nature and any damages or liability of any nature, specifically including
attorneys' fees awarded under the California Public Records Act (Government Code
§6250 et seq.) arising out of, concerning or in any way involving any materials or
information in this proposal that [legal name of proposer] has labeled as confidential,
proprietary or otherwise not subject to disclosure as a public record.

Pre-Contractual Expenses

Pre-contractual expenses are defined as expenses incurred by Proposer in:
1. Preparing its proposal in response to this RFP;
2. Submitting that proposal to the VCTC;
3. Negotiating with the VCTC any matter related to this proposal; or
4. Any other expenses incurred by Proposer prior to date of award, if any, of the
Agreement.

The VCTC shall not, in any event, be liable for any pre-contractual expenses incurred by
Proposer in the preparation of its proposal. Proposer shall not include any such expenses as
part of its proposal.
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Joint Offers

Where two or more proposers desire to submit a single proposal in response to this RFP,
they should do so on a prime-subcontractor basis rather than as a joint venture. VCTC
intends to contract with a single firm and not with multiple firms doing business as a joint
venture.

Insurance and Agreement Provisions

The Proposer must satisfy the insurance requirements of the proposed Professional Services
Agreement. The successful Proposer will be required to adhere to the provisions, terms, and
conditions of the attached standard Professional Services Agreement (Exhibit C). Objections
to any provisions must be identified in the proposal. No response will signify that the
agreement is acceptable as written.

Unless otherwise authorized by VCTC, the selected consultant will be required to execute
an agreement with the VCTC for the services requested. If agreement on terms and
conditions acceptable to the VCTC cannot be achieved, or if, after reasonable attempts to
negotiate such terms and conditions, it appears that an agreement will not be possible, as
determined at the sole discretion of the VCTC, the VCTC reserves the right to retract any
notice of intent to award and proceed with awards to other consultants, or not award at
all.

Levine Act

The selected consultant team will be required to disclose on the record any contribution of
$250.00 or more which they have made to an VCTC Commissioner within the twelve-month
period preceding submission of the RFP. This applies to your company, any member of your
team, any agents for you or other team members and to the major shareholders of any
closed corporation, which is part of your team. If you have made a contribution which needs
to be disclosed, you must provide written notice of the date, amount and receipt of the
contribution(s) in writing to the VCTC Executive Director, Darren Kettle. This information is
required before the VCTC will execute any contract.

Lobbying

Any consulting firm submitting a proposal or a party representing a firm shall not influence or
attempt to influence any member of the evaluation committee, any member of a city council
within Ventura County, the Board of Supervisors, any member of the Commission or any
employee of the Commission, with regard to the acceptance of a proposal. Any party
attempting to influence the RFP process through ex-parte contact may be subject to rejection
of their proposal.
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SECTION 3: EVALUATION AND AWARD

Evaluation Procedure

An Evaluation Committee will be appointed to review all proposals received. The
committee will be comprised of VCTC staff and may include outside personnel. VCTC staff
will conduct an initial review of the proposals for general responsiveness and compliance
with the requirements of this RFP. Proposals failing to satisfy the requirements or are
inadequately responsive will not be considered.

After the initial responsiveness review, the committee members will read the proposals
separately then convene to discuss and review the written proposals. Each member of the
selection panel will then evaluate each proposal using the criteria identified below to
arrive at a

“proposal score” in the range of 0 to 100 for each proposal. A list of top ranked

proposals will be developed based upon the totals of each committee member’s score

for each proposal.

The Evaluation Committee will review all proposals submitted on time. The committee
will evaluate the proposals and make a selection based on the following criteria:

e Qualifications and experience of the key personnel assigned to the project (up to 20
points)

e Qualifications and experience of the Firm (up to 20 points)

e Experience conducting similar projects, e.g. transit integration and efficiency studies (up to
20 points)

e Clarity on approach to complete all tasks, including schedule, budget, and scope of work
(up to 20 points)

e Project understanding (up to 20 points)

During the evaluation period, the VCTC may interview some or all of the proposing firms.
Interviews are tentatively scheduled to be held the week of December 7™ (December 7, 2020
— December 11, 2020). The interview may consist of a short presentation by the Proposer
after which the evaluation committee will ask questions related to the firm’s proposal and
gualifications.

The VCTC reserves the right to select a consultant based solely on written submittals and
not convene oral interviews. If oral interviews are necessary, the selected Proposer will be
requested to make a formal presentation. The Evaluation Committee will recommend one
consultant following any interviews. The Committee’s recommendation will be reviewed by
the Executive Director before proceeding to the Commission for action.

Selection will be based on a “best value” analysis. The VCTC reserves the right to select the
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proposal which in its sole judgment best meets the needs of the VCTC.

Award

Acceptance of a proposal or other material during the selection process does not constitute a
contract and does not obligate the VCTC to award funds. Funding is subject to final contract
approval by the Commission. VCTC reserve the right to reject any and all responses without
penalty and to act in the best interest of the VCTC. The VCTC will evaluate the proposals
received and will submit the proposal considered to be the most competitive to the
Commission, for consideration and selection. The VCTC may also negotiate contract terms
with the selected Proposer prior to award, and expressly reserves the right to negotiate with
several Proposers simultaneously and, thereafter, to award a contract to the Proposer offering
the most favorable terms to the VCTC.

Negotiations may or may not be conducted with Proposers; therefore, the proposal submitted
should contain Proposer’s most favorable terms and conditions, since the selection and award
may be made without discussion with any Proposer.

Notification of Award

Proposers who submit a proposal in response to this RFP shall be notified by email regarding
the firm who will be recommended for award of the contract. Such notification will be made
at least seven (7) days before the date the contract is awarded.

SECTION 4: PROTESTS

Bid protests for contracts awarded for professional services shall be submitted and responded
to in accordance with the requirements noted in EXHIBIT D.

SECTION 5: TENTATIVE SCHEDULE

The following is a tentative project schedule and milestone requirements for the project. VCTC
reserves the right to adjust the schedule.

Release RFP: September 14, 2020

Pre-Proposal Meeting: September 23, 2020

Written Questions: October 13, 2020

Proposals Due: November 10, 2020, by 5:00 p.m.
Interview Dates: December 7 through December 11, 2020
Contract Approval: February 5, 2021

Kick-Off Meeting: tentatively week of February 8, 2021
Draft Study: August 27, 2021

Final Study: January 31, 2022

Project Completion: no later than February 28, 2022
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EXHIBIT A: DRAFT SCOPE OF WORK

Overview

The Ventura County Transit Integration and Efficiency Study (TIES or Study) will examine
system efficiencies and integration opportunities among Ventura County bus transit
operators: VCTC Intercity, Gold Coast Transit District, Valley Express Bus, Simi Valley Transit,
Camarillo Area Transit, Thousand Oaks Transit, Moorpark City Transit, Ojai Trolley, Kanan
Shuttle, and Connect - ECTA InterCity Dial-a-Ride. The overarching goal of the Study is to
improve bus transit throughout Ventura County in both the near-term and long-term periods.
The Study seeks to identify strategies that will most effectively improve passenger experience,
reduce operating and capital costs, and better integrate the existing operating systems. While
the Study will focus on the Ventura County Transit bus operators, opportunities to improve
integration with Regional Transit Operators will also be considered.

Objectives
e Assess existing bus service including routes, schedules, programs/passes,

employee/laborunion agreements, operating contracts, procurement, ridership,
marketing/customer service, fare policy and media, technologies, staffing, governance
structure and local organization support, finances, vehicles, facilities, and other assets;

e |dentify trends or actions that are anticipated to positively or negatively impact transit
service delivery in Ventura County in the near-term, including changes to funding
availability or distribution, mandates related to zero-emissions fleets, ridership trends,
TNC use, car ownership, and land use and development changes (including wildfire
recovery and countywide housing initiatives);

e |dentify areas, corridors, and times of duplication in transit routes and schedules and
opportunities to improve the transit network through coordinated long-range and
short-range service planning;

e |dentify financial sustainability risk factors for current and future transit programming in
Ventura County, and funding gaps for long-term financial requirements (e.g. assets,
pension liabilities, etc.);

e |dentify opportunities for more efficient paratransit operations, including trip booking,
and across-agency trip provision;

e |dentify opportunities for greater efficiencies in administration, planning,labor
negotiations, governance, and service delivery;

e Identify opportunities for greater efficiencies in asset management, maintenance,and
procurement;

e |dentify opportunities for public-facing integration, i.e., customer service, branding,
programs, and marketing; and

e Develop matrix of options for integration with recommendations on level of
integration, estimated fiscal and operational impacts, and next steps.



RFP# 20-914 Request for Proposals: Transit Integration and Efficiency Study 17

TASK 1. PROJECT MANAGEMENT AND ADMINISTRATION

The Consultant will coordinate closely with VCTC on project management and administration.
Coordination may include regular calls with VCTC and meetings with Project Partners on
project status and progress.

DELIVERABLES: MIONTHLY PROGRESS REPORTS

TASK 2. REVIEW OF INTEGRATION AND EFFICIENCY OPPORTUNITIES

The Consultant will become familiar with each of the transit systems by doing the following:

Review the Existing Services Memorandum provided by VCTC and the transit
operators, as described in Attachment 1;

Review relevant studies and plans. These may include but are not limited to, the
Regional Transit Study conducted by VCTC 2009 to 2012, short-range transit plans,
comprehensive operational analysis plans, TDA Performance Audits, and FTA National
Transit Database reports, and other reports or memoranda, as identified;

Review relevant case studies of transit coordination/integration/consolidation projects
from comparable regions in the country; and

May include in-person meetings with customer service and operations managers.

Financial Review: The Consultant will become familiar with the operational financial condition
of each transit operation based on the current level of service.

Identify trends or actions that are anticipated to positively or negatively impact transit
finances in Ventura County in the near-term, including changes to funding availability
ordistribution.

Identify financial sustainability risk factors for current and future transit programming in
Ventura County.

Identify funding gaps for long-term financial requirements (e.g. assets, pension
liabilities, etc.).

Physical Asset Review: The Consultant will review the current and future physical asset
requirements of each transit provider (i.e., facilities vehicles, stations, systems, shared use
facilities-hubs, park-and- ride facilities, local bus yards).

Perform on-site visits with each transit provider to review all current physical assets and
assess how these assets can be used for transit support and/or operations, including
identifying which assets would not be available for transit asset consolidation and the
reason(s) why;

Identify trends or actions that are anticipated to positively or negatively impact transit
assets in Ventura County in the near-term, including mandates related to fleet
electrification; and

Identify current and future capital opportunities, resources, and plans that could be used
in support of potential transit asset consolidation options.
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Technology System Review: The Consultant will review the technological systems that are
currently in use and planned for by each transit agency, including but not limited to real-time
information, AVL, passenger counters, fare applications, and transit planning software.

¢ |dentify opportunities for greater integration of technology platforms and efficiencies
technology service contracts.

Labor Force Review: The Consultant will examine the organizational structure of each transit
provider, including contracted staff by identifying the following:
e Possible issues or deficiencies with the current personnel structures with each transit
provider; and
e Opportunities for greater efficiencies in administration and labor negotiations.

Governance and Coordination Review: The Consultant will review efficiencies in the current
governance and coordination structure.
e Identify opportunities for greater efficiencies in governance;
e |dentify opportunities for greater efficiencies in coordination with other transit
operators; and
e Identify opportunities for greater efficiencies in coordination with other jurisdictional
divisions and stakeholders.

Fixed-Route Service Review: The Consultant will analyze current transit service where there
are multiple operators and identify opportunities for greater efficiencies.
¢ |dentify trends or actions that are anticipated to positively or negatively impact transit
service delivery in Ventura County in the near-term, including changes to ridership
trends, TNC use, car ownership and related incentive programs, and land use and
development changes (including wildfire recovery and countywide housing initiatives);
e |dentify areas of duplication in transit routes and schedules and opportunities to improve
the transit network through coordinated long-range and short-range service planning;
e Review existing service policies and standards, and service planning processes; and
o Identify opportunities for greater efficiencies in service delivery.

Paratransit, Demand Responses Systems Review: The Consultant will review the general
public dial-a-ride, and paratransit operations where there are multiple operators and transfers
by identifying the following:
e Areas of duplication and gaps in paratransit service areas (including paratransit service
provided by LA Access); and
e Opportunities for more efficient paratransit operations, including certification, trip
booking and across-agency trip provision.

Customer Service and Marketing Review: The Consultant will review current customer service
and marketing practices.
e |dentify opportunities for public-facing integration, i.e., customer service, branding,
programs, and marketing.
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Customer Experience Review: The Consultant will review existing documentation from
previous public outreach efforts and customer feedback relating to transit customer
experiences.
e |dentify opportunities for greater customer experience related to the other categories
reviewed

TASK 3. EVALUATION OF OPPORTUNITIES AND APPROACHES

The Consultant will prepare a matrix of potential opportunities for integration and improved
efficiency with estimated level of fiscal and operational impacts, and recommendation for
near-term, mid-term, or long-term implementation. The Consultant will work with VCTC and
Project Partners to develop one or two preferred approach(es) for future transit service based
on a combination of opportunities identified in the matrix. The Consultant will develop a
detailed review of the preferred approach(es).
The opportunities and approaches will include considerations of various levels of integration
within the following range of categories:

e Increased communication and coordination of existing providers;

e Increased collaboration of existing service providers; and

e Integration of select services (i.e., paratransit, customer service, marketing, etc.) or all

elements of transit operations to a single county-wide service provider.

Each approach, or option, will be evaluated in terms of the following key areas of study and
will fully assess the strengths, weaknesses, opportunities, and threats of each option. The
assessment of each option should also include an analysis of financial implications, sharing
and/or use of existing and future physical assets, technologies, staff, and service performance
and integration.

Financial Comparison: The Consultant will evaluate the detailed operational financial
condition of each option.

o Develop conceptual budgets for each option using all pertinent transit cost factors;

e Determine how each option would affect all permanent and one-time revenue sources
used for both capital and operating expenses anticipated for each option; specifically,
the use of federal and state transit dedicated fund sources will be fully assessed;

e Project five-year, ten-year fiscal impacts and benefits for each option based on current
levels of service (if service changes are anticipated, incorporate those in projections);

e Summarize implementation issues associated with the integration and/or transfer of
each operational service contract or implementation of new contracts for each option,
asneeded. Summary should include potential labor/union issues;

e Highlight foreseeable potential challenges, including legal feasibility, insurance
coverage, etc., of each option;

e Summarize financial implications and forecasts for each option based on current and
proposed levels of service; and

e Compare each option to the status quo.
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Physical Asset Comparison: The Consultant will further elaborate on the physical asset
analysis and how it would apply to each option.
e Determine the required physical assets needed to support each option;
e Determine the potential of sharing existing physical assets under the proposed options;
e Determine the potential of transit asset consolidation under the proposed options;
e Project the capital needs of a consolidated operation for the next 20 years based on
current
and projected levels of service including, but not limited to, maintenance and
administrative facilities, rolling stock replacements, parking facilities, service vehicles
and replacement, fare collection and communication improvements, etc.; and
e Compare each option to the status quo.

Technology Comparison: The Consultant will further elaborate on the technology assessment
and how it would apply to each option.
e Determine the required technology needed to support each option;
e Determine the potential for coordinating existing or planned technology platformsand
contracts; and
e Determine the potential of sharing existing or planned technology platforms or
contracts under the proposed options.

Labor Force Comparison: The Consultant will develop and assess the required organizational
personnel needs and staffing levels of each option. This will entail the following tasks:

e Forecast staffing levels of each option by cost, FTE, fund source and function;

e I|dentify the functional responsibilities of each staff person;

e Develop proposed organization structures, job descriptions and financial summary of
each of the proposed options;

e Consider potential drawbacks of proposed organization structures, including
interaction between administrative staff, operations management and staff, and other
city/county departments; and

e Evaluate the costs and coverage of each of the options to the status quo. Where
feasible, use comparably structured transit agencies as benchmarks.

Fixed-Route Service Comparison: The Consultant will compare each option and its ability to
provide service as follows:

e Review service and productivity levels for each options, and what common service
policies should be assumed for each option;

e |dentify potential service enhancements and cost savings gained through possible
route optimization (such as route interlining, reduced deadhead hours, vehicle
assignments, and improved service contracts) for each of the coordination/integration
options;

e |dentify potential service improvements or reductions involved with each of the
coordination/integration options and their consistency with currently adopted service
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standards, policies, and plans;

Provide recommendations for improved operational procedures and policies (e.g., ADA
eligibility, transfer policies, etc.);

Consider the level of connectivity between the proposed options and other available
modes of transportation (non-motorized, taxi/TNC, rail, etc.);

Consider the level of connectivity between urban and rural areas inherent in each
option;and

Compare each option to the status quo.

Paratransit and Demand Response (Dial-a-ride) Service Comparison: The Consultant will
compare each option and its ability to provide service as follows:

Review service and productivity levels for each option, and what common service
policies should be assumed for each option;

Identify potential service enhancements and cost savings gained through possible
coordination/integration of services and policies (i.e. TNC/taxi use, eliminating
transfers and providing one-seat rides, and general policies)

Identify potential service improvements or reductions involved with each of the
coordination/integration options;

Provide recommendations for improved operational procedures and policies (e.g., ADA
eligibility, transfer policies, etc.);

Consider the level of connectivity between the proposed options and other available
modes of transportation (non-motorized, taxi/TNC, rail, etc.);

Consider the level of connectivity between urban and rural areas inherent in each
option;and

Compare each option to the status quo.

Customer Service and Marketing Comparison: The Consultant will compare each option and
its ability to provide customer service and marketing as follows:

Identify potential customer service enhancements and cost savings gained through
each of the coordination/integration options;

Identify potential marketing enhancements and cost savings gained through each of
the coordination/integration options; and

Compare each option to the status quo.

Governance and Coordination Comparisons: The Consultant will develop options to govern
and/or coordinate the transit operations outlined in each option. This would include:

Summarize alternative governance structures (as outlined in state legislation) and/or
coordination structure that are the most appropriate for each option;

Specifically propose and define possible governance structures and/or coordination
structures for each of the potential options; and

Compare each option to the status quo.



RFP# 20-914 Request for Proposals: Transit Integration and Efficiency Study 22

Customer Experience Comparison: The Consultant will compare each option and its ability to
improve customer experience based on previous feedback and public input obtained through
Task 4.

Summary Report of Comparisons: Summarize an evaluation for each option based on the
findings of Task 3, including:
e A comprehensive analysis of governance issues, financial status, service quality and
operational efficiencies; and
e An evaluation of possible responses and reactions to the strengths and weaknesses
identified by local agencies and other community stakeholders.

DELIVERABLE:  MATRIX OF OPPORTUNITIES AND DRAFT EVALUATION REPORT FOR PREFERRED APPROACH(ES)

TASK 4. PUBLIC INPUT AND MEETINGS

Public Input and Consensus-Building: Recommending a particular option or set of approaches
will require gathering input from the public, transit users, employees (including drivers,
dispatchers, unions), and policy makers, and arriving at a certain degree of consensus at the
decision-making level. To help facilitate this consensus-building, the Consultant will need to
provide information and assistance as needed. Specific efforts are anticipated to include:

e Prepare and coordinate one presentation to one to two focus groups, which may
include policy makers, unions, dispatchers, drivers, and other key stakeholders;

e Devise and implement public input on the Study, based heavily upon the
recommendationsof the VCTC and Project Partners (who will assist in supplying
stakeholder contact information and coordinating public meetings). Public input must
include special consideration for disabled, elderly, minority, low-income, and limited
English proficiency populations;

e Develop a public input survey targeting customer feedback from transit users;

e Make one presentation of study findings in draft form to obtain feedback and revisions
as deemed appropriate;

e Research and answer questions about details and assumptions involved with
integration option(s) if needed; and

e Additional presentations to transit-related committees may be included as optional
tasks.

DELIVERABLE: ~ SUMMARY REPORTS: (1) FOCUS GROUPS/COMMITTEES, (2) PUBLIC INPUT SURVEY REPORT; AND
PRESENT STUDY FINDINGS.

TASK 5. FINAL EVALUATION REPORT

A final Evaluation Report will be prepared and will incorporate pubic and decision-maker
input, and describe the preferred option(s) regardless of the outcome. This Evaluation Report
will include short, mid, and long-term strategies that can be used to achieve a more
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sustainable, efficient and coordinated system for the users of the fixed-route bus transit and
paratransit in Ventura County. Specific tasks include:
e Prepare a detailed explanation of the proposed organizational and service structure
from the preferred option(s), if different from the existing structure;
e Prepare informational materials about the preferred recommendation(s); and
e Prepare a summary of next steps to achieve the preferred option(s).

DELIVERABLE:  FINAL EVALUATION REPORT AND RECOMMENDATIONS
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Attachment 1 to Draft Scope of Work
EXISTING SERVICES MEMORANDUM PROVIDED TO CONSULTANT

The VCTC, in collaboration with the Project Partners, will prepare and provide to the
Consultant, a memorandum summarizing data and information on existing transit service. The
intention of the Existing Services Memorandum is to provide the Consultant with background
information to inform the review and evaluation of integration and efficiency opportunities
outlined in Tasks 2 and 3 of the Draft Scope of Work. The Scope of Work for the Existing
Services Memorandum is outlined below.

Financial Documentation: Review and summarize the operational financial condition of each
transit operation in several areas by examining the following elements:

e Pastyear and current year budgets for overall financial condition using TDA Audit data
where possible. This includes examining measures to describe the relative efficiency of
the current systems (i.e., cost per revenue hour, cost per revenue mile, cost per
passenger);

e All permanent and one-time revenue sources for both capital and operatingexpenses.
Specifically, a review of transit dedicated fund sources will be made;

e Three to five-year financial projections from each transit provider based on current
levelsof service (if service changes are anticipated, incorporate those in projections)
and assess implications of any sun-setting or nonbinding financial resources;

e Ten-year capital investment projections from each transit provider based on current
levels of service (if service changes and/or policies regarding fleet purchases are
anticipated, incorporate those in projections) and assess implications of any sun-
setting or nonbinding financial resources; and

e Summarize costs, terms and conditions of each operational service contract of the
transit providers.

Physical Asset Documentation: Review and summarize the current and future physical asset
requirements of each transit provider (i.e., facilities vehicles, stations, park-n-ride facilities,
systems, shared use facilities-hubs, local bus yards) by examining the following elements:
e Status of all current transit capital projects and proposals for each transit provider; and
e Each transit provider’s projected capital needs for the next ten years based on current
and projected levels of services, including but not limited to, maintenance and
administrative facilities, rolling stock replacement (buses and support vehicles),
parking facilities, etc.

Technology System Review: Review and summarize the technological systems that are
currently in use and planned for by each transit agency, including but not limited to real-time
information, automatic
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vehicle locator systems, passenger counters, fare collection applications and technology,
communications systems, and transit planning software.

Labor Force Documentation: Review and summarize organizational structure of each transit
provider, including contracted staff by examining the following elements:
e Current organization charts and job descriptions from each operation;
e Current staffing levels of each operation by cost, full time equivalent (FTE), fund source
and function; and
e Identify the functional roles, responsibilities and associated staffing levels of each
service provider.

Fixed-Route Service Documentation: Summarize current transit service by examining the
following elements:
e Current levels of service and productivity for all transit operations in Ventura County;
e Service standards, service allocation policies, and service planning and scheduling
processes in use by each transit provider; and
e |dentify areas of known service redundancy.

Paratransit, Demand Responses Systems Documentation: Summarize the paratransit
operations by examining the following elements:
e Eligibility process, current levels of service, productivity, and accessibility offered with
those services;
e Coordinated Human Services Transportation Plan
e Transfer process between providers.

Customer Service and Marketing Summary: Review and summarize customer service and
marketing programs for each transit provider by examining the following:
e Current customer service structures and systems;

e Current trip planning, payment, and real-time information programs available to
transitriders;

e Current marketing and public information programs; and
e Current coordination of customer service and marketing programs.

Governance and Coordination Analysis Summary: Document the manner in which each
transit operation is governed, by examining these areas:
e Governing Body or Policy Board representation;
e Recent participation by policy makers related to transit funding and operations;
e Coordination with other jurisdictional divisions and stakeholders; and
e Coordination among transit services providers.

VCTC DELIVERABLE TO CONSULTANT: EXISTING SERVICES MEMORANDUM
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EXHIBIT B: BLACKOUT NOTICE

Upon release of this RFP, the Executive Director hereby directs all personnel associated with
the VCTC to refrain from communicating with prospective Proposers and to refer all inquiries
to the Executive Director or other authorized representative. This procedure is commonly
known as a "blackout notice" and shall be imposed with the release of the RFP.

Proposers shall refrain from contacting the members of the VCTC Commission regarding this
RFP during the evaluation process. Any party attempting to influence the RFP process through
ex parte contact may have their proposal rejected.

The notice may be issued in any format (e.g., letter or electronic) appropriate to the
complexity of the RFP.

Blackout notices are not intended to terminate all communication with Proposers. Contracting
officers should continue to provide information as long as it does not create an unfair
competitive advantage or reveal proprietary data and complies with the timelines and
parameters laid out in this RFP.
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EXHIBIT C: STANDARD AGREEMENT FOR PROFESSIONAL SERVICES

PROFESSIONAL SERVICES AGREEMENT BETWEEN
THE VENTURA COUNTY TRANSPORTATION COMMISSION AND

THIS AGREEMENT for consulting services is made by and between the Ventura County Transportation

Commission (*VCTC”) and (“Consultant”) (together sometimes referred to
as the “Parties”) as of , 20__ (the “Effective Date”).
Section 1. SERVICES. Subject to the terms and conditions set forth in this Agreement, Consultant shall

provide to VCTC the services described in the Scope of Work attached hereto and incorporated herein as Exhibit A,
at the time and place and in the manner specified therein. In the event of a conflict in or inconsistency between the
terms of this Agreement and Exhibit A, the Agreement shall prevail.

1.1 Term of Services. The term of this Agreement shall begin on the Effective Date and shall end on

, the date of completion specified in Exhibit A, and Consultant shall complete the
work described in Exhibit A on or before that date, unless the term of the Agreement is otherwise
terminated or extended, as provided for in Section 8.  The time provided to Consultant to
complete the services required by this Agreement shall not affect VCTC's right to terminate the
Agreement, as provided for in Section 8.

1.2 Standard of Performance. Consultant shall perform all work required by this Agreement in a
substantial, first-class manner and shall conform to the standards of quality normally observed by a
person practicing in Consultant's profession.

1.3 Assignment of Personnel. Consultant shall assign only competent personnel to perform services
pursuant to this Agreement. In the event that VCTC, in its sole discretion, at any time during the
term of this Agreement, desires the reassignment of any such persons, Consultant shall,
immediately upon receiving notice from VCTC of such desire of VCTC, reassign such person or
persons.

14 Time. Consultant shall devote such time to the performance of services pursuant to this
Agreement as may be reasonably necessary to meet the standard of performance provided in
Sections 1.1 and 1.2 above and to satisfy Consultant’s obligations hereunder.

Section 2. COMPENSATION. VCTC hereby agrees to pay Consultant a sum not to exceed

(% ) notwithstanding any contrary indications that may be contained in Consultant’s
proposal, for services to be performed and reimbursable costs incurred under this Agreement. In the event of a
conflict between this Agreement and Consultant's proposal, attached as Exhibit A, regarding the amount of
compensation, the Agreement shall prevail. VCTC shall pay Consultant for services rendered pursuant to this
Agreement at the time and in the manner set forth herein. The payments specified below shall be the only payments
from VCTC to Consultant for services rendered pursuant to this Agreement. Consultant shall submit all invoices to
VCTC in the manner specified herein. Except as specifically authorized by VCTC in writing, Consultant shall not bill
VCTC for duplicate services performed by more than one person.

Consultant and VCTC acknowledge and agree that compensation paid by VCTC to Consultant under this Agreement
is based upon Consultant’s estimated costs of providing the services required hereunder, including salaries and
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benefits of employees and subcontractors of Consultant. Consequently, the Parties further agree that compensation
hereunder is intended to include the costs of contributions to any pensions and/or annuities to which Consultant and
its employees, agents, and subcontractors may be eligible. VCTC therefore has no responsibility for such
contributions beyond compensation required under this Agreement.

21 Invoices. Consultant shall submit invoices, not more often than once per month during the term of
this Agreement, based on the cost for all services performed and reimbursable costs incurred prior
to the invoice date. Invoices shall contain all the following information:

= Serial identifications of progress bills (i.e., Progress Bill No. 1 for the first invoice, etc.);

= The beginning and ending dates of the billing period;

= A task summary containing the original contract amount, the amount of prior billings, the
total due this period, the balance available under the Agreement, and the percentage of
completion;

= AtVCTC's option, for each work item in each task, a copy of the applicable time entries or
time sheets shall be submitted showing the name of the person doing the work, the hours
spent by each person, a brief description of the work, and each reimbursable expense;

= The total number of hours of work performed under the Agreement by each employee,
agent, and subcontractor of Consultant performing services hereunder;

= Consultant shall give separate notice to VCTC when the total number of hours worked by
Consultant and any individual employee, agent, or subcontractor of Consultant reaches or
exceeds eight hundred (800) hours within a twelve (12)-month period under this
Agreement and any other agreement between Consultant and VCTC. Such notice shall
include an estimate of the time necessary to complete work described in Exhibit A and the
estimate of time necessary to complete work under any other agreement between
Consultant and VCTC, if applicable.

= The amount and purpose of actual expenditures for which reimbursement is sought;

= The Consultant’s signature.

2.2 Monthly Payment. VCTC shall make monthly payments, based on invoices received, for services
satisfactorily performed, and for authorized reimbursable costs incurred. VCTC shall have thirty (30)
days from the receipt of an invoice that complies with all of the requirements above to pay Consultant.
Each invoice shall include all expenses and actives performed during the invoice period for which
Consultant expects to receive payment.

23 Final Payment. VCTC shall pay the five percent (5%) of the total sum due pursuant to this
Agreement within sixty (60) days after completion of the services and submittal to VCTC of a final
invoice, if all services required have been satisfactorily performed.

24 Total Payment. VCTC shall pay for the services to be rendered by Consultant pursuant to this
Agreement. VCTC shall not pay any additional sum for any expense or cost whatsoever incurred
by Consultant in rendering services pursuant to this Agreement. VCTC shall make no payment for
any extra, further, or additional service pursuant to this Agreement. In no event shall Consultant
submit any invoice for an amount in excess of the maximum amount of compensation provided
above either for a task or for the entire Agreement, unless the Agreement is modified prior to the
submission of such an invoice by a properly executed change order or amendment.

2.5 Hourly Fees. Fees for work performed by Consultant on an hourly basis shall not exceed the
amounts shown on the compensation schedule attached hereto and incorporated herein as Exhibit
B.
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2.6 Reimbursable Expenses. Reimbursable expenses, as specified in Exhibit C, attached hereto and
incorporated herein, shall notexceed__ ($). Expenses not listed below are not chargeable
to VCTC. Reimbursable expenses are included in the total amount of compensation provided
under this Agreement that shall not be exceeded.

2.7 Payment of Taxes. Consultant is solely responsible for the payment of employment taxes
incurred under this Agreement and any similar federal or state taxes. Contractor represents and
warrants that Contractor is a resident of the State of California in accordance with California
Revenue & Taxation Code Section 18662, as it may be amended, and is exempt from withholding.
Contractor accepts sole responsible for verifying the residency status of any subcontractors and
withhold taxes from non-California subcontractors.

28 Payment upon Termination. In the event that VCTC or Consultant terminates this Agreement
pursuant to Section 8, VCTC shall compensate the Consultant for all outstanding costs and
reimbursable expenses incurred for work satisfactorily completed as of the date of written notice of
termination. Consultant shall maintain adequate logs and timesheets to verify costs incurred to
that date.

29 Authorization to Perform Services. The Consultant is not authorized to perform any services or
incur any costs whatsoever under the terms of this Agreement until receipt of authorization from
the Contract Administrator.

210  False Claims Act. Presenting a false or fraudulent claim for payment, including a change order, is
a violation of the California False Claims Act and may result in treble damages and a fine of five
thousand ($5,000) to ten thousand dollars ($10,000) per violation.

Section 3. FACILITIES AND EQUIPMENT. Except as set forth herein, Consultant shall, at its sole cost and
expense, provide all facilities and equipment that may be necessary to perform the services required by this
Agreement. VCTC shall make available to Consultant only the facilities and equipment listed in this section, and only
under the terms and conditions set forth herein.

VCTC shall furnish physical facilities such as desks, filing cabinets, and conference space, as may be reasonably
necessary for Consultant’s use while consulting with VCTC employees and reviewing records and the information in
possession of VCTC. The location, quantity, and time of furnishing those facilities shall be in the sole discretion of
VCTC. In no event shall VCTC be obligated to furnish any facility that may involve incurring any direct expense,
including but not limited to computer, long-distance telephone or other communication charges, vehicles, and
reproduction facilities.

Section 4. INSURANCE REQUIREMENTS. Before beginning any work under this Agreement, Consultant, at
its own cost and expense, unless otherwise specified below, shall procure the types and amounts of insurance listed
below against claims for injuries to persons or damages to property that may arise from or in connection with the
performance of the work hereunder by the Consultant and its agents, representatives, employees, and
subcontractors. Consistent with the following provisions, Consultant shall provide proof satisfactory to VCTC of such
insurance that meets the requirements of this section and under forms of insurance satisfactory in all respects, and
that such insurance is in effect prior to beginning work to VCTC. Consultant shall maintain the insurance policies
required by this section throughout the term of this Agreement. The cost of such insurance shall be included in the
Consultant's bid. Consultant shall not allow any subcontractor to commence work on any subcontract until
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Consultant has obtained all insurance required herein for the subcontractor(s). Consultant shall maintain all required
insurance listed herein for the duration of this Agreement.

41 Workers’ Compensation. Consultant shall, at its sole cost and expense, maintain Statutory
Workers’ Compensation Insurance and Employer’s Liability Insurance for any and all persons
employed directly or indirectly by Consultant. The Statutory Workers’ Compensation Insurance
and Employer’s Liability Insurance shall be provided with limits of not less than $1,000,000 per
accident. In the alternative, Consultant may rely on a self-insurance program to meet those
requirements, but only if the program of self-insurance complies fully with the provisions of the
California Labor Code. Determination of whether a self-insurance program meets the standards of
the Labor Code shall be solely in the discretion of the Contract Administrator, as defined in Section
10.9. The insurer, if insurance is provided, or the Consultant, if a program of self-insurance is
provided, shall waive all rights of subrogation against VCTC and its officers, officials, employees,
and volunteers for loss arising from work performed under this Agreement.

4.2 Commercial General and Automobile Liability Insurance.

421 General requirements. Consultant, at its own cost and expense, shall maintain
commercial general and automobile liability insurance for the term of this Agreement in an
amount not less than ($ )[dollar amount to be determined
based on nature of the work—if no extenuating circumstances exist, $1,000,000 is
typically required] per occurrence, combined single limit coverage for risks associated
with the work contemplated by this Agreement. If a Commercial General Liability
Insurance or an Automobile Liability form or other form with a general aggregate limit is
used, either the general aggregate limit shall apply separately to the work to be performed
under this Agreement or the general aggregate limit shall be at least twice the required
occurrence limit. Such coverage shall include but shall not be limited to, protection
against claims arising from bodily and personal injury, including death resulting therefrom,
and damage to property resulting from activities contemplated under this Agreement,
including the use of owned and non-owned automobiles.

4.2.2 Minimum scope of coverage. Commercial general coverage shall be at least as broad
as Insurance Services Office Commercial General Liability occurrence form CG 0001 or
GL 0002 (most recent editions) covering comprehensive General Liability Insurance and
Services Office form number GL 0404 covering Broad Form Comprehensive General
Liability on an “occurrence” basis. Automobile coverage shall be at least as broad as
Insurance Services Office Automobile Liability form CA 0001 (most recent edition). No
endorsement shall be attached limiting the coverage.

4.2.3 Additional requirements. Each of the following shall be included in the insurance
coverage or added as a certified endorsement to the policy:

a. The Insurance shall cover on an occurrence or an accident basis, and not on a
claims-made basis.

b. Any failure of Consultant to comply with reporting provisions of the policy shall not
affect coverage provided to VCTC and its officers, employees, agents, and
volunteers.

4.3 Professional Liability Insurance.
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431 General requirements. Consultant, at its own cost and expense, shall maintain for the
period covered by this Agreement professional liability insurance for licensed
professionals performing work pursuant to this Agreement in an amount not less than
$1,000,000 covering the licensed professionals’ errors and omissions. Any deductible or
self-insured retention shall not exceed one hundred fifty thousand dollars ($150,000) per
claim.

4.3.2 Claims-made limitations. The following provisions shall apply if the professional liability
coverage is written on a claims-made form:

a. The retroactive date of the policy must be shown and must be before the date of
the Agreement.
b. Insurance must be maintained and evidence of insurance must be provided for at

least five (5) years after completion of the Agreement or the work, so long as
commercially available at reasonable rates.

c. If coverage is canceled or not renewed and it is not replaced with another claims-
made policy form with a retroactive date that precedes the date of this
Agreement, Consultant shall purchase an extended period coverage for a
minimum of five (5) years after completion of work under this Agreement or the
work. VCTC shall have the right to exercise, at the Consultant’s sole cost and
expense, any extended reporting provisions of the policy, if the Consultant
cancels or does not renew the coverage.

d. A copy of the claim reporting requirements must be submitted to VCTC for
review prior to the commencement of any work under this Agreement.

4.3.3  Additional Requirements. A certified endorsement to include contractual liability shall
be included in the policy

44 All Policies Requirements.

441  Acceptability of insurers. All insurance required by this section is to be placed with
insurers with a Bests' rating of no less than A:VII.

442 Verification of coverage. Prior to beginning any work under this Agreement, Consultant
shall furnish VCTC with complete copies of all policies delivered to Consultant by the
insurer, including complete copies of all endorsements attached to those policies. Al
copies of policies and certified endorsements shall show the signature of a person
authorized by that insurer to bind coverage on its behalf. If VCTC does not receive the
required insurance documents prior to the Consultant beginning work, this shall not waive
the Consultant's obligation to provide them. VCTC reserves the right to require complete
copies of all required insurance policies at any time.

44.3 Notice of Reduction in or Cancellation of Coverage. A certified endorsement shall be
attached to all insurance obtained pursuant to this Agreement stating that coverage shall
not be suspended, voided, canceled by either party, or reduced in coverage or in limits,
except after thirty (30) days' prior written notice by certified mail, return receipt requested,
has been given to VCTC. In the event that any coverage required by this section is reduced,
limited, cancelled, or materially affected in any other manner, Consultant shall provide
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written notice to VCTC at Consultant’s earliest possible opportunity and in no case later
than ten (10) working days after Consultant is notified of the change in coverage.

Additional insured; primary insurance. VCTC and its officers, employees, agents, and
volunteers shall be covered as additional insureds with respect to each of the following:
liability arising out of activities performed by or on behalf of Consultant, including VCTC’s
general supervision of Consultant; products and completed operations of Consultant, as
applicable; premises owned, occupied, or used by Consultant; and automobiles owned,
leased, or used by the Consultant in the course of providing services pursuant to this
Agreement. The coverage shall contain no special limitations on the scope of protection
afforded to VCTC or its officers, employees, agents, or volunteers.

A certified endorsement must be attached to all policies stating that coverage is primary
insurance with respect to VCTC and its officers, officials, employees and volunteers, and
that no insurance or self-insurance maintained by VCTC shall be called upon to contribute
to a loss under the coverage.

Deductibles and Self-Insured Retentions. Consultant shall disclose to and obtain the
approval of City for the self-insured retentions and deductibles before beginning any of the
services or work called for by any term of this Agreement. Further, if the Consultant’s
insurance policy includes a self-insured retention that must be paid by a named insured as
a precondition of the insurer’s liability, or which has the effect of providing that payments of
the self-insured retention by others, including additional insureds or insurers do not serve
to satisfy the self-insured retention, such provisions must be modified by special
endorsement so as to not apply to the additional insured coverage required by this
agreement so as to not prevent any of the parties to this agreement from satisfying or paying
the self-insured retention required to be paid as a precondition to the insurer’s liability.
Additionally, the certificates of insurance must note whether the policy does or does not
include any self-insured retention and also must disclose the deductible.

During the period covered by this Agreement, only upon the prior express written
authorization of Contract Administrator, Consultant may increase such deductibles or self-
insured retentions with respect to VCTC, its officers, employees, agents, and volunteers.
The Contract Administrator may condition approval of an increase in deductible or self-
insured retention levels with a requirement that Consultant procure a bond, guaranteeing
payment of losses and related investigations, claim administration, and defense expenses
that is satisfactory in all respects to each of them.

Subcontractors. Consultant shall include all subcontractors as insureds under its
policies or shall furnish separate certificates and certified endorsements for each
subcontractor. All coverages for subcontractors shall be subject to all of the requirements
stated herein.

Wasting Policy. No insurance policy required by Section 4 shall include a “wasting” policy
limit.

Variation. VCTC may approve a variation in the foregoing insurance requirements, upon
a determination that the coverage, scope, limits, and forms of such insurance are either not
commercially available, or that VCTC'’s interests are otherwise fully protected.
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4.5 Remedies. In addition to any other remedies VCTC may have if Consultant fails to provide or
maintain any insurance policies or policy endorsements to the extent and within the time herein
required, VCTC may, at its sole option exercise any of the following remedies, which are
alternatives to other remedies VCTC may have and are not the exclusive remedy for Consultant's
breach:

a. Obtain such insurance and deduct and retain the amount of the premiums for such insurance
from any sums due under the Agreement;

b. Order Consultant to stop work under this Agreement or withhold any payment that becomes
due to Consultant hereunder, or both stop work and withhold any payment, until Consultant
demonstrates compliance with the requirements hereof; and/or

c. Terminate this Agreement.

Section 5. INDEMNIFICATION AND CONSULTANT’S RESPONSIBILITIES. Consultant shall, to the fullest
extent allowed by law, with respect to all Services performed in connection with this Agreement, indemnify, defend
with counsel selected by VCTC, and hold harmless VCTC and its officials, officers, employees, agents, and
volunteers from and against any and all losses, liability, claims, suits, actions, damages, and causes of action arising
out of any personal injury, bodily injury, loss of life, or damage to property, or any violation of any federal, state, or
municipal law or ordinance (“Claims”), to the extent caused, directly or indirectly, in whole or in part, by the willful
misconduct or negligent acts or omissions of Consultant or its employees, subcontractors, or agents. The foregoing
obligation of Consultant shall not apply when (1) the injury, loss of life, damage to property, or violation of law arises
wholly from the gross negligence or willful misconduct of VCTC or its officers, employees, agents, or volunteers and
(2) the actions of Consultant or its employees, subcontractor, or agents have contributed in no part to the injury, loss
of life, damage to property, or violation of law.

5.1 Insurance Not in Place of Indemnity. Acceptance by VCTC of insurance certificates and
endorsements required under this Agreement does not relieve Consultant from liability under this
indemnification and hold harmless clause. This indemnification and hold harmless clause shall
apply to any damages or claims for damages whether or not such insurance policies shall have
been determined to apply. By execution of this Agreement, Consultant acknowledges and agrees
to the provisions of this Section and that it is a material element of consideration.

5.2 PERS Liability. In the event that Consultant or any employee, agent, or subcontractor of
Consultant providing services under this Agreement is determined by a court of competent
jurisdiction or the California Public Employees Retirement System (PERS) to be eligible for
enrollment in PERS as an employee of VCTC, Consultant shall indemnify, defend, and hold
harmless VCTC for the payment of any employee and/or employer contributions for PERS
benefits on behalf of Consultant or its employees, agents, or subcontractors, as well as for the
payment of any penalties and interest on such contributions, which would otherwise be the
responsibility of VCTC.

5.3 Third Party Claims. With respect to third party claims against the Consultant, the Consultant
waives any and all rights of any type of express or implied indemnity against the Indemnitees.

Section 6. STATUS OF CONSULTANT.

6.1 Independent Contractor. At all times during the term of this Agreement, Consultant shall be an
independent contractor and shall not be an employee of VCTC. VCTC shall have the right to
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control Consultant only insofar as the results of Consultant's services rendered pursuant to this
Agreement and assignment of personnel pursuant to Subparagraph 1.3; however, otherwise VCTC
shall not have the right to control the means by which Consultant accomplishes services rendered
pursuant to this Agreement. Notwithstanding any other VCTC, state, or federal policy, rule,
regulation, law, or ordinance to the contrary, Consultant and any of its employees, agents, and
subcontractors providing services under this Agreement shall not qualify for or become entitled to,
and hereby agree to waive any and all claims to, any compensation, benefit, or any incident of
employment by VCTC, including but not limited to eligibility to enroll in the California Public
Employees Retirement System (PERS) as an employee of VCTC and entitlement to any
contribution to be paid by VCTC for employer contributions and/or employee contributions for
PERS benefits.

Consultant Not an Agent. Except as VCTC may specify in writing, Consultant shall have no
authority, express or implied, to act on behalf of VCTC in any capacity whatsoever as an agent to
bind VCTC to any obligation whatsoever.

LEGAL REQUIREMENTS.

Governing Law. The laws of the State of California shall govern this Agreement.

Compliance with Applicable Laws. Consultant and any subcontractors shall comply with all
federal, state and local laws and regulations applicable to the performance of the work hereunder.
Consultant’s failure to comply with such law(s) or regulation(s) shall constitute a breach of contract.

Other Governmental Requlations. To the extent that this Agreement may be funded by fiscal
assistance from another governmental entity, Consultant and any subcontractors shall comply with
all applicable rules and regulations to which VCTC is bound by the terms of such fiscal assistance
program.

Licenses and Permits. Consultant represents and warrants to VCTC that Consultant and its
employees, agents, and any subcontractors have all licenses, permits, qualifications, and
approvals, including from VCTC, of whatsoever nature that are legally required to practice their
respective professions. Consultant represents and warrants to VCTC that Consultant and its
employees, agents, any subcontractors shall, at their sole cost and expense, keep in effect at all
times during the term of this Agreement any licenses, permits, and approvals that are legally
required to practice their respective professions. In addition to the foregoing, Consultant and any
subcontractors shall obtain and maintain during the term of this Agreement valid Business
Licenses from VCTC.

Nondiscrimination and Equal Opportunity. Consultant shall not discriminate, on the basis of a
person’s race, religion, color, national origin, ancestry, age, physical or mental handicap or
disability, medical condition, genetic information, marital status, sex, gender, gender identity,
gender expression, sexual orientation, or military or veteran status against any employee,
applicant for employment, subcontractor, bidder for a subcontract, or participant in, recipient of, or
applicant for any services or programs provided by Consultant under this Agreement. Consultant
shall comply with all applicable federal, state, and local laws, policies, rules, and requirements
related to equal opportunity and nondiscrimination in employment, contracting, and the provision of
any services that are the subject of this Agreement, including but not limited to the satisfaction of
any positive obligations required of Consultant thereby.

Consultant shall include the provisions of this Subsection in any subcontract approved by the
Contract Administrator or this Agreement.
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Contractor’s Residency and Tax Withholding Contractor declares that Contractor is a resident
of the State of in accordance with the California Franchise Tax Board form 590
(“Form 590”), as may be amended, attached hereto and incorporated herein as Exhibit .
Unless provided with valid, written evidence of an exemption or waiver from withholding, VCTC
may withhold California taxes from payments to Contractor as required by law. Contractor shall
obtain, and maintain on file for three (3) years after the termination of the Contract, Form 590s from
all subcontractors. Contractor accepts sole responsibility for withholding taxes from any non-
California resident subcontractor and shall submit written documentation of compliance with
Contractor's withholding duty to VCTC.

TERMINATION AND MODIFICATION.

Termination. VCTC may cancel this Agreement at any time and without cause upon written
notification to Consultant.

Consultant may cancel this Agreement for cause upon thirty (30) days’ written notice to VCTC and
shall include in such notice the reasons for cancellation.

In the event of termination, Consultant shall be entitled to compensation for services performed to
the effective date of notice of termination; VCTC, however, may condition payment of such
compensation upon Consultant delivering to VCTC all materials described in Section 9.1.

Extension. VCTC may, in its sole and exclusive discretion, extend the end date of this Agreement
beyond that provided for in Subsection 1.1. Any such extension shall require Contractor to execute
a written amendment to this Agreement, as provided for herein. Consultant understands and
agrees that, if VCTC grants such an extension, VCTC shall have no obligation to provide
Consultant with compensation beyond the maximum amount provided for in this Agreement.
Similarly, unless authorized by the Contract Administrator, VCTC shall have no obligation to
reimburse Consultant for any otherwise reimbursable expenses incurred during the extension
period.

Amendments. The Parties may amend this Agreement only by a writing signed by all the Parties.

Assignment and Subcontracting. VCTC and Consultant recognize and agree that this
Agreement contemplates personal performance by Consultant and is based upon a determination
of Consultant’s unique personal competence, experience, and specialized personal knowledge.
Moreover, a substantial inducement to VCTC for entering into this Agreement was and is the
professional reputation and competence of Consultant. Consultant may not assign this Agreement
or any interest therein without the prior written approval of the Contract Administrator. Consultant
shall not assign or subcontract any portion of the performance contemplated and provided for
herein, other than to the subcontractors noted in the proposal, without prior written approval of the
Contract Administrator.

Survival. All obligations arising prior to the termination of this Agreement and all provisions of this
Agreement allocating liability between VCTC and Consultant shall survive the termination of this
Agreement.

Options upon Breach by Consultant. If Consultant materially breaches any of the terms of this
Agreement, VCTC’s remedies shall include, but not be limited to, the following:




RFP# 20-914

Section 9.

9.1

9.2

9.3

94

Request for Proposals: Transit Integration and Efficiency Study 36

8.6.1  Immediately terminate the Agreement;

8.6.2  Retain the plans, specifications, drawings, reports, design documents, and any other work
product prepared by Consultant pursuant to this Agreement;

8.6.3  Retain a different consultant to complete the work described in Exhibit A not finished by
Consultant; or

8.6.4 Charge Consultant the difference between the cost to complete the work described in
Exhibit A that is unfinished at the time of breach and the amount that VCTC would have
paid Consultant pursuant to Section 2 if Consultant had completed the work.

KEEPING AND STATUS OF RECORDS.

Records Created as Part of Consultant’s Performance. All reports, data, maps, models, charts,
studies, surveys, photographs, memoranda, plans, studies, specifications, records, files, or any
other documents or materials, in electronic or any other form, that Consultant prepares or obtains
pursuant to this Agreement and that relate to the matters covered hereunder shall be the property
of VCTC. Consultant hereby agrees to deliver those documents to VCTC upon termination of the
Agreement. Itis understood and agreed that the documents and other materials, including but not
limited to those described above, prepared pursuant to this Agreement are prepared specifically for
VCTC and are not necessarily suitable for any future or other use. VCTC and Consultant agree
that, until final approval by VCTC, all data, plans, specifications, reports and other documents are
confidential and will not be released to third parties without prior written consent of both Parties
except as required by law.

Consultant’s Books and Records. Consultant shall maintain any and all ledgers, books of
account, invoices, vouchers, canceled checks, and other records or documents evidencing or
relating to charges for services or expenditures and disbursements charged to VCTC under this
Agreement for a minimum of three (3) years, or for any longer period required by law, from the date
of final payment to the Consultant to this Agreement.

Inspection and Audit of Records. Any records or documents that Section 9.2 of this Agreement
requires Consultant to maintain shall be made available for inspection, audit, and/or copying at any
time during regular business hours, upon oral or written request of VCTC. Under California
Government Code Section 8546.7, if the amount of public funds expended under this Agreement
exceeds ten thousand ($10,000.00), the Agreement shall be subject to the examination and audit
of the State Auditor, at the request of VCTC or as part of any audit of VCTC, for a period of three
(3) years after final payment under the Agreement.

Records Submitted in Response to an Invitation to Bid or Request for Proposals. All
responses to a Request for Proposals (RFP) or invitation to bid issued by VCTC become
the exclusive property of VCTC. At such time as VCTC selects a bid, all proposals
received become a matter of public record, and shall be regarded as public records, with
the exception of those elements in each proposal that are defined by Consultant and
plainly marked as “Confidential,” "Business Secret" or “Trade Secret."

VCTC shall not be liable or in any way responsible for the disclosure of any such proposal
or portions thereof, if Consultant has not plainly marked it as a "Trade Secret" or "Business
Secret," or if disclosure is required under the Public Records Act.
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Although the California Public Records Act recognizes that certain confidential trade secret
information may be protected from disclosure, VCTC may not be in a position to establish
that the information that a prospective bidder submits is a trade secret. If a request is
made for information marked "Trade Secret" or "Business Secret," and the requester takes
legal action seeking release of the materials it believes does not constitute trade secret
information, by submitting a proposal, Consultant agrees to indemnify, defend and hold
harmless VCTC, its agents and employees, from any judgment, fines, penalties, and
award of attorneys fees awarded against VCTC in favor of the party requesting the
information, and any and all costs connected with that defense. This obligation to
indemnify survives VCTC's award of the contract. Consultant agrees that this
indemnification survives as long as the trade secret information is in VCTC's possession,
which includes a minimum retention period for such documents.

MISCELLANEOUS PROVISIONS.

Attorneys’ Fees. If a Party to this Agreement brings any action, including arbitration or an action
for declaratory relief, to enforce or interpret the provision of this Agreement, the prevailing Party
shall be entitled to reasonable attorneys’ fees in addition to any other relief to which that Party may
be entitled. The court may set such fees in the same action or in a separate action brought for that
purpose.

Venue. Inthe event that either Party brings any action against the other under this Agreement,
the Parties agree that trial of such action shall be vested exclusively in the state courts of California
in the County of Ventura or in the United States District Court for the Central District of California.

Severability. If a court of competent jurisdiction finds or rules that any provision of this Agreement
is invalid, void, or unenforceable, the provisions of this Agreement not so adjudged shall remain in
full force and effect. The invalidity in whole or in part of any provision of this Agreement shall not
void or affect the validity of any other provision of this Agreement.

No Implied Waiver of Breach. The waiver of any breach of a specific provision of this Agreement
does not constitute a waiver of any other breach of that term or any other term of this Agreement.

Successors and Assigns. The provisions of this Agreement shall inure to the benefit of and shall
apply to and bind the successors and assigns of the Parties.

Use of Recycled Products. Consultant shall prepare and submit all reports, written studies and
other printed material on recycled paper to the extent it is available at equal or less cost than virgin
paper.

Conflict of Interest. Consultant may serve other clients, but none whose activities within the
corporate limits of VCTC or whose business, regardless of location, would place Consultantin a
“conflict of interest,” as that term is defined in the Political Reform Act, codified at California
Government Code Section 81000, et seq.

Consultant shall not employ any VCTC official in the work performed pursuant to this Agreement.
No officer or employee of VCTC shall have any financial interest in this Agreement that would
violate California Government Code Sections 1090, et seq.

Consultant hereby warrants that it is not now, nor has it been in the previous twelve (12) months,
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an employee, agent, appointee, or official of VCTC. If Consultant was an employee, agent,
appointee, or official of VCTC in the previous twelve (12) months, Consultant warrants that it did
not participate in any manner in the forming of this Agreement. Consultant understands that, if this
Agreement is made in violation of Government Code §1090, et seq., the entire Agreement is void
and Consultant will not be entitled to any compensation for services performed pursuant to this
Agreement, including reimbursement of expenses, and Consultant will be required to reimburse
VCTC for any sums paid to the Consultant. Consultant understands that, in addition to the
foregoing, it may be subject to criminal prosecution for a violation of Government Code § 1090 and,
if applicable, will be disqualified from holding public office in the State of California.

Solicitation. Consultant agrees not to solicit business at any meeting, focus group, or interview
related to this Agreement, either orally or through any written materials.

Contract Administration. This Agreement shall be administered by
("Contract Administrator"). All correspondence shall be
directed to or through the Contract Administrator or his or her designee.

Notices. All notices and other communications which are required or may be given under this
Agreement shall be in writing and shall be deemed to have been duly given (i) when received if
personally delivered; (ii) when received if transmitted by telecopy, if received during normal
business hours on a business day (or if not, the next business day after delivery) provided that
such facsimile is legible and that at the time such facsimile is sent the sending Party receives
written confirmation of receipt; (iii) if sent for next day delivery to a domestic address by recognized
overnight delivery service (e.g., Federal Express); and (iv) upon receipt, if sent by certified or
registered mail, return receipt requested. In each case notice shall be sent to the respective
Parties as follows:

Consultant

VCTC

10.11

[name]

[position]

Ventura County Transportation Commission
950 County Square Drive, Suite 207
Ventura, CA 93003

Professional Seal. Where applicable in the determination of the contract administrator, the first
page of a technical report, first page of design specifications, and each page of construction
drawings shall be stamped/sealed and signed by the licensed professional responsible for the
report/design preparation. The stamp/seal shall be in a block entitled "Seal and Signature of
Registered Professional with report/design responsibility,” as in the following example.

Seal and Signature of Registered Professional with
report/design responsibility.
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Integration. This Agreement, including the scope of work attached hereto and incorporated herein
as Exhibits A, B, and C] represents the entire and integrated agreement between VCTC and
Consultant and supersedes all prior negotiations, representations, or agreements, either written or
oral pertaining to the matters herein.

Exhibit A Scope of Services
Exhibit B Compensation Schedule
Exhibit C Reimbursable Expenses

Counterparts. This Agreement may be executed in multiple counterparts, each of which shall be
an original and all of which together shall constitute one agreement.

Construction. The headings in this Agreement are for the purpose of reference only and shall not
limit or otherwise affect any of the terms of this Agreement. The parties have had an equal
opportunity to participate in the drafting of this Agreement; therefore any construction as against
the drafting party shall not apply to this Agreement.

No Third Party Beneficiaries. This Agreement is made solely for the benefit of the Parties hereto
with no intent to benefit any non-signatory third parties.
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The Parties have executed this Agreement as of the Effective Date.

VCTC CONSULTANT

Darren Kettle, General Manager [NAME, TITLE]

Approved as to Form:

Steven T. Mattas, General Counsel

40
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EXHIBIT A

SCOPE OF SERVICES
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EXHIBIT B

COMPENSATION SCHEDULE
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EXHIBIT C

REIMBURSABLE EXPENSES

43



RFP# 20-914 Request for Proposals: Transit Integration and Efficiency Study 44

EXHIBIT D: VCTC CONTRACT PROTEST PROCEDURES

RESOLUTION 91-05

A RESOLUTION OF THE VENTURA COUNTY
TRANSPORTATION COMMISSION ADOPTING
CONTRACT PROTEST PROCEDURES

SECTION L.

THE VENTURA COUNTY TRANSPORTATION COMMISSION DOES HEREBY
DETERMINE AND FIND AS FOLLOWS:

A. The Ventura County Transportation Commission (hereinafter, “VCTC”) does from
time to time solicit bids from contractors for work and/or proposals for
professional services; and

B. There is a potential that an Interested Party (as defined in Section II.A, below),
may at some time wish to protest the determinations hereinafter set forth as
protestable; and

C. It is in the interest of the health, safety and general welfare of the residents of
Ventura County and potential Interested Parties that the Commission establish
procedures for protests to contracts awarded by, and bids or proposals on
contracts received by VCTC, as hereinafter set forth:

SECTION II.

NOW, THEREFORE, THE VENTURA COUNTY TRANSPORTATION COMMISSION
DOES HEREBY RESOLVE AS FOLLOWS:

A. GENERAL.

1. This policy specifies procedures for Interested Parties (as hereinafter defined)
protesting the following staff actions:

(a) A written notice, by, or on behalf of, the Executive Director denying
a bidder’s or proposer’s request for a change in contract
requirement; and

(b) A written recommendation to Ventura County Transportation
Commission (“WVCTC”) or a decision made by, or on behalf of, the
Executive Director to disqualify a proposer, bidder or subcontractor;
and

(c) A written recommendation by, or on behalf of, the Executive Director
that VCTC award a contract to a particular bidder or proposer.

2. This policy does not govern any VCTC staff decision not listed in this Section
ILA.
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3. When a protest has been properly filed, pursuant to the procedures hereinafter

set forth, prior to contract award, the VCTC shall not award the contract prior to
deciding the protest. When a protest has been properly filed before the opening
of bids, bids shall not be opened prior to the VCTC decision on the protest.
When a protest has been filed properly after the contract is awarded, the contract
shall not be executed until the protest is resolved by the VCTC.

Materials submitted as a part of the protest resolution process will be available to
the public except to the extent that:

(@) The information is designated proprietary by the person submitting
the information to VCTC. If the person submitting material to VCTC
considers that the material contains proprietary material which
should be withheld, a statement advising of this fact shall be affixed
to the front page of the material submitted and the alleged
proprietary information must be specifically identified in the body of
the materials wherever it appears.

B. FILING A PROTEST

1.

” “

Protests maybe filed only by “Interested Parties”. “Interested Parties” are defined
as (a) bidders who have responded, and prospective bidders who may respond,
to a request for bids, (b) prospective professional services contractors who may
respond, and professional service contractors who have responded, to a request
for proposals on a VCTC contract and/or a generally funded contract, and (c)
subcontractors or suppliers at any tier who have a substantial economic interest
in an award, a provision of the specifications, or a bid or proposal submitted to
VCTC by a prime contractor, or in the interpretation of the provisions of such
documents.

Protests to a contract requirement must be filed at least ten (10) working days
prior to bid opening or the deadline for receiving proposals. Protests to VCTC
staff actions must be filed within five (5) working days of receipt by the bidder or
proposer from the Executive Director, or a person authorized to act on behalf of
the Executive Director, or written notice of the VCTC staff action.

Protests shall be addressed to Ventura County Transportation Commission, 950
County Square Drive, Suite 207, Ventura, California, 93003, or such other
address as may appear on the request for proposal for bid solicitation.

Protests shall be in writing and contain a statement of the ground(s) for protest.
At least ten (10) copies of the protest shall be submitted by the protestor in the
time and manner specified in this section.

The Executive Director, or an authorized person acting on behalf of the Executive
Director, shall provide notice, by telephone, telephone facsimile (FAX) or by
letter, to all bidders and/or persons who have submitted proposals on the
contract which is subject to the protest known to VCTC. Such notice shall state
that a protest has been filed with VCTC and identify the name of the protestor.
The notice shall be given not more than five (5) working days after receipt of a
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properly filed protest. The notice shall state that bidders will receive further
information relative to the protest only by submitting a written request for further
information to the Executive Director.

C. VCTC PRELIMINARY RESPONSE TO A PROTEST: MEETING WITH STAFF TO

ATTEMPT EARLY RESOLUTION OF THE PROTEST

1.

Not more than ten (10) working days after receipt of a properly filed protest, the
Executive Director, or a person authorized to act on his or her behalf, shall
prepare and distribute to the protestor and to all persons specified in Section B.5,
above:

(a) A written preliminary response to the protest. This response shall
include a brief explanation of the reasons why the protested VCTC
staff action is justified; and

(b) The time, date and place of the meeting described in Section C.2,
below.

The Executive Director and/or appropriate VCTC staff shall meet with the
protestor to discuss and attempt to resolve the protest within thirty (30) days of
the response required by section C.1(a) above.

After the meeting required by Section C.2, above the protestor shall within five
(5) working days give the Executive Director written notice that either the protest
is withdrawn or, alternately, that the protestor requests further consideration of
the protest. In the event that the protestor fails to file the notice required by this
Section C.3 at the office of the Executive Director within five (5) working days
after the meeting, the protest shall be deemed withdrawn.

D. FURTHER INVESTIGATION

1.

3.

If a protest is not withdrawn pursuant to Section C.3, above, the Executive
Director shall, within thirty (30) days of receipt of the notice from the protestor
described in Section C.3, above, further investigate the protest with the
assistance of the VCTC staff.

The Executive Director may contract for third-party consulting services when
necessary to investigate a protest. The Executive Director may negotiate with
the protestor and other interested parties the sharing of the cost of such
consulting services.

As part of the investigation, the Executive Director shall establish a reasonable
time within which VCTC, the protestor, and other interested parties shall
exchange all documents and arguments relevant to the protest; provided,
however, that such time shall not exceed thirty (30) days without the concurrence
of the protestor and the Executive Director.

INTENDED DECISION: COMMENTS BY PROTESTOR AND OTHER PARTIES
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Following investigation, the Executive Director shall, within thirty (30) days,
prepare and distribute to the protestor and all persons specified in Section B.5:

(a) An intended decision recommending actions which the Executive
Director believes the VCTC should take to resolve the protest and
specifying the reasons for the recommended action of the VCTC.

(b) A statement of the date within which the protestor and other persons
must submit written comments with respect to the intended decision.
Such date shall allow a reasonable period for rebuttal and shall vary
according to the complexity of the particular protest;

(c) Given written notice to all Interested Parties of the time, date and
place of the VCTC meeting at which the protest will be considered.

2. The following materials shall be included in the agenda package sent to VCTC

members prior to the VCTC meeting and shall be available to any person at the
VCTC office at least five (5) working days before the hearing:

(a) The intended decision described in Section E.1(a), above.

(b) All written comments received within the submittal period described in
Section E.1(b), above.

(c) If the Executive Director has revised his/her intended decision since
its distribution pursuant to Section E.2(a), above, a written description
of the new intended decision and the reasons for revision.

F. VCTC CONSIDERATION

1.

2.

At the hearing, VCTC staff and any person may present evidence relating to the
protest. At the beginning of the hearing, the Chair of the VCTC may announce
time limits on testimony and other procedural rules which, in the opinion of the
Chair, are reasonable necessary to preclude repetitious or irrelevant testimony
and afford all persons wishing to testify the opportunity to be heard.

In rendering its decision on the protest:

(a) VCTC may adopted or amend the intended decision and findings
of fact prepared by the Executive Director and Staff; or

(b) Make findings and adopt a decision different from the findings and
intended decision of the Executive Director; or

(c) Elect to defer its decision and direct VCTC staff
(d) To Further investigate the protest; or

(e) Hire an impartial hearing officer to conduct a hearing and prepare
a written recommended decision, including findings of fact, to be
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returned to VCTC for decision which shall be made pursuant to
the procedures outlined in this Section.

48
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|.  Executive Summary

Introduction

This report presents the findings and outcomes of a nearly two-year study of options for
organizing public transportation services for Ventura County and the direction and
actions adopted by the Ventura County Transportation Commission pursuant to it. The
direction for the study came from two sources: A 2009 Commission workshop on the
future of VCTC's own VISTA service and legislative provisions arising out of SB 716,
which went into effect January 1, 2010. SB 716 generally requires that Transportation
Development Act funds be spent for public transit purposes, but in a section specific to
Ventura County states that:

The Ventura County Transportation Commission may submit to the Senate Committee on
Transportation and Housing and the Assembly Committee on Transportation a report analyzing
options for organizing public mass transportation services in the county, for the expenditure of
revenues deposited in the local transportation fund, and a recommended legislative proposal for
implementing the plan by December 31, 2011. If the legislative proposal is not enacted by the
end of the 2011-12 Regular Session of the Legislature, revenues deposited in the local
transportation fund in that county shall be available for the fiscal year beginning on July 1, 2014,
and each fiscal year thereafter, solely for claims for Article 4 (commencing with Section 99260)
and Article 4.5 (commencing with Section 99275) purposes.

The study has involved data collection, analysis of options by a Steering Committee and
engagement of the community, the operators, and city and county management. The
process culminated in an unprecedented level of consensus among the operators on
the desirable path forward in creating a more coordinated, customer-focused system of
services in Ventura County. A proposal was developed by transit operators in the
County, which ultimately resulted in adoption of a recommendation by the Commission
to be forwarded to the Legislature. Details on the analysis, process and
recommendations are presented in the report.

Commission Recommendation in Report to the Legislature

As an outcome to this study, the Commission adopted a consensus position reached by
the Regional Transit Study Steering Committee, the Transit Managers and the City
Managers. The proposal is an innovative combination of the cooperation and
consolidation approaches discussed in this report that is uniquely tailored to Ventura
County’s conditions and needs, and that allows for further development and change
over time as results and conditions warrant:
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1. Support creation of a Gold Coast Transit District (GCTD) to assume the
responsibilities for West County public transportation services. Cities and
communities in West County (including Heritage Valley) would be provided with
the opportunity to join the District.

2. Transition authority for VISTA services in West County to the new District, with
services in the Heritage Valley subject to negotiation and participation by those
communities and California State University Channel Islands (CSUCI) and Santa
Barbara County Association of Governments (for Coastal Express) pending
continued funding agreements with those entities.

3. Support creation of a Memorandum of Understanding (MOU) in East County
between the cities of Camarillo, Moorpark, Simi Valley and Thousand Oaks and
the County of Ventura for unincorporated East County, to further coordination of
individual services.

4. Transition authority for VISTA East service to the East County MOU.

5. Support legislation to allow the use of TDA funds for Article 8 purposes,
including streets and roads, and continued return to source of Local Transit
Funds.

6. Use VCTC discretionary transit funds to deliver sustainable levels of transit
service.

7. Support the objective of further consolidation over time as needed to improve
connectivity and customer service.

Study Background and Process

The study began in April, 2010 with appointment of a Commission Steering Committee
from the Commission membership, representing the diverse geography and interests of
Ventura County. This Steering Committee met six times over the course of the study,
providing policy guidance and a forum for deliberation on issues and alternatives. Each
of the ten agencies providing public transportation was interviewed in-depth and
operator profiles were prepared. Meetings were held with the technical committee of
the operators (TRANSCOM), the City Managers and the public. The public meetings
were conducted in conjunction with VCTC's Comprehensive Transportation Plan and
involved subregional advisory groups and a regional advisory group.
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Guiding Principles
The Commission adopted the following Guiding Principles for the study:

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

1. Foster open dialogue among communities, system users, operators and
agencies

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

3. Gain consensus on the approach from elected officials and city management

4. Incorporate applicable Federal, State, regional and local livability,

sustainability and greenhouse gas reduction goals
Current State of Transit in Ventura County

Public transportation in Ventura County is provided by ten different agencies through a
combination of fixed route and demand-responsive services. These operations range in
size from the multi-jurisdictional Gold Coast Transit Joint Powers Authority to the Ojai
Trolley. VCTC operates VISTA, which consists of basic interjurisdictional connector
routes and a dial-a-ride serving Heritage Valley (mainly the communities of Santa Paula,
Fillmore and Piru). Based on local funding policies and perception of transit needs,
operators offer different days and hours of service. This makes connections difficult
and service confusing, especially for the infrequent or new rider. While VCTC and the
operators have attempted to improve connections through coordinated fare media and
scheduling software, progress toward truly integrated service has been minimal.

Costs also vary widely — for example according to data from the 2009 National Transit
Database (NTD), utilized for illustrative purposes early in the report process, cost per
passenger trip for the four largest operations ranges from $3.66 to $7.70 for fixed route
service and from $5.55 to $46.39 for demand-response service. There are many reasons
for this range in costs — for example type of area served, level of service provided, type
of vehicle operated and variance in labor costs, including contract or in-house service
and administrative overhead. Also, agencies can use different reporting methods and
some transit costs are not included.
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Views of the Current Situation

Interviews of key stakeholders (including all of the Transportation Commissioners)
revealed some common views:

e Many of the obstacles to transit service are inherent to Ventura County’s
characteristics — widely spaced, diverse communities and centers where
geographic areas do not share common economic, social and transportation
service values.

e Current transportation services are good given the amount of local resources
that are available and individual cities are doing a good job of balancing
resources.

e There is no one preferred organizational structure for transit service provision —
views range from a single entity to the current system of smaller, customized
providers

e There is extensive support for quality transit services
Organizational Options Considered

The Steering Committee and the Commission considered four potential models for
structuring public transit service in Ventura County:

Collaboration — informal agreements to modify or change the status quo. For example,
agreements for an “800” or “511" information number, regionwide marketing, or
transfers. Over the years, VCTC has managed a number of these agreements, including
a coordinated farecard, paratransit scheduling software and NextBus information
program.

Coordination — formal agreements that modify ways of doing business. This could
include a countywide ADA paratransit service, agreements to share funding
responsibility (such as the current agreement between various parties and VCTC to
VISTA service on the 101 corridor), a Joint Powers Authority to govern more formal
service coordination, joint procurement or public information and marketing.

Consolidation — a formal combination or blending of services under a single or multiple
entities. There are two types of Consolidation — Full or Moderate.

Full Consolidation — a single agency provides all policy, funding, planning and
operations.




RFP# 20-914 Appendix A: Regional Transit Study, 2012 56
Ventura County Regional Transit Study
Final Report

Moderate Consolidation - a central entity provides policy, planning and funding
and one or two operating entities provide the service.

Policy Direction on Options

Mid-point in the study, the Steering Committee determined, with concurrence of the
Commission, that Commission staff and the consultant team should move forward with
analysis and city consultation on the Full Consolidation option (with strong continued
local influence) and a hybrid version of Moderate Consolidation with two operating
entities. Under this type of arrangement, the entities could be a combination of a
District, a Joint Powers Authority or other alternative. Key principles moving forward
were:

e Keep communities whole — having at least the level of service that communities
have now

e Increase connectivity

e Improve local service

e Maintain a level of local influence and control
Evolution of the Organizational Concept

During consultation with the operators and City Management, several expressed
concern that the Coordination option had been abandoned prematurely and requested
that it be re-inserted for further consideration. In meeting with the Steering Committee,
the operators and management were offered the option of presenting their own
alternative. VCTC informed State Senate Transportation Committee staff that the
report would be submitted after December 31, 2011 so that an organizational option
could be worked out that the Commission and the communities could come to
consensus.

The operators developed an initial proposal that featured:

e Creating a Gold Coast Transit District (GCTD) to provide a framework for
consolidated service in West County. Communities, including Heritage Valley,
would be provided with the opportunity to join the District.

e Provide for member agency TDA to be subvented to GCTD as of July 1, 2014,
net of funding for transit stations, stops and facilities. TDA would be returned to
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individual jurisdictions in East County and cities would be allowed to file for
Article 8 purposes (for streets and roads) if there were no unmet transit needs.

e Transition authority for VISTA services in West County to the new District, with
services in the Heritage Valley subject to negotiation and participation by those
communities and California State University Channel Islands (CSUCI) and Santa
Barbara County Association of Governments (for Coastal Express) pending
continued funding agreements with those entities.

e Consolidate ADA service into no more than two areas.

o Create an East County MOU to govern further coordination of service, transfers
and fares among East County operators.

They also articulated Guiding Principles that stated the right of local agencies to
determine how to provide services, concern with equity of TDA requirements, the
importance of continued local control of state and federal funds, and the desirability of
consolidation of local ADA and dial-a-ride operations.

Steering Committee and Commission Direction

The Steering Committee considered the operators proposal and recommended:
e Include Customer Focus as a top priority in any Guiding Principles
e Express consensus support for the operators’ structural proposal
e Further consolidation would be pursued at a future undetermined date

e The operators’ proposal for use of TDA for Article 8 purposes in East County
remained an open issue

March 2, 2012 Commission Action

On March 2 the Commission took action to “Support the Operators proposal in
concept with the understanding that all cities would have flexible use of TDA funds and
further discussion of Heritage Valley Service would take place before a proposal is
brought back to VCTC on April 13th with the specifics fleshed out and with the
recognition that the concept of full consolidation will continue to be discussed as a long
term goal. Staff was directed to work with City Managers to flesh out specifics.”

Future Steps
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VCTC and the operators, working with the consultant team, have identified a number of
issues to be considered in successful implementation of this new organizational model.
These include logistics for transition of VISTA service, including outside funding
arrangements from CSUCI and SBCAG; VCTC roles and responsibilities; framework for
further consolidation of ADA and dial-a-ride services; creation and constitution of
GCTD; terms and timing of the East County MOU and arrangements for use of VCTC
discretionary funds to meet the objective of “keeping communities whole” from a
service perspective. The intent is to submit this report to the Legislature and continue
proceeding in the preferred direction for reorganizing and improving the delivery of
public transportation in Ventura County.
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II. Introduction

Origin of the Study

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

In recent years, VCTC, in working with Ventura County’s multiple operators, has made a
number of attempts at further coordinating and rationalizing service delivery in the
county. VCTC operates VISTA service, a contractually-provided “baseline” that serves
as a fixed-route connection between jurisdictions. VCTC has also explored “virtual
consolidation” of fares and transfers through a smart card and the Trapeze scheduling
system that allows agencies to share and monitor interagency trip data. However, these
efforts have served more to improve local service operations than to further connect
individual services.

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

SB 716

SB 716, enacted in 2009, requires that all state Transportation Development Act (TDA)
funds committed to transit uses beginning on January 1, 2010. However, Ventura
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County and other counties, were given an extension to July 1, 2014. The bill allowed
VCTC to propose a plan to the Legislature for utilization of TDA funds and organizing
public mass transportation services in the county.

TDA funds are currently allocated on the basis of population to the cities and
unincorporated area of the County. The amount of TDA funds allocated to the cities
and County in 2011 was amended up a final number of approximately $26 million.
Amounts allocated to local jurisdictions ranged from about $235,000 in Ojai to almost
$6,250,000 in Oxnard. This is down from a high of almost $30 million several years ago.
In accordance with SB 716, until July 1, 2014 TDA funds in Ventura County can be spent
for other transportation purposes, if no outstanding needs for public transportation that
were “reasonable to be met” were identified through the Unmet Transit Needs or
“Article 8" process. SB 716 does not change the way the TDA funds are allocated.

When the statute goes into effect on July 1, 2014, this option would be eliminated
along with the ability of local jurisdictions to substitute local funds for TDA and use TDA
for funding streets and roads (and technically complying with the required farebox
recover requirement). According to this statute, after a few prescribed regional uses, all
TDA funds must be allocated to transit, and adherence to all TDA rules and regulations
will be required. Assuming there are no further amendments to the statute, many of the
current, longstanding practices and processes will need to change. The status quo will
be difficult to maintain from either financial or regulatory compliance perspectives. For
example, individual city operations will be required to meet fare recovery requirements
(20% in urban areas, 10% in rural areas).

To provide a basic analysis of the impact of SB 716 on transportation spending a review
of available data was conducted. VCTC staff estimates indicate that if SB 716 were to
have been in effect today, using 2010-11 data (the latest full year of available data),
slightly over $3,000,000 out of a total TDA allocation of $20,884,000 would be shifted
from streets and roads to public transit use. However, SB 716 does not change the TDA
allocation process.

Under the provisions of SB 716, when the statute goes into effect on July 1, 2014, it may
also eliminate the practice of some local jurisdictions to substitute local funding in order
to allow compliance with the farebox recovery requirement.

The bill also provided Ventura County with an opportunity to propose alternative
organizational approaches to improve Ventura County public transit and explore
creation of a more consistent region-wide system that provides a family of services to
better meet the County’s overall mobility needs. Changes resulting from this response

10
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to SB 716 could lead to establishing a countywide transit program that also better
meets the needs of customers through consistent policies and programs, addressing
the increasing demand for public transportation that will occur over time. In conjunction
with making these improvements will be the need to insure continued recognition of
the contributions and priorities of all of the local communities served by transit.

With an understanding of this background, the Commission embarked on a process to
develop a consensus report on future operation and provision of public transportation
services in the County.

Study Guiding Principles
Initiating the study in May of 2010, the Commission adopted a set of Guiding Principles:

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

1. Foster open dialogue among communities, system users, operators and
agencies

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

3. Gain consensus on the approach from elected officials and city management

4. Incorporate applicable Federal, State, regional and local livability,

sustainability and greenhouse gas reduction goals

lll.  Overview of the Study Process

Steering Committee

To guide the study from a policy perspective, on April 9, 2010, the Commission
appointed a Steering Committee. Commissioners named to this Steering Committee
represented the diverse geography and interests in Ventura County, including:

e East and West County

e Rural areas of Heritage Valley and Ojai

11
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e Smaller and larger cities
e Commissioners also sitting on the Gold Coast Board of Directors

The Steering Committee met a total of six times over the course of a roughly 18-month
period and achieved the following milestones:

August 26, 2010: Confirmed Study outcomes and expectations and developed
a framework for a Ventura County transit vision

December 9, 2010: Considered basic criteria to guide selection of the
organizational alternatives. These included: Affordability and funding;
implementability; connectivity and coordination; service quality and efficiency
and effectiveness

March 9, 2011: Reviewed potential organizational models and narrowed the
focus to four key directions thought to be most appropriate to Ventura County
and refined evaluation criteria. These criteria included: keeping communities
whole from a funding and service perspective; increased connectivity;
improvement of local service and maintenance of a level of local influence and
control.

May 6, 2011: Presented report to the full Commission on alternative for further
exploration — Full Consolidation and a “Hybrid” approach of Moderate
Consolidation with one or two operating entities. The Commission directed staff
to work with the consultants on further analysis and to do community, city and
operator consultations based on these potential models.

August 4, 2011: Received a report from staff and consultants on results of
community and advisory consultations, policy issues raised by cities and
operators. At the request of the City Managers, agreed to re-insert the
Coordination Alternative for further consideration and to have a joint meeting
between the City Managers and the Steering Committee.

December, 2011: Met with management representatives of the operators and
provided the opportunity for the operators to present an alternative proposal for
meeting the objectives identified by the Commission.

January, 2012: Met with management representatives of the operators and
provided consensus endorsement for the organizational structure presented by
the operators.

12
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Key Stakeholder Interviews

To begin the study, the consultant team interviewed each of the Commissioners,
representing each of the ten cities in Ventura County, the five County Supervisors and
two citizen representatives. While interviewees expressed a wide variety of opinions, a
few key themes emerged from the interviews.

Many of the obstacles to transit service are inherent to Ventura County’s
characteristics
Some of the major obstacles to providing more extensive service are intertwined with

the County's dedication to slow growth, open space, medium- and small-size, well-
separated cities and communities, a thriving agriculture industry, and a high quality of
life, which its people appear to want to retain. Widely separated population,
employment, educational, commercial and cultural centers are difficult to serve with
public transit. Some street patterns are also difficult to serve with transit. These
geographically separated communities often do not share common economic,
development, social and, especially, transportation values and needs. Geographically
separated regions (e.g. East County, coastal West County, and the Ojai and Heritage
Valleys) may not believe they have enough in common to share a vision and a policy
and operating structure for transit services.

Current transit service is good, but not great
This view reflects the problems in providing and funding extensive transit services in a

difficult environment but there is also the widespread belief that agencies are trying
hard to provide a good quality of service with the resources that they have.

There is a wide variety of opinion on organizing and improving transit service
There is no one preferred organizational structure for transit policy, management or

service and a wide variety of options were suggested.

There is extensive support for quality transit service
Most believe that quality transit service in Ventura County is essential, has value beyond

its direct utility to users, and should be maintained and if possible expanded. Most also
believe that enhanced transit can help achieve other regional and community
economic, social and environmental goals.

Operator Interaction

This interaction included initial individual meeting with each operator, briefings and
discussions at TRANSCOM meetings and the development of an operator proposal,
which will be discussed later in this report.

13
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In order to obtain a better understanding of the transit operations provided within
Ventura County as well as the people and agencies providing those services, the
consultant team conducted a series of meetings with the local transit operators. Unlike
the stakeholder interviews with VCTC Board members and other decision makers within
Ventura County, which included policy related issues, these were focused more on
operations and local jurisdiction issues.

The interviews began with the reinforcement that this study was not an operational
review, but rather a way to increase our knowledge of services and offer interviewees
the opportunity to communicate issues and ideas in confidence. Each interview
contained the following broad topic areas:

e Agency history and background

e General summary of services provided

o Key service related issues

e Organizational, management, financial information

e Other current challenges or ideas

e Vision for future from both a jurisdictional and an overall county
Main points from these interviews were:

SB 716 is expected to have varied impacts
Impacts of SB 716, if unchanged, which would require all jurisdictions within Ventura

County to spend their entire allocations of Transportation Development Act funds for
transit purposes effective July 1, 2014, will vary from operator to operator. TRANSCOM
members recommended discussing those impacts with their supervisors or other
management representatives to get their input and any recommendations regarding
potential financial impacts.

Service policies and arrangements can be simplified
There is an opportunity to untangle all the “hand shake” and inconsistent

operating/funding agreements into a consistent set of policies. These included the
variety of VISTA agreements as well as the existing ADA paratransit coordination
procedures and agreements.

Communication with customers can be improved
Interviewees saw potential for more consistent communication, coordination, and

understanding of various transit services offered in the county. There was recognition

14
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that it would be difficult for potential or new transit users to be able to understand the
services in the county, especially the demand responsive services.

Existing services have local support
There typically is strong local commitment to local services and understanding that the

decision makers within the jurisdictions valued the presence of local services, especially
for seniors and persons with disabilities. It was noted that many services had remained
relatively constant over time and that few complaints or requests for change were
received by technical staff or decision makers.

Demand for coordinated interjurisdictional services will increase
There is an understanding that there will logically be an increasing demand for more

inter-jurisdictional services, including more senior connections in conjunction with more
consistent ADA paratransit coordination as discussed above. There were thoughts that
increased senior services to offer inter-jurisdictional trips would be well-received, but
also would require additional, perhaps significant, resources.

Opinions on optimal structure for transit in Ventura County vary widely
There were varying perspectives regarding consideration of organizational options,

including combined services and a single county agency. Although TRANSCOM
members in general agreed that more inter-jurisdictional services would be beneficial
to the customers, there was no perceived easy answer regarding the infrastructure to
deliver those services. It was noted that services and structures in the western portion of
the county were significantly different than those in the eastern portion. For example,
the west has one primary operator while the east has several. In addition, there were
some differences in opinion on whether Camarillo was more similar to eastern than
western portions of the County.

VCTC performs a valuable service but there is not common agreement on the
agency’s role in public transportation

Similarly, there were also varying perspectives on the issue of whether there was a
conflict of interest with the VCTC role as both funder and operator. Most agreed that
VCTC provided valuable information and services to them regarding financial and policy
issues, but some believed that inter-operator issues were not discussed sufficiently as
part of the TRANSCOM process.

Public transit has a role but a common approach may be difficult to achieve
From a broader view perspective, there were thoughts that the diversity and variety of

jurisdictions in the county may require different types of services, thus common goals
may be difficult to develop. Many believed that jurisdictions tended to be independent
and that transit, per se, was not a common issue of concern within the county. There
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was recognition that transit had long term potential for improved inter-jurisdictional
access, and better mobility options for the senior population. Further, public
transportation could play a role in areas such as congestion relief, environmental quality
and economic development.

The findings from these meetings were included in a report to the Steering Committee.
TRANSCOM Meetings

TRANSCOM, a VCTC advisory committee comprised of technical representatives of the
cities operating transit and the Gold Coast Transit JPA were included in the study from
an advisory perspective. In addition to meetings with the consultants, TRANSCOM
members were engaged with their management representatives in review of materials
and consideration of alternatives. VCTC staff also conducted periodic briefings of
TRANSCOM on the progress of the study.

City Manager Briefings

The VCTC Executive Director met monthly throughout the study process with the
county'’s ten City Managers, updating them on the study’s progress and holding
individual meetings on request. The City Managers were also actively engaged, along
with transit agency management staff as the study entered into the recommendations
phase. More specific and focused meetings and discussions were conducted later in the
process.

Public Engagement and the Comprehensive Transportation Plan

Public engagement was multi-pronged and predominantly conducted in conjunction
with public engagement for development of the parallel and complementary
multimodal Comprehensive Transportation Plan. In an unprecedented level of outreach,
VCTC has developed Ventura County’s first comprehensive, multi-modal plan. Through
this process, the Executive Director and staff met with over 40 organizations and
groups. In addition, four Local Advisory Groups were established along with a
Stakeholder Advisory Committee. These groups represented a cross-section of business
(including agricultural), community, agency and interest groups. The Executive Director
and staff also participated in a workshop hosted by CAUSE, a key stakeholder group
involved in public transportation and social equity. A survey was conducted of transit
riders and businesses in order to better understand their specific needs.

Through this outreach and engagement, the community articulated a vision of a better-
connected and integrated transportation system. The prevailing view was that transit is
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currently an afterthought, that the system needs to be integrated and that there are
many underserved sectors. Specifically, they called for a system of public transportation
that provided for seamless transportation among modes, minimizing transfers among
systems and addressing the long wait times and inconsistent service hours and levels of
service. Informational pieces on the Comprehensive Transportation Plan and the
Regional Transit Study developed from these consultations is included in Appendix I.

IV. Current State of Transit in Ventura County

At present, public transportation in Ventura County is provided by a variety of
operators. Specifically, ten different agencies provide a combination of fixed route
services and/or some form of demand response service, also known as dial-a-ride.
Arguably, at present, public transit in Ventura County is not a system, but more
resembles a series of stand-alone operations. The operations provide disparate levels
of service that the public has indicated are not easily understood or accessed, including
whether the services are interconnected.

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

The types of services vary considerably in terms of scale, scope, and cost. For example,
the number of GCT vehicles deployed to provide fixed route services is roughly the
same as the total fixed route fleet for the rest of the operators combined. In addition,
almost all of the operators provide some form of demand response services for seniors
and sometimes the general public. These operations also include those services
required under the Americans with Disabilities Act (ADA) for persons with disabilities
who cannot use fixed route services.
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All operators offer different days and hours of service, based on localized policy
decisions that could include financial, service area and other factors. Again, from a
customer perspective, if transferring is required, then the varying days and hours can
impact the accessibility and understanding of the transit network. Further, many services
operate on different headways, or intervals between trips. These difficulties in inter-
operator connections have been addressed somewhat in the area of ADA paratransit,
where designated transfer points have been created. However, there are some current
arrangements that can potentially cause confusion -- for example where one agency
provides the outbound trip and another provides the return trip. To add further
complexity, this arrangement can vary between operators and service areas.

In addition, many services are provided with varying days and hours of operation with a
number of jurisdictions operating on Saturday, but fewer operating on Sunday. These
differences in schedules also make it difficult to plan a multi-operator trip and to attract
more new riders to the system. That is not to say that all transit agencies need to
operate on precisely the same schedule but it does suggest that some consistency of
service delivery in terms of days and hours of operation would make the service easier
for customers to understand and use.

Based on a number of local and regional policy decisions, both administrative and
direct operating costs associated with these services also varies considerably
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depending on priorities, staffing, or whether services are operated by public employees
or private contractors. In addition, due to the variances in size and type of operation,
the methodologies for how these numbers are reported also vary.

Within the multiple operator arrangement that currently exists, there is a wide range of
costs. Because there have been many factors and ways of accounting, the Federal
government has established a single database (the National Transit Database, or NTD)
that has been used for decades to compare transit data including costs across
operators. However, not all Ventura County operators are required to report data to
the NTD, due to size of operations and other factors. However, in order to illustrate the
range in size of operation and costs, the 2009 NTD as reported by Gold Coast Transit,
VISTA, City of Simi Valley and City of Thousand Oaks are included below (see Appendix
Il for additional operating cost data and further explanation of NTD).
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2009 NTD Data
Gold Coast VISTA City of City of
Transit Simi Thousand
Valley Oaks
FIXED ROUTE
Number of Vehicles 39 25 8 6
Total Unlinked Trips 3,568,028 785,806 477,032 185,681
Annual Vehicle Rev. Miles 1,732,855 1,404,594 475,944 195,023
Annual Vehicle Rev. Hours 140,077 50,701 31,143 12,668
Operating Expenses $13,071,044 | $2,831,051 | $3,672,794 $945,836
Unlinked Pass. Trips/Vehicle Rev. Mile 2.1 0.6 1.0 1.0
Unlinked Pass. Trips/Vehicle Rev. Hour 25.5 15.5 15.3 14.7
Operating Expense/Unlinked Pass. Trip $3.66 $3.60 $7.70 $5.09
Operating Expense/Vehicle Rev. Mile $1.13 $2.02 $7.72 $4.85
Operating Expense/Vehicle Rev. Hour $93.31 $55.84 $117.93 $74.66
DEMAND RESPONSE
Number of Vehicles 19 13 12 12
Total Unlinked Trips 82,655 206,051 48,141 71,664
Annual Vehicle Rev. Miles 494,424 337,171 218,421 473,019
Annual Vehicle Rev. Hours 38,192 29,670 17,974 33,704
Operating Expenses $2,483,714 | $1,143,865 | $2,233,037 | $1,430,194
Unlinked Pass. Trips/Vehicle Rev. Mile 0.2 0.6 0.2 0.2
Unlinked Pass. Trips/Vehicle Rev. Hour 2.2 6.9 2.7 2.1
Operating Expense/Unlinked Pass. Trip $30.05 $5.55 $46.39 $19.96
Operating Expense/Vehicle Rev. Mile $5.02 $3.39 $10.22 $3.02
Operating Expense/Vehicle Rev. Hour $65.03 $38.55 $124.24 $42.43
TOTAL OPERATING EXPENSES $15,554,758 | $3,974,916 | $5,905,831 | $2,376,030

NOTE: Agencies use differing reporting methods and not all transit operating
expenses are included. This data was developed at the commencement of the study

and is for illustrative purposes.
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Some additional information regarding costs for these operators is shown below
compared with others in the SCAG region:

Motor Bus Operating Expenses

2009 Cost per Service Hour, Motor Bus Operators
Compared to Peer Group Quartiles
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V. Organizational Options

Within the transit industry, there have typically been three concepts discussed
regarding organizational changes and alternatives — collaboration, coordination and
consolidation. There are many such organizational approaches, including a number in
California; the Orange County Transportation Authority (OCTA) is an example of full
consolidation and the San Diego Association of Governments (SANDAG) is an example
of moderate consolidation, with its operating units the Metropolitan Transit System
(MTS) and the North County Transit District (NCTD). An example of a coordination
model from outside California includes the Triangle region of North Carolina. The
participating agencies, including the various transit operators, MPOs and Councils of
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Government have created an entity called “GoTriangle.com” to promote commuter
services and benefits. A discussion of these and other organizational examples is
included in Appendix IV. In addition, Appendix V illustrates specific attributes of the
three models, including two variations of one of the models.

Collaboration

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

As an example of Ventura County collaboration, VCTC has managed a number of
cooperative efforts such as Smart Card, NextBus, Trapeze, and an “800" information
number, and conducts some countywide marketing on a case-by-case basis. These
efforts have met with varying degrees of cooperation among the operators. Also, a
network has been developed by the various operators to connect ADA paratransit trips
between multiple jurisdictions. The arrangement includes different agreements
between operators regarding who provides the outbound and inbound trips, how those
are coordinated with the service providers, etc. Based on experience of customers in
Ventura County, these “ad hoc” connections may or may not work and are difficult to
communicate and remember due to the number of scheduling and operational
nuances. Because no one “owns” the whole trip, missed connections or “crossed wires”
between operators can result in stranded customers. Also, the inconsistencies clearly
confuse new customers.

In other studies around the country experience shows that collaboration has the benefit
of retaining autonomy of the participating agencies but is dependent on these ad hoc
arrangements, which can dissolve at any time, without a defined process and is thus
unsustainable. Historically, while collaboration has worked on some levels in Ventura
County, one of the limiting factors of these options is that these arrangements rely on
the affected individuals to continue the collaboration. Staff and/or policy leadership
changes may bring different perspectives and prior commitments may be modified or
abandoned.

22



RFP# 20-914 Appendix A: Regional Transit Study, 2012 73
Ventura County Regional Transit Study
Final Report

Coordination

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

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

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

In some areas of the country, agencies providing transportation services have worked
together to develop information technology concepts, service coordination ideas,
facilities and processes based on their collective interest in improving service to the
customers. This example, which has been called “Moderate Consolidation”, appears to
have more sustainability since it brings people together to improve processes and
services. This sustainability is created through the development of interlocal
agreements or memoranda of understanding. The development of these agreements
formalizes the relationship between entities and jurisdictions, moving beyond the “ad
hoc” nature of collaboration, towards a more sustainable solution. This is demonstrated
in the Go Triangle example, in which the partnering entities have created a website
which is jointly branded and communicated, and provides information in a consistent
format on schedules, fares and trip planning. In development of more formal
relationships, finding common ground to initiate the coordination is essential.
Additionally, within this structure, as changes in finances or pressure from policy makers

23



RFP# 20-914 Appendix A: Regional Transit Study, 2012 74
Ventura County Regional Transit Study
Final Report

and customers occur, entities which previously did not participate can join in through
similar interlocal agreements.

This concept could be implemented in Ventura County by greater commitment to
coordination and would require the development of a formal agreement to work jointly
on those areas of mutual interest in providing enhanced service to customers of the
service. Under this arrangement services, such as the previously mentioned ADA
paratransit, could be operated under a single contract, all IT purchases and programs
could be coordinated through this coordinated process and that joint procurement
could be used for vehicles, equipment and even facilities. Regarding ADA paratransit,
currently several agencies contract for services with the same provider and the
certification of eligibility for ADA paratransit is provided centrally under contract by
VCTC. There appear to be opportunities to decrease some duplication and access
some economies of scale from a cost standpoint and improve customer access and
understanding by further coordination, restructuring and/or consolidation of ADA and
senior paratransit services.

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

Another area of consideration in a model of coordination would be from a marketing
and branding perspective. There is an opportunity to move towards the development of
a joint website to include information from each of the partners to the coordination
effort, to provide a consistent place and format to communicate information to the
communities and the riders and customers of the services. As a complement to the
branding and marketing, the development of a regional call center or trip planning
concept can also be considered. While each of the operators currently has different
service delivery methods, spans of services and infrastructure requirements, having a
compilation of that information available through a uniform point of information would
result in longer term consistencies that would benefit the customers and systems
overall.

In the area of procurement, public transportation funds in Ventura County could be
viewed from the perspective of regional priorities, as opposed to the procurement
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processes developed by individual agencies. The joint procurement process has been
used in several forms around the country, including statewide vehicle options, use of
the General Services Administration specifications at the federal level and "piggyback”
coordination where one agency uses the specifications of another to “add on” to their
order. In many rural areas and several states, agencies have coordinated on
maintenance plans and work, fueling and other aspects of public transportation. Gold
Coast Transit has consistently take advantage of those practices. The current agreement
between Moorpark and Simi Valley regarding the fueling of Moorpark-owned vehicles
at the Simi Valley facility is another example in Ventura County.

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

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

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

Considerations in the full consolidation approach include:

e The full range of decisions, from planning to operations, are centralized in one
agency and inter-agency issues that often occur between planning and operating
agencies can be addressed within one agency.

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

e The expanded range and complexity of issues can reduce the amount of time
that the consolidated board could devote to specific operational, policy or
funding issues.
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e There is capacity for "belt tightening” and resource reallocation within a larger
organization, which is more difficult with smaller systems.

e Adding all the aspects of public transportation can require many organizational
and skill set changes. These would include areas of administration such as human
resources focus and direction, employee benefits and collective bargaining. Also,
there would be an added dimension of direct customer service and public
interaction. Finally, the variety of operation and maintenance, service delivery
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and coordination and other issues would be added responsibilities.
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An alternative approach is Moderate Consolidation, where there is a central policy,
planning and funding entity with one or two consolidated operating entities. The
closest example in Ventura County of a multi-jurisdictional approach to public transit is
the Gold Coast Transit Joint Powers Authority (JPA). However, in the case of Gold Coast
a jurisdiction can opt out, leaving a gap in funding and service to be filled by the other

member entities.

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

operating entity.

Considerations include:

e There can be economies of scale in consolidated operations and opportunity for

more seamless, connected service.

| Operations | |Maintenance|
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e As a statutorily created entity, a transit district, unlike a JPA, is enabled to

perform as a permanent entity with the ability to bond and pursue revenue
measures.

e While two separate operating entities (for example, East County and West
County) have the potential to better meet the needs of each area, these needs
could also be addressed through a sub regional planning and programming
approach and/or more formalized sub regional participation in policy decisions.

Moderate Consolidation — Two Operating Entities
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Finance

Transit District
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Moderate Consolidation — One Operating Entity
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Finance

Transit District
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VI. Consideration of Alternatives

Steering Committee Direction

As outlined in Section Il (Overview of the Study Process), the Commission-appointed
Steering Committee was the touchstone for considering alternatives for delivering
public transportation services in Ventura County. Throughout the study period, the
Steering Committee guided an evolving process for considering alternatives. Progress
is documented in status reports delivered to the Commission by the consultant team
and staff.

Initial Vision

The Steering Committee identified elements of a vision for public transportation in
Ventura County. Elements of this vision included a customer focus, creating a
connected system that provided convenient service to key rider segments, minimizing
travel time and required connections. The Steering Committee also envisioned a system
that supported desired land use patterns, was feasible from an implementations
standpoint as well as sustainable from a cost perspective

Evaluation Criteria
The Steering Committee identified potential system evaluation criteria. These included:

o Affordability — The system is both affordable for consumers and affordable to
operate. ldeally, it should lead to improved farebox recovery and enhanced
resources

e Implementability — The solution and design accounts for and addresses balance
among costs, quality of service and efficiency, as well as barriers and
opportunities related to policy, political realities and operational structures

e Connectivity — The alternative provides a more inter-connected approach that
recognizes the challenges and costs in providing linkages among geographically-
constrained areas (e.g., direct connections from Fillmore to Thousand Oaks)

e Quality — There is “no net loss” to existing customers, especially local and transit
dependent riders. Both local and longer-distance services are focused on taking
riders to where they need to go
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o Efficiency — The system efficiently provides service for the greatest number of
people at peak times. The operations structure is efficient and with the most
effective oversight

e Frequency --Service provides reasonable frequencies

At this point, they asked the team to consider a range of models and what could be
successful for Ventura County, including structures that delineated planning from
operations, subregional organization and re-considering VCTC's role as operator of the
VISTA service.

System Models and Alternatives

The Steering Committee progressed to consideration of models and alternatives as
outlined in Section V. of this report. At this point the Committee requested that the
consultants and staff further explore two alternatives with some variations:

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

e Moderate Consolidation with Two Operating Entities: The type of entity was
to be determined — it could be combination of District(s), Joint Powers Authority,
federation or other.

They also identified additional key principles for moving forward:

e Keep communities whole — parameters would be determined but generally have
at least the level of service they have now (possibly measured in terms of hours of
service)

e Increase connectivity

e Improve local service

e Maintain a level of local influence and control
Operator Input

As the study report moved forward, Consultants and staff received input from the
county's operators. The Executive Director was asked to respond to a series of
questions posed by the Simi Valley City Manager on behalf of some of the operators
(see letter and response in Appendix VI). At a follow-up meeting of the Steering
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Committee, the City Managers expressed concern with the level of engagement with
the operators, asking that Coordination Alternative be added to the November, 2011
progress report on alternatives being considered and that top management-level
representatives of the operators be included in a follow-up meeting with the Steering
Committee. At this meeting, the Steering Committee asked the operators to present a
specific proposal outlining their alternative concept.

VII. Policy Considerations

Throughout the Study, a variety of policy areas and issues arose and were researched
and discussed with staff, the Steering Committee and the Commission. The following
summarizes a number of those issues and the discussion and resolution.

Feasibility

o s transit service consolidation feasible, given Ventura County’s geography and
demographics?

Ventura County has a number of unique characteristics, including growth
boundaries and limits, widely spaced communities with considerable open
space, an extensive agriculture industry, suburban-type street patterns in a
number of areas, and lack of county-wide cohesion and identity. However, from
a transit operations perspective, there are also a number of similarities with other
counties. Ventura County is not so unique that models from elsewhere are
inapplicable. The primary goal of transit service restructuring is an integrated
family of services, a common theme in many places. California alone has several
examples of coordination, collaboration and consolidation. Orange County’s
single transportation agency and San Diego County’s countywide planning and
funding agency with two subregional operating agencies are examples of how
these approaches could work in Ventura County. There appear to be no
substantial obstacles to some form of transit restructuring.

e Is there potential for cost savings and other efficiencies?

Numerous business models are available for comparison. There is no definitive
way to predict either cost savings or efficiencies resulting from a particular
institutional arrangement until planning and execution is well under way;
however, substantial savings have been realized in other consolidations. Savings
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typically result from reduced overhead costs by eliminating duplicative functions
(such as purchasing, human resources, financial, and the like) and efficiencies of
scale.

Can transit operators continue to meet TDA farebox recovery requirements?

Under the current organizational structure, it has been indicated that a number
of the operators may not achieve the required farebox recovery rates, and will
have to raise fares, decrease services, and/or use TDA revenues for eligible
transit capital activities.

Under a fully or moderately consolidated service, with substantially the same mix
of contract and non-contract services, it is likely that farebox recovery
requirements would be met, since services can be aggregated, even if services
are expanded to fully use all available TDA funds for new services.

With the partial consolidation proposed by the operators, the likelihood of some
jurisdictions meeting farebox recovery requirements is less clear. Also unclear is
the potential effect of allowing TDA funds to be used for streets and roads uses

beyond July 1, 2014, assuming SB 716 is amended.

Funding

What would be the impact of SB 716 on TDA funding allocations?

VCTC staff estimates that if SB 716 was in effect, using 2010-11 data (the latest
available) slightly over $3,000,000 out of a total TDA allocation of $20,884,000
would be shifted from streets and roads uses to transit. Some cities, including
Ventura and Oxnard, currently allocate all of their TDA funding to transit.

What would be the impact of transit service restructuring on transportation
funding sources other than TDA?

Streets and roads — SB 716 will require all TDA funds to be used for transit, so
streets and roads funding would have to be derived from other sources. The
local and regional decision processes for streets and roads funding will not
change.

Federal funding eligibility and competitiveness — Restructuring will have no
impact on eligibility for Federal funds but should make the region more
competitive as there will be a more unified “voice” (or voices) seeking funding.
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Metrolink — Funding policy and decisions will be made through the existing
processes. If a new countywide organization were to be created, it would
assume the current role of VCTC in Metrolink funding.

Authority

What would be the role of a consolidated agency and board in assuring
responsiveness to citizens and communities?

Clearer lines of authority should increase citizen knowledge of the management
and decision-making processes and increase their access to them. If the VCTC
Board or a similar successor assumed the role of a consolidated agency, or a
planning and funding agency supervising subordinate operating agencies, the
governing board would still consist of local officials who would be accessible as
they are today.

Under the operators proposal, people would communicate with the operations
and management of the services conducted under the Memorandum of
Understanding through the local officials of cities that are parties to the MOU.
Under the proposed Gold Coast Transit District, individuals and communities
would communicate with the GCTD governing board and management. VCTC
would not have a direct role in facilitating citizen input to these entities.

Would there be provisions for regional, subregional and local advisory
committee structures?

Under the full and moderate consolidation options, alternatives discussed and
recommended by the Steering Committee include local and sub-regional input
structures, and cities could also maintain local advisory bodies. Under the
operators proposal the operating entities would determine advisory structures.

How would local jurisdictions be engaged, and what would be their role in
service decisions?

Under the full and moderate consolidation options, decisions would be made at
the regional level, but still tailored to local needs with local input. Decisions
would be more localized with independent operating entities under the operator
proposal.
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Impact

Would there be mandates on local jurisdictions for funding participation, levels
of service or other performance?

Under full and moderate consolidation options, local funding or service
enhancements would be encouraged, but there will be no required local
participation or funding contributions (and no authority to require them). The
proposed GCTD would typically not have legal authority to do so either, and the
MOU cities could determine such enhancements for themselves.

What would be the effect on for represented employees, including role of
unions, and what transition plans would be needed?

There are numerous rules and regulations to be followed, and a fairly complex
transition can be anticipated. Organizational and employment transitions have
been successfully implemented in many other jurisdictions, and there appear to
be no inherent obstacles to doing so with any of the proposed organizational
structures.

How would service and funding levels be balanced throughout the county?

VCTC has a track record of county-wide balance that should not change with a
consolidated organizational structure. Under the operators proposal, VCTC
would continue to have a role in allocating county-wide and discretionary
funding but would not have a direct voice in service levels, which would be
determined by the GCTD and the MOU.

Further discussion of policy and operational outcomes, more specifically oriented to the
operators proposal, is included in the “Organizational Alternatives Considerations”

matrix beginning on page 38 of this report.
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VIIl. Operators Proposal

The “operators proposal” was developed by a subgroup of the operators including
Gold Coast Transit, Moorpark, Simi Valley, and Thousand Oaks. VCTC staff was invited
to participate in the meetings on behalf of VISTA but did not actively participate in
development of the proposal. County staff also participated in the meeting but the
County was not signatory to the proposal. This proposal was presented to the Steering
Committee on January 13, 2012. This operational concept is presented in more detail in
Appendix VIII. The basic concepts are:

e Create a Gold Coast Transit District to serve West County communities,
including Heritage Valley (Santa Paula, Fillmore and Piru) with the District
claiming TDA in West County

e Transition VISTA service (with the exception of VISTA East) to the new District
e Create an MOU to govern service coordination in East County

e Allow East County cities (Camarillo, Moorpark, Simi Valley and Thousand Oaks)
to file for TDA Article 8 purposes (for streets and roads) if there are no unmet
transit needs

While this proposal bears some relationship to the “Hybird Moderate Consolidation
model”, it varies significantly in that it calls for the more informal structure of a
Memorandum of Understanding (MOU) to implement the East County service concept.
In addition, the proposed operating entities would not be subordinate to VCTC.

Final Proposal as Presented to the Steering Committee

The operators presented a consensus proposal signed by management representatives.
Signatories included the city managers of cities responsible for operating transit
systems. The Gold Coast Transit General Manager signed the proposal on behalf of
communities served by Gold Coast Transit. VCTC as the operator of VISTA and the
County of Ventura did not sign the proposal. As explained by the operators, this
proposal was intended as a framework and would require further development and
resolution of specific details. The full text of the operators proposal (including the
Guiding Principles) is presented in the letter in Appendix VII. Essential concepts include:

o Separate West County and East County Models: A Gold Coast Transit District
would be created to serve West County, including Heritage Valley, and a formal
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Memorandum of Understanding (MOU) would be established in East County for
operation and coordination of bus and ADA services, fares and hours of service.

VISTA Service Transition: VISTA service (with the exception of VISTA East)
would be transitioned to the new Gold Coast Transit District. VISTA services, with
the exception of VISTA East will be transitioned from VCTC, with the expectation
that Gold Coast Transit District would operate most or all of the service under

contract.

TDA Allocation: TDA would be apportioned to the Gold Coast Transit District in
West County. TDA would be returned to individual jurisdictions in East County
(unless individual jurisdictions chose to join the District).

Certain Exclusions from SB 716 Requirements: Cities outside the Gold Coast
Transit District (initially all East County cities) would be allowed to continue to file
claims for Article 8 purposes (use TDA for streets and roads as long as there are
not unmet transit needs that are determined to be reasonable to be meet under
the existing TDA Article 8 process).

The operators proposal was accompanied by recommended Guiding Principles for a
Regional Transit Plan:

1.

It is the fundamental right of local agencies to determine how to provide local
services.

Existing TDA farebox requirements do not adequately account for the impacts of
federal regulations and a lower farebox ratio should be proposed.!

Transit funds locally generated (such as TDA and FTA funds) must be distributed
to and controlled by the local agency.

Consolidation of local ADA and DAR operations into no more than two regions is
a desirable outcome.

Steering Committee Recommendations on Proposal

After discussion with the operators, VCTC staff and the consultant team, the Steering
Committee recommended the following:

! Subsequent to presenting their proposal, all operators have agreed that this is no longer an issue to be addressed in
the Operators' Proposal but, as an issue for operators statewide, would be addressed at a later date.
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¢ Include Customer Focus as a top priority in any Guiding Principles
e Express consensus support for the operators’ structural proposal
e Further consolidation would be pursued at a future undetermined date

An open question remained as to the operators’ proposal for use of TDA for street and
road purposes, especially as it relates to a possible Commission position on seeking
amendment to SB 716's provision that TDA is to be used exclusively for public transit in
Ventura County starting in July 2014.

IX. Commission Direction and Recommendations

At the March 2, 2012 VCTC meeting the Commission received a report on the operators
proposal and Steering Committee direction. After extensive discussion, the

Commission acted to: “Support the Operators proposal in concept with the
understanding that all cities would have flexible use of TDA funds and further discussion
of Heritage Valley Service would take place before a proposal is brought back to VCTC
on April 13th with the specifics fleshed out and with the recognition that the concept of
full consolidation will continue to be discussed as a long term goal. Staff was directed to
work with City Managers to flesh out specifics.”

X. Considerations for Moving Forward

Impact on VISTA Funding and Operations

Subsequent to the March 2 VCTC meeting VCTC staff and the consultant team met with
the operators, and VCTC staff met with the City Managers, to discuss several issues that
have developed based on the VCTC action.

For example, the organizational model approved would affect service delivery by
transitioning the responsibility for VISTA operations. Since VISTA is the major provider
of interjurisdictional connector, intercounty commuter and Heritage Valley local service,
a key area of discussion has been the future of VISTA and sustainability of this service
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given anticipated shortfalls in funding. As of late March, the following proposed
agreements have been developed between the jurisdictions and VISTA:

Operation of VISTA service would transition over time to Gold Coast Transit and
East County once the District has been created and the MOU has been finalized
and is in operation. Transition of VISTA services to GCTD
operation/management would be dependent on individual agreements being
executed with the Santa Barbara County Association of Governments (SBCAG)
for the Coastal Express, CSUCI for the University Shuttle services, and local
agencies outside of the GCTD area for the local shares of the VISTA operating
costs.

VISTA would continue to be a contract operation for the foreseeable future.

VISTA and Heritage Valley service levels would be maintained (“made whole”)
and, if possible, improved incorporating use of VCTC discretionary STA funding
and Federal Transit Assistance funds from the Thousand Oaks UZA which are not
attributable to the service or population of the Cities of Moorpark and Thousand
Oaks.

Implementation Issues to be Resolved

Through the discussion of the West County/East County proposal, certain policy,
operations and funding issues have been identified for resolution. While these issues
have been a source of continuing discussion among the operators, VCTC and the
consultant team, progress is being made. The initial implementation questions and
issues are presented in the following table.
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Organizational Alternatives Considerations

GOVERNANCE

Original Study Models

Status Quo /
Collaboration

Moderate
Coordination

Moderate
Consolidation

Full
Consolidation

January, 2012
Operators Proposal and
Outcomes

Issues In Operators
Proposal for Future
Resolution

Distributed
among entities
who have varying
governance
structures (e.g.
RTPA, JPA, City
Council, VISTA
Committees)

Generally
distributed but
centralized for
individual issues
(e.g. Coordinating
Committee for
ADA paratransit)

At least two
managing boards
(e.g. one for
planning, one or
more for
operations).

Countywide
central entity
including fully
centralized
staffing

VCTC as Regional
Transportation Planning
Agency (RTPA)

Gold Coast Transit District
in West County and
Heritage Valley

Individual operators with
MOU for service
coordination in East County

Role and responsibilities
of VCTC

Gold Coast Transit
District board
composition

Governance of ADA
paratransit operations —
East County, West
County and Countywide

Role of Gold Coast
Transit District in
Heritage Valley
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Original Study Models

Status Quo /
Collaboration

Moderate
Coordination

Moderate
Consolidation

Full
Consolidation

January, 2012

Operators Proposal and

Outcomes

Issues In Operators
Proposal for Future
Resolution

Primary financial
decisions made
by individual
agencies

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

Some funding
directly to
individual entity

IfSB 716 is
implemented
without change,
all TDA funds
must be used for
transit. This will
be disruptive to
some cities

Primary decisions
made individually

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

Some reallocation
of funds may be
required to support
coordinated
functions

Different types of
funds controlled by
each entity

Some collaboration
of funding requests
likely for larger
projects

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

Some reallocation
of funds may be
required to support
consolidated
functions

Consolidated
functions could
result in greater
efficiencies and
effectiveness

Receives and
manages all
funding for public
transportation

Can bond for
funding or pursue
tax levies

Some
reallocation of
funds may be
required to
support
consolidated
functions

Consolidated
functions could
result in greater
efficiencies and
effectiveness

VCTC responsible for
discretionary funds

All cities would retain the
option to use TDA funds
for streets and roads.
Cities could also provide
TDA funds to Gold Coast
Transit District as some
do now*

* Reflects change from
operators proposal by
VCTC 3/3/2012

Arrangements for joint
procurement

Potential remaining
east/west imbalance
between level of
funding and needs

Continued discretion
for cities to use TDA
for streets and roads is
dependent on
amendment to SB 716.

Performance standards
for discretionary funds
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Original Study Models

Status Quo /
Collaboration

Moderate
Coordination

Moderate
Consolidation

Full
Consolidation

January, 2012
Operators Proposal and
Outcomes

Issues In Operators
Proposal for Future
Resolution

Individual agency
and operator
plans

Some
collaborative
planning based
on regional plans
and other joint
efforts (e.g. inter-
agency transfers,
VCTC programs)

Primary planning is
still done locally,
but coordinated
planning required
for specific
coordinated
agreement projects

More joint
planning occurs
(e.g. overall long-
range planning
responsibility of
planning agency),
but each operating
agency does own
planning

Conducts all
long-range,
short-range and
operational
planning

ADA services provided
by no more than two
entities

VCTC conducts long-
range planning.

Gold Coast District
performs own service
planning

East County cities plan
own systems under MOU
agreement

Planning and funding
for ADA paratransit in
East County

Planning for
coordination and
services for ADA
between East and West
County

Planning for VISTA
services between East
and West County and
into Los Angeles and
Santa Barbara Counties

Extent of VCTC
involvement in level of
service and countywide
coordination
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Original Study Models

January, 2012 Issues In Operators

Status Quo /
Collaboration

Moderate
Coordination

Moderate
Consolidation

Full
Consolidation

Operators Proposal and

Outcomes

Proposal for Future
Resolution

Mix of individual
operations,
including
contract and in-
house

Some
collaborated
opportunities for
transfers, joint
use of facilities,
etc.

Coordination for
specific projects
(e.g. countywide
ADA Paratransit)
could expand to
more agencies --
and projects if
successful such as
call center,
procurement, etc.

Possible
efficiencies/cost
savings from
consolidated
operations
consolidated under
operating entity or
entities (e.g. one or
two Districts
directly operate
and/or contract for
operations)

May be limited
number of
continuing
individual local
operations in cities

Possible
efficiencies/cost
savings from
consolidated
operations, with
directly operating
and/or
contracting for all
public
transportation
services

Gold Coast District
Operates all service for

member jurisdictions and

assumes operation of
VISTA (except VISTA
East)

East County cities
operate own systems
and operate VISTA East
under MOU

Potential for continued
and/or expanded
contract operation
(e.g. VISTA, ADA
Paratransit)

Operating
responsibility for ADA
service between GCTD
and East County MOU

Nature of Gold Coast
Transit District
arrangements with
non-member agencies
for continued VISTA
service (e.g., SBCAG
and CSUCI)

41




RFP# 20-914

Appendix A: Regional Transit Study, 2012

COMMUNICATIONS, MARKETING AND FARES

Ventura County Regional Transit Study

Final Report

Original Study Models

Status Quo /
Collaboration

Moderate
Coordination

Moderate
Consolidation

Full
Consolidation

January, 2012

Operators Proposal and

Outcomes

Issues In Operators
Proposal for Future
Resolution

Some centralized
information and
marketing

Central ADA
paratransit
eligibility

Combined
marketing and call
center could
improve customer
satisfaction by
having a single
source for
information

Broader
communications
and marketing
responsibilities
coordinated
between managing
entity and District(s)

Countywide
entity has all
communications
and marketing
responsibilities

Communications and

marketing
responsibilities

coordinated between

VCTC, Gold Coast

District and East County

operators.

Role of VCTC in
countywide
communications,
marketing and fare
coordination

Resolution of disparity
of fare and eligibility
requirements among
operators
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Operator Response to Implementation Questions

The operators are making progress in responding to these issues and further work is
being done in parallel with submittal of this report to the Legislature. The initial
operator response to implementation questions and requests for specifics on the
proposed creation of a Gold Coast Transit District and the East County MOU is
included in Appendix VIII.

Xl.  Conclusions and Next Steps

As the RTPA and operator of VISTA, VCTC will continue to have an integral role in
development of a more customer-focused, coordinated and consolidated transit system
in Ventura County. With final Commission action to forward this report to the
Legislature, the operators and VCTC intend to implement the model presented in the
operators proposal with potential for further consolidation of services. Gold Coast
Transit will take further steps to create a transit district. This will include identifying a
sponsor to carry forward the legislation needed to create a transit district.

As detailed in the letter of response from the operators, East County operators intend
to develop the MOU for further coordination and potential future consolidation of
services. A timeline has not yet been developed for the MOU and specifics, including
arrangements for operation of VISTA East and responsibilities for a one- or two-
operator ADA paratransit system.

VCTC staff will work with the operators on the needed funding, planning and
operational arrangements required for transition VISTA service upon creation of the
Gold Coast Transit District and transition VISTA East under the arrangements
designated in the East County Memorandum of Understanding.
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Technical Memorandum #1 — Operator Profiles
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2009 National Transit Database Operating Cost Data

City of City of
qulflar?s?fﬂ VISTA Simi Thousand
Valley Oaks

FIXED ROUTE
Number of Vehicles 39 25 8 6
Total Unlinked Trips 3,568,028 785,806 477,032 185,681
Annual Vehicle Rev. Miles 1,732,855 1,404,594 475,944 195,023
Annual Vehicle Rev. Hours 140,077 50,701 31,143 12,668
Operating Expenses $13,071,044 | $2,831,051 | $3,672,794 $945,836
Unlinked Pass. Trips/Vehicle Rev. Mile 2.1 0.6 1.0 1.0
Unlinked Pass. Trips/Vehicle Rev. Hour 25.5 15.5 15.3 14.7
Operating Expense/Unlinked Pass. Trip $3.66 $3.60 $7.70 $5.09
Operating Expense/Vehicle Rev. Mile $1.13 $2.02 $7.72 $4.85
Operating Expense/Vehicle Rev. Hour $93.31 $55.84 $117.93 $74.66
DEMAND RESPONSE
Number of Vehicles 19 13 12 12
Total Unlinked Trips 82,655 206,051 48,141 71,664
Annual Vehicle Rev. Miles 494,424 337,171 218,421 473,019
Annual Vehicle Rev. Hours 38,192 29,670 17,974 33,704
Operating Expenses $2,483,714 | $1,143,865 | $2,233,037 | $1,430,194
Unlinked Pass. Trips/Vehicle Rev. Mile 0.2 0.6 0.2 0.2
Unlinked Pass. Trips/Vehicle Rev. Hour 2.2 6.9 2.7 2.1
Operating Expense/Unlinked Pass. Trip $30.05 $5.55 $46.39 $19.96
Operating Expense/Vehicle Rev. Mile $5.02 $3.39 $10.22 $3.02
Operating Expense/Vehicle Rev. Hour $65.03 $38.55 $124.24 $42.43
TOTAL OPERATING EXPENSES $15,554,758 | $3,974,916 | $5,905,831 | $2,376,030

The NTD was established by Congress to be the Nation's primary source for

information and statistics on the transit systems of the United States. Recipients or

beneficiaries of grants from the Federal Transit Administration (FTA) under the
Urbanized Area Formula Program (§5307) or Other than Urbanized Area (Rural) Formula
Program (§5311) are required by statute to submit data to the NTD. Over 660 transit
providers in urbanized areas currently report to the NTD through the Internet-based

reporting system. Each year, NTD performance data are used to apportion over $5
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billion of FTA funds to transit agencies in urbanized areas (UZAs). Annual NTD reports
are submitted to Congress summarizing transit service and safety data.

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

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

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

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

Case Studies: Organizational Design and Service Delivery

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

OCTA

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

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

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

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

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

MTS - San Diego

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

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

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

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

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

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

Summary

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

Agency Organization Structures

The Metropolitan Transit District (MTD) in Santa Barbara is an example of a typical
operating agency with a General Manager, four or five department heads, such as
operations, finance/administration, planning, and maintenance/fleet services and an
array of support services some related to process, such as accounting and HR, and
some related to service, such as supervisors and marketing/outreach coordinators.
Similar to Gold Coast Transit and a number of other transit agencies, MTD contracts for
the provision of paratransit services. The most recent published organization chart is
presented below:
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Other agencies, such as Golden Empire Transit in Bakersfield, directly operate all
services, which can increase the number of employees required for direct operation and
maintenance perspectives as well as generating the need for additional support staff.
The most recently-published organization chart is presented below.

i GOLDEN EMPIRE TRANSIT DISTRICT ORGANIZATIONAL CHART
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A variation in structure would occur if, similar to NCTD, all of the bus and paratransit
services were contracted out. In this option, the organizational responsibility shifts from
direct operation to managing and monitoring the contract operations, as indicated
below. In this example, many of the administrative functions related to operations, such
as HR and procurement, have been streamlined, since those functions are primarily the
responsibility of the contract operators. This is the most recently-published
organization chart:

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

City Manager Letter and Response
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Appendix VII.

Operator Proposal
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Appendix VIII.

Operator Response to Implementation Issues
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LAFCO 2018 Municipal Service Review Section for Ventura County Cities on
Regional Transit

In February of 2018 the Ventura County Local Agency Formation Commission (LAFCO) prepared a
Municipal Service Review (MSR) for each of the Ventura Counties Cities. Government Code provides that
in order to determine or update a sphere of influence, LAFCO shall prepare a MSR and make written
determinations relating to the following seven factors:

1. Growth and population projections for the affected area.

2. The location and characteristics of any disadvantaged unincorporated communities within or
contiguous to the sphere of influence.

3. Present and planned capacity of public facilities, adequacy of public services, and infrastructure needs
or deficiencies including needs or deficiencies related to sewers, municipal and industrial water, and
structural fire protection in any disadvantaged, unincorporated communities within or contiguous to the
sphere of influence.

4. Financial ability of agencies to provide services
5. Status of, and opportunities for, shared facilities.

6. Accountability for community service needs, including governmental structure and operational
efficiencies.

7. Any other matter related to effective or efficient service delivery, as required by Commission policy.

Regarding Section 7, LAFCO determined that “opportunities for better regional coordination of transit”
was a matter related to effective or efficient service delivery. The following analysis was included in the
MSR for each City in Ventura County. While the attached excerpt from the MSR references Thousand
Oaks, the same information was included for each City (with the exception of Port Hueneme, which was
not included in the MSR’s for 2018).
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g. Any other matter related to effective and efficient service delivery, as required by
commission policy. [§ 56430(a)(7)]

Opportunities exist for better regional coordination of the many transit services within
the County. The following discussion includes a summary of existing public transit
services within Ventura County, current public transit inefficiencies and limitations on
regionalization, progress toward public transit coordination, and opportunities for
further public transit coordination. Some cities prefer to control and operate their own
transit systems in order to provide service focused on users within their jurisdictions;
however, the following discussion is based on the idea that a more coordinated,
regional perspective on public transit will result in improved service for public transit
users.

Existing Public Transit Services in Ventura County:

e The City of Ojai? and the City of Simi Valley each provide transit service, with City
employees operating and maintaining the vehicles.

o The City of Camarillo provides transit service by means of a contract with a private
operator (i.e., Roadrunner Shuttle).

e The City of Thousand Oaks provides transit service by means of a contract with a
private operator (i.e., MV Transportation).

¢ The City of Moorpark provides transit service by means of a contract with the City of
Thousand Oaks, which holds a contract for service with a private operator (i.e., MV
Transportation).

e Under a cooperative agreement amongst the County of Ventura, the City of Santa
Paula, and the City of Fillmore, the Ventura County Transportation Commission
(VCTC)? administers public transit service in and surrounding the Santa Paula,
Fillmore, and Piru areas of Ventura County (i.e., the Valley Express). The service is
provided by means of a contract with a private operator (i.e., MV Transportation).

e The County of Ventura contracts with the City of Thousand Oaks, which contracts
the service to a private operator (i.e., MV Transportation), for the operation of the
free Kanan Shuttle service between the unincorporated area of Oak Park and the
City of Agoura Hills. The service is provided fare-free as the required 20% farebox
recovery” required by the Transportation Development Act (TDA) is provided by

2 The City's transit service is limited to the Ojai Trolley which operates within the City, and the unincorporated
communities of Meiners Oaks and Mira Monte. The Ojai Trolley service operates within the GCTD service area, but
is operated directly by the City.

3VCTCis the regional transportation planning agency of Ventura County, and oversees a large part of the
distribution of public funds for transportation and transit within the County.

*TDA funding provided by the State to local jurisdictions may not exceed a certain percentage of the cost to
provide public transit service (i.e., 80% for urban areas and 90% for rural areas). The remaining percentage of the

Resolution
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local contributions from Ventura County Service Area No. 4, the Oak Park Unified
School District, and, most recently, the City of Agoura Hills.

Gold Coast Transit District (GCTD) provides local and regional fixed-route and
paratransit service in the cities of Ojai, Oxnard, Port Hueneme, Ventura and the
unincorporated areas of Ventura County. Service is provided on 20 fixed routes, with
a fleet includes 56 buses and 24 paratransit vehicles. GCTD directly operates its
fixed-route service and contracts its paratransit service to a private operator (i.e.,
MV Transportation).

The VCTC provides regional service, by means of a contract with a private provider,
which consists of the following routes: (1) Highway 101/Conejo Connection (serving
the section of Highway 101 between Ventura and the San Fernando Valley), (2)
Highway 126 (serving Fillmore, Santa Paula, Saticoy, and Ventura), (3) Coastal
Express (serving Ventura County and Santa Barbara County), (4) East County (serving
the Simi Valley, Moorpark, and Thousand Oaks area), (5)
Oxnard/Camarillo/California State University at Channel Islands Connector (serving
the Camarillo and Oxnard area), and (6) East/West Connector (serving Simi Valley,
Moorpark, Camarillo, Oxnard and Ventura, as of November 2017).

The ECTA was formed in 2013 through a Memorandum of Understanding (MOU)
amongst the City of Camarillo, City of Moorpark, City of Simi Valley, City of Thousand
Oaks, and the County of Ventura for the eastern portion of unincorporated Ventura
County. ECTA was formed to better coordinate transit services among these
agencies. In August 2015, ECTA initiated a service known as “CONNECT City-to-City”
which offers Americans with Disabilities Act (ADA) and Senior intercity dial-a-ride
service under a single paratransit system.> The City of Thousand Oaks administers
the service, which is contracted to a private operator (i.e., MV Transportation).

Current Public Transit Inefficiencies and Limitations on Regional Coordination:

According to the Ventura County Regional Transit Study (VCTC, April 9, 2012)®, public
transit within the County was found to be disjointed. Public transit service providers
have varying schedules (i.e., days and hours of operation, frequency of buses
(headways)), and fares (including different eligible ages for senior fares (e.g., a lower
qualifying age for seniors in the City of Camarillo)), and maintain separate websites

cost (i.e., 20% for urban areas and 10% for rural areas) must be covered locally through some other means, known
as “farebox recovery.” Note that funding sources other than rider fares may qualify as “farebox recovery.”

5 The City of Camarillo does not participate in the CONNECT service because: (1) the City already provides regional
ADA and Senior intercity service throughout the East County ((this enables the City to provide senior service to
more riders within the City by allowing a lower qualifying age limit of 55 years (rather than 65 years)), and (2)
Camarillo ADA and senior riders have the benefit of using just one dial-a-ride system for both local and regional

service.

% The study included consultation with VCTC commissioners, city managers, local public transit providers, and the

public.

Resolution
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and bus books. No single agency or website provides a complete guide for public

transit users who wish to plan interagency trips. The study concluded that “This

makes connections difficult and service confusing, especially for the infrequent or
new rider. While VCTC and the operators have attempted to improve connections
through coordinated fare media and scheduling software, progress toward truly
integrated service has been minimal.”

Limited access to non-TDA funding for transit restricts the ability of cities and other

public transit operators to increase revenue service hours and still meet TDA farebox

recovery requirements. Because of the minimal levels of service currently provided
in some areas of the County, regional travel times are often lengthy and
opportunities for passengers to connect between buses are few. Shorter headways
and total trip times depend on increased transit funding under the current funding
distribution structure or a different method of distribution for the County’s transit
funding. Inability to access funding for transportation also limits implementation of
improvements for fleet expansions, pedestrian infrastructure, and street lighting.

While some of the individual transit-serving agencies have made efforts to improve

coordination among systems (e.g., through the formation of the GCTD (formed in

2013), and the ECTA (created in 2013)), public transit in the County overall is divided

into separate, often unrelated, transit systems. The Ventura County Regional Transit

Study acknowledged the challenges in establishing a coordinated system, including

the fact that Ventura County consists of “widely spaced, diverse communities and

centers where geographic areas do not share common economic, social, and
transportation service values.”

While itis the intent of ECTA to move toward further consistency and regionalization

of services in the eastern portion of Ventura County, the existing local transit

programs of two ECTA member agencies are limited in their ability to fully
participate in the regional ECTA programs:

o The City of Simi Valley operates fixed route transit service using City personnel
and City-owned equipment.

o The City of Camarillo receives contributions from local funding partners (e.g., the
Leisure Village retirement community for residents age 55 and older). For the
purposes of City of Camarillo public transit, riders aged 55 and older qualify to
ride as senior fares, whereas 65 is the qualifying age for seniors on other transit
systems.

Senate Bill 325 (1971) established State transit funding (TDA funding) for the

purpose of directly supporting public transportation through the imposition of a %-

cent local sales tax beginning in 1972. An exception was included for rural counties

(i.e., counties with populations of fewer than 500,000, based on the 1970 U.S.

Census), in general, to also allow use of the funding for local streets and roads if the

transportation planning agency finds that there are no unmet transit needs.

Through Senate Bill 716 (2009), the law was modified, and specified that the

Municipal Service Review Report — City of Thousand Oaks
February 21, 2018
Page 8 of 12
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exception now applied to: (1) rural counties (i.e., counties with populations of fewer
than 500,000 (based on the 2010 U.S. Census), and (2) cities within urban counties
(i.e., counties with populations of 500,000 or more, based on the 2010 U.S. Census)
with populations of 100,000 or fewer. Ventura County has a population of more
than 500,000 and therefore qualifies as an urban county; however, several of its
cities are eligible to use TDA money for streets and roads projects, provided that
they: (1) have a population of 100,000 or fewer, (2) are not within the GCTD service
area, and (3) do not have an unmet transit need. Because Ventura County cities
with populations of more than 100,000 are restricted to using all their TDA money
for public transit purposes regardless of the extent of need for public transit, these
cities cannot use TDA funding for streets and roads projects.

Progress Toward Regional Coordination of Public Transit:

On October 3, 2013, Governor Brown signed into law Assembly Bill 664, which
formed the GCTD to include five members: four cities and the County. AB 664 also
authorized the remaining cities in Ventura County to request to join the GCTD in the
future. Prior to the formation of the GCTD, local TDA funding for operating costs
and capital projects was provided to Gold Coast Transit (operating as a Joint Powers
Authority (JPA)) by its member agencies, allocated by a formula based on the
percentage of revenue miles of transit service provided within each participating
jurisdiction. As a district, GCTD has the ability to implement service improvements
and meet the public’s transit needs from a systemwide perspective, and distributes
TDA funds to its members for transit-related purposes such as bus stop construction
and transit-related maintenance needs. Following the formation of the District, the
GCTD also adopted the following planning documents to further improve the
delivery of service to GCTD members: GCTD Service Planning Guidelines (Adopted
February 2014), Bus Stop Guidelines (Adopted June 2015), Short Range Transit Plan
(Adopted November 2015), and Fleet Management Plan (October 2016).
Additionally, in May 2017, GCTD began construction of a new Operations and
Maintenance Facility in the City of Oxnard. Once built, the 15-acre facility will allow
GCTD to maintain a fleet of up to 125 buses and will include an administration and
operations building, an 8-bay maintenance and repair building, a compressed
natural gas (CNG) fuel station and bus wash. The facility is scheduled to open in the
fall of 2018.

GCTD’s Short Range Transit Plan identified recommended service improvements
such as implementing: (1) additional service to Naval Base Ventura County in Port
Hueneme, (2) express service between Oxnard and Ventura, and (3) increased
service frequencies on its core routes. While funding for these improvements is not
in place, service improvements could potentially be funded through the Federal
Transit Administration (FTA) (FTA Section 5310/5307 program).

Resolution
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ECTA is the result of greater awareness for the need to improve coordination
amongst transit systems in the eastern portion of the County, and has initiated
programs to simplify interjurisdictional trips for riders in the eastern portion of the
County (e.g., CONNECT City-to-City). The cities of Moorpark, Simi Valley, and
Thousand Oaks are each in various stages of completing strategic plans for transit,
including improved regional coordination with regard to hours of operation, route
schedules and connectivity, fares, senior age criteria, and consistency of policies.
Technological advances have provided opportunities for improved regional trip-
planning resources for riders. GCTD, VCTC, and Thousand Oaks Transit have
schedules available on Google Maps. By the end of FY 2017-18, information about
other fixed-route transit services countywide is expected to be available on Google
Transit (a web application that assists riders in accessing transit schedule
information and planning public transit trips). GCTD launched Google Maps Online
Trip Planner in 2014, and recently launched a mobile ticketing application.

Transfer agreements and fare media (GO Ventura 31-day pass) including the
installation of the GFI Genfare system on all transit vehicles have helped improve
coordination between systems. However, fare discrepancies and fare policies still
need to be addressed.

VCTC’s Coordinated Public Transit — Human Services Transportation Plan (April 2017)
identifies strategies to address gaps or deficiencies in the current public transit
system in meeting the needs of senior, disabled, and low-income populations in
Ventura County. One of the strategies identified in the plan is the implementation
of a countywide “one-call/one-click” transit information center intended to simplify
and improve trip-planning and access to information about public transit services.
Funding has not yet been identified for this service, but the service could potentially
be funded through the FTA.

Opportunities for Further Regional Coordination of Public Transit:

Resolution

It is clear that constraints to regionalizing public transit exist within Ventura County,

and that local jurisdictions have identified opportunities (and implemented some

improvements) with respect to local public transit. The City may wish to continue its

dialogue with the County and the other cities to further improve connectivity within

Ventura County and simplify customers’ public transit experiences, including (but

not necessarily limited to) the following discussion topics:

o Identify one agency as the regional transportation authority to oversee and
implement the majority of public transit within the County;

o Encourage cities that are not currently members of the GCTD to request to join
the GCTD, or contract with GCTD for some or all of their planning or operational
needs; or

Municipal Service Review Report — City of Thousand Oaks
February 21, 2018
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¢ Establish a new transit district that would complement the GCTD’s service area
and provide service within areas not currently served by the GCTD in the East
County (the formation of ECTA was a step toward potentially realizing this
opportunity in the eastern portion of Ventura County).

Resolution
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