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Why Study Transit Integration?

 TIES was initiated by Commission discussion in summer 2020
» Impacts of COVID-19 pandemic on transit ridership and finance

» Underscored race and equity issues nationwide, and challenges for
‘essential workers’ and general public to access jobs and services
without a car

» Ridership nationally has been falling despite growing population and
strong economy

» Challenges facing transit have only increased
» Inflation and escalating costs, fewer contractor bids
 Increased congestion and more competition with transit
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TIES Background

 Similar study previously in 2010-2012
« Some changes followed, including formation of GCTD and ECTA

 Current study began in 2021
« Examined data about every transit service in Ventura County
» Held six “operator working group” sessions
 Interviewed Commissioners
» Interviewed staff and city managers
 Collaborated with “Coordinated Services Plan”
 Focus group outreach for critical rider groups
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Consultant Role in the Study

 Help all project partners understand the big picture

- I[dentify potential strategies that are contextually appropriate
 Evaluate likely outcomes of three different alternatives
 Advise on next steps towards selection and implementation

What processes, practices and policies
can be better coordinated or
integrated to improve outcomes for
riders and/or free up limited resources
to expand our capacity?
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Can Integration Improve
Transit Service and Rider
Experience in Ventura
County?
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What are the Issues?

« Except in Gold Coast’s district, each community has a self-
administered local service, plus VCTC intercity service

 Together these services do not form a strong regional network

 Highly local focus on service delivery limits interest in improving
regional connectivity
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What are the Issues?

 Paratransit, dial-a-ride, and microtransit are growing
 Interagency agreements improving passenger experience
« Still barriers to providing interagency service

» Difficult to achieve greater efficiency without integration
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What are the Issues?

 Wide variation between communities in
 Rider policies
 Fares and passes
 Program eligibility
 Quality of published information
* Online presence

» Variation can reflect “local community” but can also hamper
interoperability and connectivity
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What are the Issues?

 "Behind the scenes” issues
» Increased expenses
» Less competitive contracts
 Driver retention and employer competition
» Changing local priorities
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Approaches to Integration

> he (O

Communication Coordination Collaboration Consolidation

Adapted and modified from North Carolina Department of Transportation (NCDOT) Statewide Regionalization Study Final Report, 2012.
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Recommended Actions/Strategies

» Improve financial resilience by coordinating administrative
functions

 Centralize demand-response call-taking and scheduling
* Align rider policies, fares, and eligibility
 Standardize surveying, marketing, and online presence
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Alternatives Summary

Integrating recommended actions and strategies into delivery
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Approach to Alternatives

» Created three scenarios ranging from
» Mostly collaborative
» Partial consolidation along functional boundaries
» Full consolidation to a county-level agency

 Other variations and alternatives are possible

» Alternatives provide framework for stakeholders to respond to
and adapt moving forward

. . . =
Ventura Transit Integration & Efficiency Study .i N



Alternative 1

 Subregional consolidation of demand-response service

 Increased and formalized interagency coordination
* Fixed-route service planning
« Group procurements and operating contracts, where possible
» Standardize rider policies
» Regional marketing, surveying, institutional partnerships
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Alternative 2

» Creation of a countywide demand-response agency
* Includes all paratransit and dial-a-ride programs
» Probably housed within another agency initially

 Subregional consolidation of fixed-route service into two
agencies
» Gold Coast Transit + Camarillo, Ojai, Valley Express, VCTC (bus)
« Thousand Oaks + Kanan Shuttle, Moorpark, Simi Valley

» Three agencies simplifies coordination, focuses all staff on
“transit” and subregional responsiveness

. \éCTC remains as RTPA, transfers all bus operations to Gold
oast
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Alternative 3

« All public transit services integrated into Gold Coast Transit
District

 Board structure of GCTD changes to accommodate a more
regional makeup

» Most operating bases (Thousand Oaks, Simi Valley, Ojai, Valley
Express) would remain as operating divisions

« VCTC remains as RTPA, transfers all bus operations and transit
planning to Gold Coast
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Alternatives Comparison

* Alt 1 requires an action plan and At A2 A3
VOl u nta ry CO m m itm e nt to How it improves passenger experience (™
d eve | O p i m p rove m e ntS How it reduces operating and capital costs (B

° Alt 2 balances riSk by relying On How it integrates existing operating systems (B
existing partnerships, creates
subregional platform for change

How it enhances regional service coverage (B

How it provides more community-
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« Alt 3 is ambitious with the eponiv nd sqtabe ot soce
greatest ability for the resulting Risks and chllenges of this approach
agency to enact regional implamentation Complexiy o
change, but the most difficult to
execute
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Sheet1

				Alternative 1				Alternative 2				Alternative 3

		Name		Subregional Demand-Response Consolidation and Increased Agency Coordination				Countywide Paratransit, and Subregional Fixed-Route Consolidation				Full Consolidation

		Consolidation Level		Limited. Consolidate East County demand-response services into ECTA as a new, formalized organization. All other agency-cities retain administrative control of fixed-routes. 				Moderate. Consolidate all demand-response into a new countywide agency. Consolidate fixed-route operations by geography with Simi Valley, Thousand Oaks, Moorpark, and VCTC East County Route becoming an east county transit agency, and all other services being consolidated with Gold Coast Transit District. 				Maximum. Consolidate all transit operations into Gold Coast Transit District. VCTC remains with RTPA/Transportation Commission functions. 

		Key Actions		Formalize ECTA as a JPA to provide all demand-response type service in East County on behalf of participating communities				Consolidate East County fixed route services into an independent subregional transit agency following a JPA or district-model (like Gold Coast). 				Consolidate all transit operations in the County into Gold Coast Transit District.

				Consider additional integration of Camarillo demand response service into Gold Coast.				With consolidated East County operations, explore subregional network redesign to enhance connectivity.				With all operations consolidated, explore countywide network redesign to enhance connectivity by providing a frequent backbone subregional network.

				Implement a centralized call-taking and dispatching center serving all three demand-response operations.				Integrate Camarillo Area Transit, VCTC Intercity and Valley Express into Gold Coast Transit District. Board would be revised to include represenatatives from added communities.				Integrate consolidated demand response actions with the Coordinated Services Plan to improve vehicle utilization and decrease operating subsidies.

				Standardize paratransit and DAR rider and operating policies across agencies				With consolidated West County/Santa Clara Valley operations, explore a subregional network redesign to enhance connectivity.				Develop subregional service councils for local service advisory; similar funciton to TRANSCOM. Maintain VCTC presence at all to provide linkage between regional planning and local travel demand.

				Utilize TRANSCOM more intentionally and regularly for regional service planning and coordination to maintain connections and expand regional offerings				Shift all paratransit and dial-a-ride services to a new countywide operator with single call/dispatch center. 				Conduct a comprehensive regional travel demand analysis with VCTC in combination with a countywide service planning study to examine a regional restructuring of service; in combination with demand-response strategies.

				Conduct a comprehensive regional service planning analysis to examine how alterations to all routes could create a network that serves both the regional travel demand and local circulation				Relocate VCTC Intercity assets and maintenance to Gold Coast facility.				Integrate consolidated demand response actions with the Coordinated Services Plan to improve vehicle utilization and decrease operating subsidies.

				Consolidate fixed route operating contracts only (agencies remain independent otherwise), presumably split geographically, with 1-2 entities managing the procurement				Integrate consolidated demand response actions with the Coordinated Services Plan to improve vehicle utilization and decrease operating subsidies.

		How it improves passenger experience		Incremental. Moderate improvements for demand-response riders resulting from centralized call-center and simpler inter-regional trips. Long-term benefits for fixed-route riders as interagency coordination leads to better route connections. More welcoming for all first-time customers with more centralized/regional customer service, unified marketing and web presence. More uniform customer experience through coordination to align rider policies. 		1		Significant. Improvements for demand-response riders from single countywide operator, simplifying long-distance trips. Improvements for fixed-routes by providing a better subregional network. Increased operating efficiency could lead to reinvesting in better inter-regional services. More consistent passenger experience across subregions and likely the county at large. More welcoming for first-time customers with more consitent customer service, unified marketing and web presence.		3		Significant. Improvements for demand-response riders from single countywide operator, simplifying long-distance trips. Improvements for fixed-routes by providing a better subregional network. Increased operating efficiency could lead to reinvesting in better inter-regional services. More consistent passenger experience across the county. More welcoming for first-time customers with more consitent customer service, unified marketing and web presence.		4

		How it reduces operating and capital costs		Incremental. Some cost efficiency from consolidation of paratransit operations with incremental reduction in administrative redundancy, increased efficiency in dispatching. Better coordination and opportunities to align contracts and procurements provide incremental cost efficiencies. 		1		Moderate to significant. Increased administrative efficiency through subregional consolidation; streamlines reporting, procurement, dispatch, planning, and other activities. Improved demand-response efficiency through centralized scheduling and trip assignments. Incremental benefits for fixed route possible through redesign of subregional services to imrpove fleet utilization, transferability of staff. Cost savings can be reinvested to regional service network.		3		Moderate to significant. Maximum administrative efficiency through consolidation; streamlines reporting, procurement, dispatch, planning, and other activities. Improved demand-response efficiency through centralized scheduling and trip assignments. Incremental benefits for fixed route possible through redesign of subregional services to imrpove fleet utilization, transferability of staff. Cost savings can be reinvested to regional service network.		4

		How it integrates existing operating systems		Primarily coordination as an incremental step towards future consolidation. Formalizes ECTA as an agency based on existing operating experience. Coordination strategies can lead to more joint procurements, better route connections. 		1		Moderate to significant. Consolidates operating systems logically by region (fixed-route) and service type (demand-response), allowing remaining agencies to focus on core mission and separating from other city functions. Fewer points of coordination between transit agencies and other stakeholders. Builds on existing momentum of subregional coordination between east and west communities. 		3		Significant. Consolidates operation to county level, maximizing benefits of specialized transit agency. Coordination shifts from interagency to agency-community. 		4

		How it enhances regional service coverage 		Incremental. Relies on coordination activities, better use of TRANSCOM for scheduling and service development, and VCTC to continue its role in advocating for regional service based on analysis of demand. Without additional funding, any changes in frequncy or establishment or new routes unlikely. 		1		Moderate to significant. Subregions will have best balance of local service planning and opportunity to provide better regional service without requiring complex negotiations. Some localized efficiency gains could support increased subregional services. Still requires coordination for regional (cross-county) connectivity.		2		Significant. Countywide agency will be able to comprehensively plan a route network that serves local needs and easily coordinate schedules and transfers within a single system. Reinvestment from efficiency gains should bolster regional lines.		4

		How it provides more community-responsive and equitable transit service		Maintains focus on local service and administration. A centralized demand-response reservation system will help develop data to improve efficiency and make service more efficient over time. Little effect on equity. Little change to serve regional travel demands.		0		Moderate. Maximizes subregional responsiveness to needs. Countywide paratransit simplifies services for riders with the greatest need. Better opportunity to address equity subregionally but could fall short on improving connecivity for the most isolated and disadvantaged communities. Moderate improvement to serving regional travel demand by simplifying number of agencies planning routes and coordinating transfers or jointly operating cross-county routes.		2		Moderate to significant. Countywide paratransit simplifies service for riders with the greatest need. A single agency has the best ability to analyze and act on regional equity needs to improve connectivity for disadvantaged communities. Greatest potential to meet regional travel demand.		3

		Risks and challenges of this approach		Relying primarily on coordination could lead to slow or little change over time, particularly on improving regional connectivity. Relatively low incentive to make big, meaningful change. Least gain for cost efficiency.		3		Significant fiscal impact for cities currently flexing TDA funds for streets. Consolidation requires substantial negotiation and risks of labor agreements, fiscal liabilities.		1		Significant fiscal impact for cities currently flexing TDA funds for streets. Concern among subregions about redistribution of resources out of one region to the other. Consolidation requires substantial negotiation, risks around labor agreements and fiscal liabilities. 		0

		Implementation Complexity		Low. Develop Action Plan to formalize coordination, timeline for activities such as aligning contracts or procurements, align service planning and scheduling activities. Creation of paratransit call center requires agreements and partnerships but technically straightforward. Formalization of ECTA as operating agency likely simplified by continuing to house with TOT as legal/fiscal agent.		4		Moderate. Formalizing east county consolidation requires more substantial action to create separate agency and transfer activities from individual cities. Negotiation and resolution of fiscal impacts to cities will be challenging. West county consolidation relatively more simple rolling operations into GCTD. Creation of new county  demand-response operator similar complexity to east county fixed-route agency; requires more negotiation to bring all partners together. 		2		High. Although GCTD is legislatively appropriate for consolidation of all county services, negotiation with incoming cities, alterations to Board, fiscal impacts to cities will be challenging to resolve. Although agency would have countywide role, geography demands existing operating bases remain in place in near-term, meaning a unified agency culture will take time to develop. 		0

		Other Strategies

		Governance & Coordination		Conduct an annual day-long transit agency staff “retreat” to collaborate and share knowledge on service planning, operations, funding, etc.				Maintain TRANSCOM as a function of VCTC (neutral party) to coordinate between regional transportation planning, fixed route and demand-response agencies, with a focus on regional service coordination. 				VCTC supports countywide short/long-range service planning coordination by identifying regional travel demand needs and linkages between land use planning and transit; general bus service planning conducted exclusively by GCTD.

				VCTC as the RTPA takes a more direct role in Countywide service planning coordination by identifying regional travel demand needs and linkages between land use planning and transit				VCTC as the RTPA takes a more direct role in Countywide service planning coordination by identifying regional travel demand needs and linkages between land use planning and transit				Work with labor leadership regularly on how to align union objectives with improved rider outcomes and ensure employee needs are met in TIES strategies.

				Develop a training consortium for common skill sets, such as bus operator training and licensing, maintenance, dispatching, etc.				Work with labor leadership regularly on how to align union objectives with improved rider outcomes and ensure employee needs are met in TIES strategies.

				Work with labor leadership regularly on how to align union objectives with improved rider outcomes and ensure employee needs are met in TIES strategies.

				Work to combine as many procurements as possible

		Financial		Advocate for permanent change in TDA regulation to remove farebox recovery penalty				Advocate for permanent change in TDA regulation to remove farebox recovery penalty				Advocate for permanent change in TDA regulation to remove farebox recovery penalty. Prior analysis by VCTC suggests that a Countywide agency could insulate underperforming routes from farebox penalty, reducing financial risk to cities compared with existing conditions

				Advocate jointly for shifts in other state funding towards transit, consistent with statewide policies and goals to reduce VMT and GHG				Advocate jointly for shifts in other state funding towards transit, consistent with statewide policies and goals to reduce VMT and GHG

				Explore options for an alternative countywide tax measure to the TDA to provide additional transportation funds specifically for roads or transit				Explore options for an alternative countywide tax measure to the TDA to provide additional transportation funds specifically for roads or transit

		Physical Assets		Develop a coordinated countywide ZEB plan that considers cooperative procurement strategies, including joining the CALACT Purchasing Cooperative and ZEBRA working group, and shared  charging/hydrogen infrastructure [also has significant Financial implications]				Develop a coordinated countywide ZEB plan that considers cooperative procurement strategies, including joining the CALACT Purchasing Cooperative and ZEBRA working group, and shared  charging/hydrogen infrastructure [also has significant Financial implications]				Pursue shifting of VCTC Intercity operations to Gold Coast facility as part of ZEB transition for long-term cost savings. All other operating bases remain in place in the near-term.

				Transition to countywide cooperative purchasing including through CALACT, to make fleet more uniform and simplify availability of parts, transfer of maintenance and sharing of assets (setup for future consolidation)				Pursue shifting of VCTC Intercity operations to Gold Coast facility as part of ZEB transition for long-term cost savings.

				Pursue shifting of VCTC Intercity operations to Gold Coast facility as part of ZEB transition for long-term cost savings.

		Technology Systems		With demand response operators reduced to three (VCTC-Valley Express, GCTD, and ECTA) centralize call center, reservations, and trip assignments/dispatching.				Align performance management software for all agencies to produce reports in the same format expected from the recipient				Begin identifying contracted tech (software, leased equipment) renewal dates and phase out. Anticipate initial cost increase when consolidation requires replacing existing hardware to unify systems.

				Align performance management software for all agencies to produce reports in the same format expected from the recipient				Coordinate technologies between three remaining operations as a step towards future consolidation, and to maximize efficiency in purchasing and deployment of new technology.

				Provide a common service planning software to all agencies and coordinate service planning tasks between larger and smaller agencies 

		Fixed Route Service		Implement consistent route type classifications and performance metrics while allowing agencies to determine appropriate local performance standards and service design guidelines				Implement consistent route type classifications and performance metrics while allowing agencies to determine appropriate local performance standards and service design guidelines				Design subregional schedules with timed connections to regional routes; where possible, identify segments of local and regional routes that could be combined for improved efficiency and redirect revenue hours to improve frequencies or extend coverage.

				Increase existing regional route frequency to create a frequent backbone network				Increase existing regional route frequency to create a frequent backbone network				Increase existing regional route frequency to create a frequent backbone network

				Design route schedules with common headways and departure times at major transfer points and common endpoints				Design route schedules with common headways and departure times at major transfer points and common endpoints

				Expand Unmet Needs process beyond TDA requirements to improve the County's ability to identify opportunities for improved service that align with shared goals, such as through  equity-based analyses or land-use evaluations.				Expand Unmet Needs process beyond TDA requirements to improve the County's ability to identify opportunities for improved service that align with shared goals, such as through  equity-based analyses or land-use evaluations.

								Collaborate between east and west county to improve timed connections between Intercity routes and redesigned local/subregional services.

		Paratransit and Demand-Response		Develop standard paratransit and DAR rider and operating policies for all agencies over time, as a step towards future consolidation.				With single countywide demand-response operator, work towards better ride-matching and scheduling to combine multiple trip types, subsidies, to gain economy of scale and improve efficiency.				With single countywide demand-response operator, work towards better ride-matching and scheduling to combine multiple trip types, subsidies, to gain economy of scale and improve efficiency.

				As dial-a-ride services are rolled into the three consolidated demand-response operators, examine how technology and centralized call center can improve vehicle utilization, trip sharing, and cost efficiency of demand-response services.

		Customer Experience		Develop a standardized rider survey that all operators can use with the ability to add 1-2 customized questions. Otherwise survey should hold mostly constant year to year.				Develop a standardized rider survey that all operators can use with the ability to add 1-2 customized questions. Otherwise survey should hold mostly constant year to year.				Standardize rider surveying across county, measure at regular intervals, and incorporate feedback into planning and operations procedures.

				Develop a working definition for equity that addresses both regional and local travel needs, as well as shared goals among agencies				Develop a working definition for equity that addresses both regional and local travel needs, as well as shared goals among agencies				Develop a working definition for transit equity for the county that addresses both local and regional travel needs and initiatives to improve transit experience support those who need it most.

				Complete a countywide fare study to explore opportunities for simplifying fares, including exploring free fares, a regional Low Income Fare policy, and fare capping				Create a "Safe Routes to Transit" program that uses dedicated ATP funds to improve access to transit				Create a "Safe Routes to Transit" program that uses dedicated ATP funds to improve access to transit; under consolidation, this would be a partnership with VCTC and GCTD.

				Create a "Safe Routes to Transit" program that uses dedicated ATP funds to improve access to transit				Utilize LCTOP and new state funding sources to support countywide free or subsidized fares to increase ridership				Utilize LCTOP and new state funding sources to support countywide free or subsidized fares to increase ridership

		Marketing		Create a Marketing Subcommittee of TRANSCOM to discuss and coordinate marketing strategies and efforts				Develop uniform marketing materials and mapping services (potentially through a countywide contract). Consider designating a social media manager (or integrate with a countywide marketing staff strategy) to manage transit social media countywide				Develop staff positions focused on marketing, promotions, and institutional/business partnerships. Role/group should be shared with local government coordination.

				Consider designating a social media manager (or integrate with a countywide marketing staff strategy) to manage transit social media countywide				Cooperatively fund and fill a countywide role (and possibly attach to TMA activities) for transit marketing and communications with specific, countywide goals for promoting transit. 				Develop agency policy and culture around marketing/promotion in service of attracting ridership. 

				Develop uniform marketing materials and mapping services (potentially through a countywide contract). 				Create a uniform online presence for all agencies (all services use the same web template) with standardized copy for ride guides, fares and passes developed and maintained by a single agency

				Create a uniform online presence for all agencies (all services use the same web template) with standardized copy for ride guides, fares and passes developed and maintained by a single agency				Leverage VCTC staff to support employer/school/institutional partnerships that support all agencies

				Leverage VCTC staff to support employer/school/institutional partnerships that support all agencies
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				Alt 1		Alt 2		Alt 3

		How it improves passenger experience		1		3		4

		How it reduces operating and capital costs		1		3		4

		How it integrates existing operating systems		1		3		4

		How it enhances regional service coverage 		1		2		4

		How it provides more community-responsive and equitable transit service		0		2		3

		Risks and challenges of this approach		3		1		0

		Implementation Complexity		4		2		0






Alternatives Comparison

* Alt 1 likely has least benefit for cost efficiency,
protects city revenues for transit and roads

* Alt 2 could be more expensive than existing
initially due to creation of 1-2 new agencies,
will likely take some time to realize cost
efficiencies

* Alt 3 has greatest potential for administrative
cost efficiency and increases revenue to
transit through TDA, but has negative effect
for some city budgets
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Roadmap for the Future

 TIES defined the issues and practical strategies
to improve

» Alternatives provide a roadmap for how to
implement strategies

» Alternative 1 codifies actions mostly agreed-on
already, sets the stage for future integration
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Stakeholder Concerns
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Key Concerns and Issues

Funding - Partial or full consolidation should result
_ in cost efficiency
Funding

» Significant loss of road maintenance
Funding funds for certain cities

 Increased TDA to a countywide agency
benefits riders

 Uncertainty about outcomes, assumption
that TIES will result in greater expense
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Key Concerns and Issues

A regional agency « Camarillo Dial-a-Ride

will be unable or - Ojai Trolley

unwilling to maintain » Moorpark Microtransit

local/specialized - Most regional agencies

service operate specialized local
services
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Key Concerns and Issues

Consolidation will - “Do no harm” sentiment

result in reduction or - Regional agencies must balance

eIimination of different definitions of success
“underperforming” I;?re;lsrban and suburban/rural

service in smaller
* Not recommending major
communities service changes linked to TIES

 Resulting agency responsible for
evaluating all local and regional
service needs
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Consultant Summary Following TIES

* “"How to improve transit” is a broad subject
« Many strategies identified, but how to execute?
» These alternatives are not the only way to proceed

 In most cases, regions that have taken the “big swing” come
out far better for it, and rarely do integrations fall apart

« However, many regions study "TIES” for years without acting

. . . =
Ventura Transit Integration & Efficiency Study .i N



Next

Steps

« Commission to develop position
» Solicit public input
» Collaborate with represented groups

« VCTC
incluc

o Staff
 Stake

to conduct regional Short Range Transit Plan, which will
e TIES strategies

negin implementing “low-hanging fruit” actions

nolders develop working groups (finance, operations, etc.)

and legal counsel to proceed based on adopted alternative

(
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Questions?

FEHRA PEERS

NELSON
NYGAARD
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