THE INTEGRATION CONCEPT PLAN

As supporting documentation for the Ventura County Demand-Response Customer
Experience Plan, this Integration Conceptual Plan (ICP) provides background and
existing conditions analysis of the County’s demand-response services and the
implementation steps should the Commission and transit operators choose to
pursue the full integration of these systems. The Ventura County Transportation
Commission (VCTC) has explored integrating its nine public transit services, with a
focus on coordinating and consolidating demand-response programs, which cost
approximately $13 million in FY20/21 and provided 250,000 passenger trips. The
Transit Integration and Efficiency Study (TIES) evaluated multiple integration
scenarios, and in 2023 the VCTC recommended advancing Alternative 1 with the
continued study of Alternative 2, which includes demand-response integration. This
plan examines the potential creation of a countywide demand-response agency
encompassing all existing paratransit and dial-a-ride programs, along with the
subregional consolidation of fixed-route services across the County. The ICP
provides background, analyzes and establishes a path forward for integration should
the Commission elect to pursue it.

Nothing in this plan requires, mandates, or obligates any local jurisdiction or
operator to implement or participate in the proposed integration. Rather, this
document is intended solely as a conceptual framework and reference, serving as a
blueprint should the Commission and its partner agencies choose to revisit
integration in the future.

Foundation and Context for Demand-Response Integration

Ventura County’s TIES study “identified strategies to improve bus transit throughout
Ventura County that most improve passenger experience, reduce operating and
capital costs, and better integrate the existing systems” regarding its paratransit
services. The TIES study recognized that each community is operating its own
distinct transit services, while also identifying opportunities to support regional trip-
making and enhance connectivity through improved coordination and
interjurisdictional access.

As demand-response systems experience growth, the complexity of coordinating
trips across jurisdictional boundaries becomes more apparent, highlighting
opportunities to strengthen regional connectivity. Different characteristics amongst
operators such as rider policies, fares and passes, program eligibility and operating



technology can hinder the rider’s ability to navigate transit services across the
region.

Integration elements for demand response services under Alternative 2 include
integrated call center software and regional vehicle deployment (without
geographical boundary restrictions) to improve service delivery and cost efficiency,
as well as to facilitate more seamless long-distance travel throughout the region.

The DRIP provides a foundational framework for integration, building upon the
concepts established under Alternatives 1 and 2 and identifying implementable
strategies that consider the operational and financial implications of integration as
well as rider benefits.

Coordinated Public Transit-Human Services Transportation Plan
(Coordinated Plan), 2022 Update

The Coordinated Plan is another foundational study besides the TIES that defines the
need to improve the delivery of demand-response services in Ventura County.

The Coordinated Plan process focuses on mobility needs and gaps of older adults,
persons with disabilities, and persons of low-income, including youth, and military
veterans, as well as persons of limited English proficiency. Per the 2022 Coordinated
Public Transit-Human Services Transportation Plan, the County’s overall population
of 850,000 has been steady between 2014 and 2019, growing by just 1%. Projected
countywide population growth to 2040 is less than 5%, growing to just under
890,000 residents.

Through outreach activities conducted for the Coordinated Plan that included
interviews, meetings and surveying, the mobility needs and gaps identified
impacting demand response services or riders included the following:

9 Language concerns for Spanish-speaking households and their limited access
to technology in using public transportation — finding the ride, booking the
trip, paying the fare.

9 Door-to-door assistance to their front door, more than the curb-to-curb
assistance provided by demand response programs, reported as needed by
more frail riders.



9 Transferring more seamlessly across the county with better connections. This
is challenging due to long waits, concerns about safety and the reliability of
the transfer vehicle showing up.

9 Information dissemination to better assist target group members in
connecting with transit, with people unaware of Ventura County’s public
transportation network, particularly its demand response services. Information
is not always easy to understand.

q Demand response service improvements needed (reported by riders) include
reducing ride times, trip scheduling that reduces long wait times, and more
flexible and efficient trip scheduling processes.

1 More on-demand options, to provide more flexibility and convenience to
riders and prospective riders.

1 Highlighting 5310-eligilble projects, including volunteer travel training to help
connect potential riders with public transportation.

1 Budget adequacy concerns and difficulty in attaining sufficient passenger
farebox contributions.

Recommended strategies address policy, infrastructure, programs, and services.
Accessibility documentation, ADA vehicle procurement, and ADA administrative
processes were identified as high priorities with medium-level implementation
effort.

Table 1 Coordinated Plan Prioritized Strategies

Level of Implementation

Strategy Priority Category Effort

Document accessibility of all stations and

. High Infrastructure Medium
stops countywide

Continue standardizing and regularly updating
user information on existing countywide High Policies Medium
transportation programs and services

Continue procuring wheelchair-accessible

. High Infrastructure Medium
vehicles
Consolidate all ADA Paratransit Eligible . - .
Processes and Rider Databases High Policies Medium
Expand Travel Training High Programs/ Services Medium

Pilot On-Demand Medical Rides Medium Programs/ Services Medium
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Study Reduced/ Free Fare Programs

Study Volunteer Driver Programs

One-Seat Demand Response

Feeder Services to Existing Regional and
Inter-County Transit Hubs

Medium

Medium

Medium

Medium

Programs/ Services

Programs/ Services

Programs/ Services

Programs/ Services

Low

Low

High

High



Service Assessment Summary

This section summarizes the key challenges and opportunities that demand-
response integration could address, based on Ventura County’s existing service
design. Additional system performance details are provided in the Ventura County
2025-2034 SRTP. The analysis is primarily based on 2023 data, with recent updates
noted where applicable, and focuses on elements that are most relevant for
addressing the Commission direction to explore further demand-response service
integration. The complete existing conditions analysis of services as they existed in
2023 is included as an appendix.

The service areas of seven (7) demand-response operators serving Ventura County
are shown in Exhibit A (following page). These programs are categorized by
program type, with some serving multiple categories:

ADA complementary paratransit programs (7 services)

Demand-response services for seniors, age 65 and older (8 services)
Demand-response services for general public riders (4 services)

Microtransit for general public (3 services) - a service that is advertised as a
technology-driven flexible-routing service available to the general public, with
a slightly higher fare than traditional on-demand services.
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Table 2 - Program Types

Program

Program Type

Camarillo Dial a Ride

ECTA Connect
GCTD GO ACCESS

GCTD SafeRides
MCT On Demand

Moorpark Dial a Ride

Simi Valley Dial a Ride

Simi Valley Transit On Demand
TOT Dial a Ride
Valley Express Dial a Ride

ADA/65+/General Public
ADA/65+
ADA/65+

ADA/65+/General Public

General Public
ADA/65+
ADA/65+

General Public
ADA/65+

ADA/65+/General Public



As a countywide policy, all ADA complementary paratransit programs include
seniors (ages 65 and older) within their eligibility criteria; these riders, along with
ADA-certified individuals, are pre-registered to utilize paratransit service.

Demand-response programs available to the general public riders, without eligibility
requirements, include traditional DAR programs such as Camarillo general purpose
DAR and Valley Express general purpose DAR and microtransit services, including
Moorpark On-Demand, and Simi Valley Transit On Demand.



Service Areas and Transfer Locations

The largest service area is operated by Gold Coast Transit District (GCTD)/Go
ACCESS, which serves multiple communities. Individual municipalities, including
Camarillo, Thousand Oaks, Moorpark and Simi Valley, each operate their own
services. The East County Transit Alliance (ECTA) provides trips between eastern
county communities, with transfer connections to more distant communities.
Camarillo also provides trips for its residents to and from Moorpark, Simi Valley, and
Thousand Oaks. Valley Express provides service in the Santa Clara River Valley,
serving Santa Paula, Fillmore, and Piru.

Transfers among the county’s demand-response services are a key focus of this
integration study, as efforts to remove barriers to seamless travel between
communities require improved coordination across systems. This has also been
included in ongoing requests from the community regarding the challenges of using
paratransit services across jurisdictions, as well as in observed travel patterns that
highlight the potential need for more seamless regional travel. The implementation
of RideCo's software platform has already reduced transfer-related challenges and
improved transfer efficiency. Requests have been brought up through the Unmet
Transit Needs process, most recent Coordinated Plan and community outreach
events.

Four transfer locations are identified in the chart below and represented on the map
below via the bus icons.



Table 3 - Ventura County DAR Transfer Locations

Transfer Location Notes

St. John's Regional GO ACCESS pick-ups/drop-offs CAT or ECTA passengers here,
Medical Center CAT passengers dropped off at home
Camarillo Town Center GO ACCESS meeting ECTA riders and vice versa
Wells and Telegraph Valley Express riders transfer to and from GO ACCESS here






Figure 1 - Ventura County's DAR Service Areas



Operating Days and Hours

Operating days and hours vary among the County’s nine demand-response transit
services. For ADA paratransit services, operating schedules are required by the
Federal Transit Administration (FTA) to correspond with the operating hours of the
associated fixed-route services. The figure below summarizes weekday and
weekend operating hours for the County’s demand-response programs, with
microtransit services highlighted in green.

For the purposes of this study, both the existing dial-a-ride programs and potential
regional rides services will be evaluated. Unlike ADA complementary paratransit,
regional rides would be considered a premium service and would not be subject to
FTA requirements to mirror fixed-route service schedules.



Figure 2 - DR Program Hours

WEEKDAYS
4am Bam 6am 7am 8am Qam 10am Tlam 12pm Tpm 2pm 3pm 7pm 8pm 9pm

Gold Coast Go Access
Reservations 8am- 5pm

Go Access GO NOW Micro transit

Reservations: 8am — 5pm

Valley Express

Reservations 6am-8pm

Camarillo DAR

Reservations 7am - 5pm

Thousand Oaks DAR

Reservations 4:30am-8pm

Moorpark Senior DAR

Reservations 8am- 5pm

Moorpark MCT Micro transit
via app 24/7 or (805) 465-5041

Simi Valley Transit DAR
Reservations 5am - 7pm

Simi Valley On Demand

ECTA CONNECT DAR
Reservations 6am - 6pm
WEEKENDS
7a

4am Bam  6am m 8am  9am 10am Tlam 12pm Ipm  2pm  3pm  4pm 5pm  6pm  7pm  8pm 9pm
Gold Coast / Go
Access Sat

Sun
Go Access/Go NOW Micro transit No Weekend Service

Sun
Camarillo DAR Sat

Sun
Thousand Oaks
DAR Sat
_ Sun No Sunday Service
Moorpark Senior
DAR Sat

Sun No Sunday Service
Moorpark MCT On Demand No Weekend Service
Simi Valley Transit
DAR Sat

Sun No Sunday Service
ECTA CONNECT
DAR Sat

Sun No Sunday Service

Fares and Fare Payment

Fare policies and systems vary across jurisdictions, reflecting differences in local
operating practices, fare structures, and technology platforms. As illustrated in the
chart below, agencies utilize a mix of payment methods, including exact cash, pre-



paid fare media, mobile ticketing applications, and agency-specific electronic fare
accounts, resulting in an inconsistent customer experience across services.

These variations extend not only to how fares are paid, but also to fare levels,
eligibility categories (e.g. senior and person with disabilities), and pricing structures
for regional or intercity trips. In some cases, agencies offer digital payment options
through mobile apps, while others continue to rely primarily on cash or legacy fae
media, creating barriers for riders traveling across jurisdictional boundaries.

The ongoing migration toward RideCo’s point-of-sale (POS) system in 2026
represents a significant step toward modernizing and standardizing fare collection
across participating agencies. This transition is expected to:

q Streamline fare payment options by providing a consistent, app-based
payment platform across services

9 Improve customer convenience by reducing confusion about accepted
payment methods when traveling between jurisdictions

1 Support operational efficiency by integrating fare collection directly with
scheduling, dispatch, and trip management systems

91 Enhance data consistency for revenue tracking, reporting, and interagency
cost allocation

This effort builds on broader system integration work enabled through RideCo,
which has already highlighted how differing local policies, including fare structures,
can impact system performance, customer understanding, and overall service
efficiency.

While agencies will continue to retain local control over fare levels and policy
decisions in the near term, the transition to a shared POS system establishes a
foundational platform for future coordination. Over time, it may also support greater
fare alignment, simplified fare policies, and seamless rider experiences across the
countywide demand-response network.



Figure 3 - DR Fares

Senior/ General Outside Core
Service Disability Public . Means of Fare Payment
Service Area
Fare Fare

$8 outside service Exact Cash or RideCo

GO ACCESS $4 n/a area app Fare tickets to
agencies
GCTD Safe Rides $5 nfa Token Tracr;ss|:] e-fare or

Free transfers to

Valley Express Exact Cash, Umo or

DAR $3 $3 VCTC126; VEfixed o8 o App
route
CmwilovaR 52 s Sefedonl | geecen o fe
Teusmdoks g, vo  EeCaorprera
Moorpark DAR $2 n/a $8 on ECTA Intercity Eaffaecé:ijzbl?oizjséec:z?;g
MCT On Demand $0.50* $1 n/a MCT RideCo App
Simi Valley DAR $2 n/a $8 on ECTA Intercity EET;;?;:]Z (XCEZEI:;e
I\?Iii';io\t/raal:\?ilt $ $4 n/a RideCo App
ECTA Connect $8 n/a $8 Intercity Bt Cashh @ [prepele

fare cards, RideCo App

*fare for seniors



Dial-A-Ride Survey Highlights

The chart below provides a synopsis of how riders rated their most recent ride
based on overall service quality questions listed below, as part of the public
outreach plan for this study. Overall satisfaction is high, with many respondents
rating responses as either “good” or “excellent.”

Survey responses also highlighted areas where rider experiences vary, including
reservations, call responsiveness, and vehicle on-time performance. These service
elements are influenced by a range of operational factors, such as scheduling
practices, staffing, and service policies, that differ across agencies. As reflected
elsewhere in this report, variations in these policies include differences in
reservation windows, on-time performance definitions, dwell time, and late
cancellation thresholds.

These findings help to identify opportunities for further evaluation and coordination
across providers to support a more consistent and predictable rider experience.

In addition to the outreach conducted specifically for this study, VCTC conducts
annual Unmet Transit Needs outreach activities as part of its broader planning
process. These outreach activities provide an opportunity for the public to identify
gaps in transit service and inform funding and service priorities. Input received
through this process is considered in coordination with other planning efforts,
including the Ventura County SRTP.



Table 4 - DAR Survey Ratings

Question prompt Excellent Good Fair Poor
Reservahomst; ability to reserve a trip near 4% 37% 16% 59%
the time you requested
Telephone wait tl.me. to speak to 37% 39% 20% 4%
reservationists

Vehicle's on-time perLoprmance in picking you 349 35% 21% %
Driver's assistance to you 50% 35% 13% 3%

Safety and driving experience 52% 37% 9% 2%

Value of service you received for the fare you 549% 31% % 4%

paid

Survey respondents were asked if they currently transfer between dial-a-ride
systems. Most respondents stated they do not transfer between systems. The
majority rated their experience as “good” or “excellent”, 26% found the experience
“fair” or “poor”.

From an operator perspective, the low frequency of interjurisdictional transfers may
suggest that the current locally focused service models are effectively meeting the
majority of existing trip needs within individual jurisdictions. However, from a
regional perspective, these findings may also reflect underlying barriers to cross-
system travel, such as differing service policies, transfer requirements, or lack of
awareness, that may discourage riders from making interjurisdictional trips.

As a result, while overall satisfaction is high, the data highlights an opportunity to
better understand latent demand for regional travel and to explore strategies that
support more seamless connections for those trips that do extend beyond local
boundaries.



Have you transferred between Diad If yes, rate the transfer experience

Ride services? 100%
90%
100% 0
89% 80%
o 7o% Respondents = 92
. Respondents = 645 60%
60% 50% ]
40% 38% 36%
40%
2o 17%
0
20% 11% 20% 9%
10%
o, N oot I
Yes Excellent Good Fair Poor

Survey respondents were asked what improvements to dial-a-ride services would
help them the most. Questions fell into categories of technology (green), operations
(black), and customer experience — (grey).

Texted information about vehicle arrival 30%
oAt AGE (2 0221 Y& 24y N mSINZimiveymmnymmam0 27vLJdzi SNJ 2 NJ LK 2
Ability to track my vehicle 25%

Easier/simpler reservation proces SN 24%
Shorter phone wait time I 23%
Driver sensitivity/attitude I 12%
Customer information on public transportation serviccam 11%
Ability to reserve trip at the time(s) | nee (N 4300
Shorter wait time for vehicle to arrive I 360
On-time performance I 31%
Broader service area N 0%
Shorter travel time G 13
Longer service hours N 17%

Other 11%

Nothing, no improvements needed 18% Respondents = 616

0% 5% 10% 15% 20% 25% 30% 35% 40% 45% 50%
Responses leaned towards operational needs, specifically related to the ability to
reserve a trip when they need it, shorter waiting times for vehicle arrival, and on-
time performance. Desired improvements related to technology included vehicle
arrival notifications, booking reservations online and the ability to track their vehicle
remotely.



58% percent of respondents stated that they have a disability. Of those, 55% have a
mobility device they carry with them.

Do you have a disability that impacts Do you have mobility impacts?

ility? 60% 55%
70% » mobility~ . 50% Respondents = 410
60% Respondents = 570 0
0, 0,
50% 142% 40% 36%
30%
40%
20% 16%
30%
_
20%
10% 0%
0 A mobility Disabling Visual or Acute
0% device condition of hearing condition
Yes balance or impairments under
fatigue treatment

Individuals were asked what their trip’s purpose was. 58% percent of respondents
stated “Healthcare,” 17% stated “Other,” 10% stated “Shopping,” 9% mentioned
“Recreation,” and 5% stated “Work.”

What is your most common trip purpose when using
Diala-Ride services?

Healthcare |G 5.
Other |G 17
Shopping | 0%
Recreation/social activities|jjil] 9%
work i} 5%

Respondents = 574 0%  10% 20% 30% 40% 50%  60%  70%



Operations and Performance Considerations for Integration

The existing conditions analysis is based on 2023 data, which reflects a snapshot of
operations prior to the broader implementation of RideCo. Since that time, most
agencies have transitioned to the RideCo platform during 2024 and 2025, resulting
in operational changes that have generally supported improved efficiency and
service delivery.

As a result, current system performance and customer experience may differ from
what is reflected in the 2023 baseline data and may include improvements not
captured in this analysis. While these advancements represent a meaningful step
forward, the findings of the existing conditions assessment remain valuable for
understanding system conditions prior to these changes and for informing
consideration of longer-term strategies, including opportunities for further
coordination and integration.

Parameters, Metrics, and Priorities

Across the County, on-time performance, trip negotiation practices, and dispatch
discipline remain important factors influencing service delivery. Historically, trips
served outside the published pick-up window have the potential to undermine
customer confidence and affect system productivity. When vehicles arrive early,
drivers may wait while riders are not yet ready to board; when vehicles arrive late,
no-shows and missed appointments may occur. Lower productivity can contribute
to operational adjustments, which may include evaluating service levels and vehicle
deployment.

Unit Costs

The costs of providing paratransit and senior transportation services has increased
since 2019. The detailed existing conditions analysis by operator highlights variations
across agencies; the table below provides a high-level illustration of changes in
operating costs since 2019. While the overall trend reflects cost growth, actual costs
continue to vary by agency and are influenced by factors such as the level and type
of service provided.



Table 5 - Average DR Operating Cost per Revenue Hour

% Change from

Fiscal Year

FY19 - FY23
Cost Per Hour*  $78.00 $94.00 $150.1 $131.59 $140.47 $62.47
% Change N/A 21% 60% -12% 7% 80%

*Figures do not include microtransit

During the course of this planning work, the National Transit Database

(NTD) provided FY2024 figures for each of the providers for Cost Per Revenue
Hour. Moorpark and ECTA are included in Thousand Oaks and are not reported
separately.

Table 6 - NTD FY2024 DR Expense per Vehicle Revenue Hour
Simi Valley $284.76
Thousand Oaks  $209.512
Camarillo $139.503
VCTC $94.164
GCTD $106.65°

Ridership and Productivity

Demand-response ridership declined significantly following the COVID-19 pandemic
and, as of the 2023 analysis period, had not returned to pre-pandemic levels. Similar
trends are reflected in system productivity, as measured by rides served per hour.
Table X summarizes productivity trends across seven demand-response programs
between FY19 and FY23!'

! https://www.transit.dot.gov/sites/fta.dot.gov/files/transit_agency_profile_doc/2024/90050.pdf
2 https://www.transit.dot.gov/sites/fta.dot.gov/files/transit_agency_profile_doc/2024/90165.pdf
3 https://www.transit.dot.gov/sites/fta.dot.gov/files/transit_agency_profile_doc/2024/90163.pdf
4 https://www.transit.dot.gov/sites/fta.dot.gov/files/transit_agency_profile_doc/2024/90164.pdf
5 https://www.transit.dot.gov/sites/fta.dot.gov/files/transit_agency_profile_doc/2024/90035.pdf
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During this period, four systems experienced declines in productivity, one remained
relatively unchanged, and two showed improvement, with Simi Valley Transit (SVT)
demonstrating an increase in rides per hour. These variations suggest that recovery
patterns and operational performance have not been uniform across agencies and
may be influenced by factors such as service levels, staffing levels, demand patterns,
and local operating conditions.

The observed decline in productivity relative to pre-pandemic conditions reflects
both reduced trip volumes and challenges associated with operating demand-
response services in a lower-demand environment. When trip volumes decrease
without a corresponding reduction in service hours, the number of rides per vehicle
hour naturally declines, affecting overall system efficiency.

It is important to note that these findings are based on data through FY2023 and
represent conditions prior to the broader implementation of RideCo across Ventura
County. Since 2024, many agencies have transitioned to RideCo, which has
introduced changes to scheduling, dispatching, and trip grouping that may influence
productivity and service utilization. As a result, current performance may reflect
improvements not captured in the earlier dataset.

While ridership and productivity have not fully returned to pre-pandemic levels in
the available data, the trends identified in this analysis provide important context for
understanding system performance and for evaluating strategies to support
continued recovery and more efficient service delivery moving forward.



Table 7 - DR Service Productivity Indicators

Rides Per Hour EY9 | EY/20 | Ev/21 | Fy/22 | Fyjes | % Change FYI9to

FY23
CAT 2.9 0.8 2.2 2.1 2. -27.6%
Valley Express 2.4 1.8 1.2 1.3 1.1 -54.2%
GCTD 2.3 2.4 2.1 2.2 2. -9.5%
TOT 2.0 2.0 1.8 2.0 2.2 10.0%
MCT 0.5 0.4 1.6 1.8 1.6 220.0%
ECTA 1.8 1.7 2.2 1.4 1.4 -29.6%
SVT 2.4 21 35 4.3 5.1 112.5%
Average Overall 2.3 1.6 2.1 2.2 2.2 -4.9%
Average Without 20 1.6 01 2%

SvVT

Figure 5 provides a statewide benchmark for demand-response productivity using
the NTD data for California demand-response services, excluding large urban areas.
The figure shows that the higher-end statewide average is approximately 5.4 rides
per revenue hour, while the lower-end average is approximately 2.5 rides per
revenue hour. Ventura County operators average approximately 2.9 rides per
revenue hour, placing the County above the lower end of the statewide range but
below the highest-performing systems included in the comparison.

The NTD-based Ventura County average differs somewhat slightly from data
provided directly by operators for this analysis because agencies do not report all
service data in the same way. For example, Thousand Oaks Transit reports
aggregated data that includes service provided as a contractor for other agencies.
For this reason, NTD data is useful as a high-level benchmark, while locally reported
data remains important for understanding individual operator performance and
service conditions.



Figure 4 - Productivity for California DR Services (National Transit Database)

Demand Response Annual Average
Riders Per Revenue Hour
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5.0
4.0

3.0

2.0

2013 2014 2015 2016 2017 2,018 2019 2020 2021 2022 2023
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During the course of this planning work, the NTD provided FY2024 figures for each
of the providers for Rides Per Hour. Moorpark and ECTA are included in Thousand
Oaks and are not reported separately.

Table 8 - NTD FY2024 DR Expense Per Vehicle Revenue Hour

Agency FY24

Simi Valley 5.0¢
Thousand Oaks 3.07
Camarillo 2.78
VCTC 1.2°
GCTD 2.10

Interagency Transfers and Long-Distance Trip-Making

Interagency trip-making occurs within Ventura County’s demand-response network,
but available data indicate that these trips represent a relatively small share of

¢ https://www.transit.dot.gov/sites/fta.dot.gov/files/transit_agency_profile_doc/2024/90050.pdf
7 https://www.transit.dot.gov/sites/fta.dot.gov/files/transit_agency_profile_doc/2024/90165.pdf
8 https:/fwww.transit.dot.gov/sites/fta.dot.gov/files/transit_agency_profile_doc/2024/90163.pdf
9 https://www.transit.dot.gov/sites/fta.dot.gov/files/transit_agency_profile_doc/2024/90164.pdf
10 https://www.transit.dot.gov/sites/fta.dot.gov/files/transit_agency_profile_doc/2024/90035.pdf
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overall daily activity. Survey responses show that most respondents do not transfer
between dial-a-ride systems, and prior findings from TIES similarly concluded that
few riders utilize trips across multiple providers. Local data further illustrate this
pattern; for example, at one of the County’s primary transfer points at Wells Road
and Telegraph, GCTD reported an average of approximately five to six transfer trips
per month with Valley Express.

For riders who do make these interagency trips, the experience can present
additional challenges. Transfers between vehicles may require additional
coordination and time and can be more complex for riders using wheelchairs or
other mobility devices. While most respondents who reported transferring rated
their experience as “good” or “better”, approximately 28% indicated a less favorable
experience, which is notably higher than satisfaction levels typically observed for
other service attributes.

In response to these challenges, some service arrangements have evolved to
provide more direct trip options and reduce the need for transfers where feasible.
Examples include ECTA's provision of intercity trips within east county cities, GCTD
and Camarillos’s direct service connection , Camarillo’s service connections to Simi
Valley, Moorpark, and Thousand Oaks, and coordination between Valley Express and
GCTD to facilitate transfers.



Integration Strategy

This chapter outlines the key components needed to support demand-response
integration across Ventura County. It begins by establishing foundational service
stipulations that would guide how service is delivered under any scenario, along with
a set of functional improvements that agencies can advance to support successful
integration. While these improvements focus on operational coordination and
system performance, more detailed customer-facing enhancements are addressed
separately in the Demand-Response Customer Experience Plan.

To support implementation, the chapter also presents:

1 Basic stipulations for providing service

q Functional improvements needed to support integration

1 A governance framework to enable both near- and long-term
coordination

1 Phase implementation steps outlining how integration could occur over
time

1 Future funding options to support implementation and ongoing operations

To support a coordinated approach, it is important for operators to work toward
consensus on the following goals and stipulations, while ensuring compliance with
FTA regulations:

q Enhance the overall rider experience, including for those who may need to
travel regionally or outside of their community.

q Maintain full compliance with the ADA of 1990 and its complementary
paratransit requirements.

q Deliver a coordinated, community-level mix of public transportation
services that meets local mobility needs while avoiding duplication or
competition among providers.

q Support a shared, collaborative approach to understanding and managing
productivity and cost factors in the delivery of demand-response services

All transit providers in Ventura County comply with the ADA by

providing complementary paratransit services to eligible riders, consistent with FTA
regulations outlined in FTA Circular 4701.1 (42 USC 12101-12213). In addition,
operators offer complementary services to support senior populations.



These core service requirements represent a foundational baseline and should be
recognized as common standards across all providers. Establishing shared
understanding and agreement on these stipulations is important regardless of
whether a more integrated service model is pursued.



Principles to Establish a Foundation for Successful Integration

The Ventura County Demand-Response Customer Experience Plan highlights the
principles needed for increasing customer experience such as ease of booking trips,
reliability, communication, and overall service consistency. These principles
emphasize customer-facing improvements that can be implemented within existing
agency structures to make services more intuitive, accessible, and responsive to
rider needs.

This Integration Concept Plan, by contrast, focuses on the foundational principles
needed to support system-level integration across agencies. In addition to service
quality considerations, it addresses broader elements such as policy alignment,
operational coordination, governance structures, and resource sharing that would be
necessary to support a more unified system. Together, the two documents are
intended to be complementary: the Customer Experience Plan identifies what
improvements should feel like from the rider’s perspective, while the Integration
Concept Plan outlines the structural and organizational considerations needed to
support those improvements at a regional level." The following strategies identify
system-level integration opportunities that go beyond the customer-facing
recommendations in the CEP and could be advanced if agencies choose to pursue
deeper operational coordination.

q Trip Scheduling Platform Roles: A more integrated countywide on-demand
system would be supported by the use of a unified trip scheduling platform,
which is currently RideCo. A shared software system can facilitate consistent
data collection across agencies, providing a more complete understanding of
system performance and informing operational decision-making related to
service delivery and outcomes such as productivity and on-time
performance.

In addition, dynamic scheduling capabilities may support improvements at
both the individual agency level and across the broader network by enabling
more coordinated trip assignment and resource utilization.

A unified software system has the potential to support more coordinated
long-distance trip-making, including opportunities for one-seat rides where
feasible or more effectively timed connections between vehicles. By enabling
dynamic trip scheduling, the platform can consider systemwide conditions

" This Plan does not analyze electric vehicle ranges related to countywide fleet.



when assigning trips, allowing available vehicles to be matched based on
factors such as current location and upcoming demand.

This approach may support more coordinated use of vehicles across service
areas, rather than limiting operations to jurisdiction-specific fleets. In
practice, this can allow agencies to better respond to varying demand levels
and reduce instances where vehicles are underutilized in one area while
demand exists in another. These capabilities may also contribute to
reductions in non-revenue travel time between trips and support more
efficient sequencing of picks up across jurisdictional boundaries.

Direct One-Seat Ride Opportunities: The transition to RideCo has helped
support more coordinated transfer timing by enabling trips to be scheduled
with greater visibility across participating services. In a more fully integrated
scenario, where fleets are not strictly limited by agency boundaries, there may
be opportunities to improve the rider experience through more direct trip
options, including one-seat rides where feasible, as well as more effectively
timed connections when transfers are required.

The existing conditions analysis indicates that demand for interjurisdictional
DAR trips is relatively limited and is currently being addressed through
existing interagency agreements. However, these arrangements often rely on
designated transfer points, which may not always represent the most efficient
or convenient option for riders. Additionally, limitations in the 2023 dataset
did not allow for linking interagency trips across providers to fully evaluate
opportunities for more direct service. Subsequent implementation of RideCo
has enabled simulation modeling of more coordinated service scenarios,
which are discussed later in this chapter.

The intention of this strategy is not to expand long-distance DAR service
beyond current needs, but rather to use available data and ongoing
coordination efforts to streamline existing interjurisdictional trips. Over time,
this approach may support improvements in trip simplicity, reliability, and
overall customer experience for riders who already rely on these type of trips.

Co-Mingled Service Considerations: While RideCo offers advanced
scheduling capabilities, co-mingled service models serving both general
public and ADA riders require careful attention to maintaining compliance
with ADA complementary paratransit requirements. This includes ensuring
staff, particularly call takers and dispatchers, are trained to understand and



apply FTA ADA rules, including prioritization of ADA-eligible trips where
required. In some cases, this may influence how trips are assigned to balance
efficiency with regulatory compliance and service obligations.

To support effective implementation of co-mingled service models, agencies
may consider the following actions:

o Evaluate RideCo's capability for accommodating multi-system trip
scheduling and dispatch functions, while maintain ADA compliance
requirements

o Utilize RideCo's reporting and analytical tools to monitor trip demand,
vehicle deployment, and performance trends, and to inform
adjustments to service levels, scheduling practices, or promised pick-
up windows.

o Integrate transfer trips into RideCo’s platform to better understand
opportunities for coordination and shared fleet use in cases where
direct one-seat trips are not feasible.

o Explore RideCo's cost allocation and tracking capabilities, including
assigning funding responsibility by jurisdiction and generating
consistent, transparent billing information using a clearly defined,
reliable, defensible and equitable methodology.

Call Center and Dispatch Integration

Establishing a single dispatching function, whether through a single physical call
center or unified virtual platform, can provide meaningful benefits, particularly as the
population continues to age. Older adults are more likely to rely on telephone-based
interactions rather than digital tools, and often prefer a consistent, familiar point of
contact when scheduling trips. A single, coordinated entry point can reduce
confusion about which agency to call, simplify the trip reservation process, and
improve overall accessibility for riders who may have mobility, cognitive, or
language-related challenges.

In addition, a centralized system can support greater continuity of service by
allowing customer service representatives to access shared information and
coordinate trips across providers, rather than requiring riders to navigate multiple
systems independently. For aging populations with more complex or frequent travel
needs, such as medical appointments, this approach can help reduce barriers,
improve reliability, and create a more seamless experience, even when travel spans
multiple jurisdictions.



In the CEP, options of integrated software approaches are provided. In this Plan,
more complex options and their benefits are identified:

T

Single point of contact for riders provides riders with one phone number and
reduces confusion among riders.

Centralized dispatch and information sharing enables real-time information
sharing in a shared space, instead of being siloed into multiple operating
environments, this approach allows passenger information to be shared in
real-time among employees.

Reduced personnel or greater coverage of operating hours, leading to either
reduced costs or better use of the workforce.

Immediate coordinated support to emergency services and future potential
for other call center consolidation efforts such as emergency management,
and police/fire. This could lead to new funding opportunities outside of transit
to support this effort.

Reduction in difficult and lengthy passenger transfers, improving the
customer experience and utilization of vehicle deployments.

Elements to consider for a potential consolidating some call center locations
include:

T

Staffing - It will be necessary to clarify staffing levels across call taking and
dispatch functions. As RideCo processes are introduced and certain
responsibilities are reduced or automated, assignments may shift. Where
possible, the approach will prioritize retention and reassignment of existing
staff to remaining functions. Implementation will require consideration of
agency HR policies, compensation structures, and other workforce factors, as
well as sensitivity to the human impacts of these changes.

Facilities — If the Client Rep and transit providers choose to physically
consolidate some facilities, GCTD and at SVT have potential for consolidated
operations. Currently, there are six dispatching facilities for the nine systems,
with MCT, TOT and ECTA Intercity demand-response sharing a dispatch
center through their contractor. The 2-1-1 Ventura/Interface Children and
Family Services also have a combined call center facility that has room for
expansion. Its managers showed interest in a transportation call center
capability as consistent with its mission of linking Ventura County residents
with services.



9 Contracts - During this period of work within existing contract frameworks,
jurisdictions should actively consider what level of staffing and resources they
intend to dedicate to call taking and dispatching activities moving forward.

The Role of EV (Electric Vehicle) Mandates

Regardless of whether demand-response services are integrated into a single
regional operation, transit agencies throughout Ventura County will be required to
transition to zero-emission vehicle (ZEV) fleets in accordance with the California Air
Resources Board (CARB) Innovative Clean Transit (ICT) regulations. As a result, the
role of electric vehicles and associated charging infrastructure should be further
evaluated in both near-term pilot efforts and any longer-term integration scenarios.

Under a regional brokerage or overlay model, the impacts of fleet electrification are
expected to be limited. Because service delivery, including labor and vehicle
deployment, would remain the responsibility of contracted operators or participating
agencies, individual agencies would continue managing their own vehicle fleets and
charging infrastructure. The brokerage itself would not be responsible for procuring
or maintaining electric vehicles (as brokerages are private companies and not
government agencies).

In situations where a participating agency's Dial-A-Ride vehicle is assigned to
regional trips through the brokerage, operational procedures such as share-lease
agreements with charging infrastructure would be considered. Vehicles would be
expected to return to their home base for charging, and service scheduling would
need to consider vehicle range limitations and charging windows to maintain service
reliability.

A fully integrated regional demand-response system would require a multi-year
implementation period, during which existing agency assets, including electric
vehicles, charging infrastructure, maintenance facilities, and operating properties,
would be consolidated into the new organizational structure. As integration
advances, considerations such as ownership and transfer of fleet assets, long-term
facility lease agreements, responsibility for charging infrastructure, utility costs, and
future capital replacement obligations would be thought through.



The transition to a unified fleet also presents opportunities to improve operational
efficiency through centralized fleet management, coordinated vehicle replacement
planning, and strategic deployment of charging infrastructure. However, these
benefits would need to be balanced against transferring assets among agencies and
ensuring that facilities are equipped to support regional ZEV fleet.



Governance in Support of Integration

Background

The 2023 TIES report studied all nine different bus transit operations in Ventura
County. Connections between cities rely almost exclusively on VCTC Intercity
services, partly due to distances and mountain ranges separating community
centers that would make for inefficient and unproductive local routes. The study
noted that while the agencies in Ventura County provide high-quality service for
local riders, the individual operations do not form a network conducive to seamless
regional trip-making. The study articulated three alternatives for improved
efficiency. Two of the three alternatives are important to this discussion, which are:

q Subregional Demand-Response (paratransit and dial-a-ride) Consolidation
and Increased Agency Coordination.

9 Consolidate East County demand-response services into ECTA as a new,
formalized organization, with all other agency-cities retaining administrative
control of fixed-routes.

9 Countywide Paratransit, and Subregional Fixed-Route Consolidation.

¢ Consolidation of all demand-response (paratransit and dial-a-ride) operations
into a new countywide agency. Consolidation of fixed-route operations by
geography with Simi Valley, Thousand Oaks, Moorpark, with VCTC East
County Route becoming an east county transit agency, and all other services
being consolidated with Gold Coast Transit District (GCTD).

The Commission approved the final draft Transit Integration and Efficiency Study,
and adoption of Alternative 1 (which at the time of this Plan development has not
occurred) and the continued study of Alternative 2 with incremental implementation
of Alternative 1 commencing after approval. This analysis is the continued study of
Alternative 2.

The following governance assumes the integration of all demand-response
programs from independent operations. Specifically, Alternative #2, which envisions
improved fixed-route services for each of the cities, but with an integrated demand-
response program, was recommended for additional study. Within the TIES,
Alternative #2 provides a synopsis of governance, planning and funding for an



integrated demand-response program. This section focuses on the governance
requested in Alternative #2 of the TIES study and suggests strategies for
implementing future governance structures that will support integrated services.

TIES Alternative #2 states:

“Parallel with this effort would be preparing to transition demand-
response service to a new, separate agency. These discussions are
integral because it involves developing funding agreements from the
constituent communities and establishing a separate legal entity.
However, establishing a completely new agency could take additional
time, and the lead time to get the new operation fully up and running
could easily extend to 2 years, depending on how long negotiations
take.”

During the development of the countywide demand-response agency, a
similar process to Alternative 1 is required to create rider and service
policies that are uniform (by service type, if not geography), however,
unique local services such as a general public dial-a ride in a particular
community are not assumed to be discontinued or substantially altered.”

The countywide demand-response agency would follow a similar set of
strategies to Alternative 1 for the creation of a countywide call and
scheduling center.



Table XX presents the current governance structures and information about the
existing operating responsibility for the county’s nine on-demand services.



Table 9 - Existing Management Structures of DR Services

MANAGEMENT STRUCTURES

DAR Service

CAT

TOT

ECTA

SVT

MCT On Demand
(Microtransit)

MCT

Ventura County

Gold Coast Go
Access/Safe Rides

Valley Express

DAR Operator
RTW Management
MV Transportation

MV Transportation
c/o Thousand Oaks

In-House

Transdev

MV Transportation
c/o Thousand Oaks

MV Transportation
c/o Thousand Oaks

In-House

MV Transportation

Notes
Facilitated by RideCo Software
Facilitated by RideCo Software

MOUs between Thousand Oaks, Simi Valley and
Moorpark, Facilitated by RideCo Software

Facilitated by Ecolane Software*
*Transitioning to RideCo in 2027. Microtransit
facilitated by RideCo currently

Facilitated by RideCo Software

Administered by City of Thousand Oaks under
contract with Moorpark

East County Transit Alliance/MOU

Gold Coast is a Transit District
Facilitated by RideCo Software

Agreement between Fillmore, Santa Paula, the

County, managed by VCTC (overseen by a policy

board), Facilitated by RideCo Software



Future Governance Considerations

Establishing a new countywide demand-response agency would involve a
fundamental restructuring of the existing service delivery framework. This process
would require amendments to county and state statutes or regulations and could
entail a reduction in local jurisdiction control as governance is consolidated.
Additional steps may include an electoral or formal approval process, the
development and adoption of governing bylaws, and the identification of sustainable
capital and operating funding sources. Collectively, these actions represent a
significant investment of time, financial resources, and institutional coordination.

With that said, the CEP provides a more immediate and practical pathway for
improving the rider experience across the County. Rather than relying on structural
changes, such as the formation of a new entity, the CEP focuses on incremental,
achievable steps, such as establishing more consistent policies, coordinated service
standards, and enhanced customer experience initiatives, within the existing agency
framework.

As part of this planning effort, the Memorandum of Understanding (MOU) developed
through the CEP can be built upon to further articulate roles and responsibilities.
Several implementation considerations to be further evaluated and coordinated,
include:

9 The potential future procurement of a single, regionally coordinated transit
contractor (depending on the agreed upon service model)

1 The development of lease agreements, asset transfers, or other arrangements
for the existing DAR fleet

9 The establishment of a uniform procurement strategy for future DAR vehicles
and electric vehicles

9 The planning and phased implementation of a potential integrated,
countywide call center

As coordination deepens and the MOU evolves to address more complex
operational and governance considerations, transitioning to a Joint Powers Authority
(JPA) agreement may become appropriate. A JPA would provide the legal and
institutional structure necessary to formalize a new regional entity, including clearly
defined governance, funding mechanisms, and decision-making authority to support
a more integrated demand-response system.



Any such transition would require careful coordination and broad agreement among
participating agencies, including approval by each operator’s governing body, as
well as review by leqgal, risk, and financial stakeholders. In addition, appropriate
public outreach and engagement would be necessary to ensure transparency and
incorporate community input, along with formal consideration and approval by the
Commission.

Integration Scenarios and Funding Framework

This chapter explores the viability, best practices and strategies, and cost factors
relevant to integration. In addition, this Plan reviews multiple scenarios under the
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