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Executive Summary

Executive Summary

The Mendocino Council of Governments (MCOG) engaged Michael Baker International to
conduct the Transportation Development Act (TDA) triennial performance audit of the public
transit operator under its jurisdiction. The performance audit serves to ensure accountability in
the use of public transportation revenue. This performance audit is conducted for the
Mendocino Transit Authority (MTA or Authority) covering the most recent triennial period,
fiscal years 2015-16 through 2017-18.

The audit includes a review of the following areas:

e Compliance with TDA requirements
e Status of prior audit recommendations
e Transit system performance trends

e Detailed functional review

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

Compliance with TDA Requirements

MTA has complied with six of the nine requirements. The Authority was in partial compliance
with regard to the submittal of its Transit Operators Financial Transactions Report to the State
Controller and annual fiscal and compliance audit, and the reporting of full time equivalent
(FTE) employees in the State Controller Report. Management and administrative staff turnover,
rebuilding of financial records that were formerly stored on antiquated systems, and a digital
attack on MTA computers created challenges in providing information for the financial reports.
Two additional compliance requirements did not apply to MTA (intermediate farebox and
exclusive urban recovery ratios).

Status of Prior Audit Recommendations

Of the five prior performance audit recommendations, MTA implemented one with an
additional three carried forward for further consideration and implementation. The last prior
recommendation was no longer applicable concerning charter bus service policy which MTA no
longer provides. The recommendations carried forward include internal goals for on-time
performance, update of the Short Range Transit Development Plan, and consideration of an
alternate funding formula for senior center TDA funds.
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Executive Summary

Performance Trends

1. Operating costs system-wide increased by nearly 38 percent over the past three years
based on audited data from the FY 2015 base year through FY 2018. The cost increases
occurred in FYs 2017 and 2018 as the new general manager began implementing a
restructuring of the agency that delivers upon the findings made during an agency
assessment conducted by the general manager upon her hire. Significant staff and
management turnover, coupled with internal data control issues and a ransomware attack
on MTA computer files, necessitated action to create significant new operational policies
and greater protection of financial data and other sensitive material. Costs were incurred to
hire new administrative positions to carry out these policies and procedures; procure and
manage new operations software to more efficiently deliver transit service; better maintain
the revenue vehicle fleet; and provide cost of living adjustments (COLA) and increased
health coverage to employees. These increases in expenditures were made in an effort to
restore employees’ trust and confidence in the credibility of the organizational structure.

2. MTA’s farebox recovery ratio remained above its required 10 percent standard during the
three years of the audit period. With passage of SB 508 in October 2015, the required
farebox ratio to meet TDA standards was reduced which places MTA in farebox compliance.
MTA continues to use its previous higher farebox ratio as a goal to meet. The farebox
recovery ratio to meet compliance was 16.2 percent in FY 2016, 12.8 percent in FY 2017
and 12.6 percent in FY 2018 based on audited data. The average system-wide farebox
recovery ratio was 13.9 percent during the triennial review period.

3. Overall ridership decreased by about 15 percent during the audit period. Ridership on both
short distance and long distance bus routes decreased close to 12 percent, while Dial-A-
Ride ridership decreased 27 percent. Senior center contract services saw a 16 percent
increase in ridership. Decreases in general ridership reflect industry trends during this
period as other travel modes became more economically available. The most pronounced
decline in ridership occurred between FYs 2016 and 2017 with a 9 percent reduction.

4. As a result of increases in operating costs but declines in ridership and lower growth in
services (hours and miles), operating cost efficiency trends showed higher cost per
passenger and increased cost per service hour. Service effectiveness trends also declined as
the number of passengers per hour on MTA services decreased over the past three years.

Functional Review

1. Funding has continued to be constrained which limits MTA’s ability to expand overall
service. As solutions were being implemented internally to make organizational changes,
update outdated operations policies, and fill vacancies in transit operations management,
the transit system was held relatively steady from a service delivery perspective which is a
testament to the MTA staff during a time of uncertainty within the agency.
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2.

Investment in cloud-based RouteMatch scheduling and dispatch software aids with the
changes in Dial-A-Ride policy back to a service for disabled and senior customers only.
MCOG allocated TDA Local Transportation Funds for this system as requested by MTA. Prior
to this software, MTA was manually scheduling riders on paper and using an antiquated
spreadsheet program. RouteMatch was more recently implemented for the fixed route
service to better track vehicles while in operation and improve communication protocol
between drivers and dispatch. This improves safety and provides for generation and
collection of accurate operations data for reporting to the State and Federal National
Transit Database and planning of route improvements.

MTA experienced a shortage of drivers which is a recurring industry problem. Drivers,
dispatchers, mechanics, and cleaners are represented by Teamsters Union Local 665. The
labor agreements called for wage increases. Similar increases were also granted to non-
represented staff. The new driver training wage was increased to $15 as an incentive, with
an additional wage increase following completion of the training. Although morale was
adversely affected before and during the audit period from the prior organizational culture,
changes in the collective bargaining agreement including paid time off and wage increases,
among other agency cultural shifts, helped improve employee well-being.

Operations management was challenged during the early part of the audit period which
was a continuation of issues from the prior three year period. Upon taking the helm, the
new general manager prepared a 100-Day Organization Assessment Report which was
released in August 2016. The goal of the assessment was to evaluate organizational areas
where MTA was experiencing obstacles that impeded its ability to efficiently deliver those
services, and focus on the internal factors which impeded or contributed to less than
optimal performance. The assessment addressed the turnover in management during the
prior 2 to 3 year period.

While beyond the audit period, MTA staff contend that the Senior Center transportation
programs have evolved into duplicating the same service provided by MTA, in particular in
Ukiah and Fort Bragg where MTA also provides Dial-A-Ride service. MCOG indicated
through historic information the services largely provided by the Senior Center
transportation programs have generally remained the same. In Ukiah, as of September 1,
2019, Dial-A-Ride provided by MTA transitioned from general public to paratransit
customers only, meaning door-to-door service for disabled riders and seniors age 62 and
over. Ft. Bragg general public Dial-A-Ride service is also operated by MTA which serves
seniors door-to-door. Within these same service areas, Redwood Coast Senior Center (Fort
Bragg) and Ukiah Senior Center provide door-through-door Dial-A-Ride trips for seniors.
Door-through-door service affords the driver flexibility to enter the passenger’s location at
their request to provide further assistance, which differs from service starting/ending at
the front door provided by MTA. The MTA Board of Directors convened an Ad Hoc Sub-
Committee to assist MTA management staff in its review of Senior Center service. These
issues have delayed the ability for MTA, MCOG, and the senior centers to revisit the
funding formula and performance methodology for TDA allocation among these services.
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Further discussion is on-going by the MTA ad hoc subcommittee and the MCOG Transit
Productivity Committee.

The FY 2017-18 budget was significantly modified compared to the prior years’ budgets
reflecting the stamp of MTA’s new administrative management. The operating budget is
expanded to provide a comparison of revenues and costs between the budget year and the
past two years, and a monthly budget breakdown. Also, a new statistics section compares
performance measures for each type of service and by bus route for the budget year and
the prior year. A newly formed MTA Finance Committee was created to open a more
focused channel with board members for agency financial and budget review.

Recommendations

1.

Improve upon consistent reporting of performance data to the State Controller.

Operations data reported in the annual Transit Operators Financial Transaction Reports to
the State Controller varied significantly from one year to the next. For example, the
relatively large increase in revenue miles occurred in FY 2018, specifically for Dial-A-Ride,
which showed an increase from 97,119 miles in FY 2017 to 232,117 miles in FY 2018,
according to the State Controller Report prepared by MTA. This correlates with a significant
increase in revenue hours for Dial-A-Ride in the same years, from 9,095 in FY 2017 to
27,250 hours in FY 2018, also shown in the State Controller Report. This type of increase is
likely from an error in data reporting in FY 2018. Internal MTA data estimates for Ukiah and
Fort Bragg DAR in FY 2018 show revenue hours of 8,958 and revenue miles of 77,030 which
are more in alignment with the prior year.

Full time equivalent (FTE) data also showed significant variation over the three years,
declining by 35 percent. Changes may be attributed to changes in data collection and/or in
methodology to arrive at the latest FTE count. MTA should ensure that the proper formula
according to TDA law is used to calculate FTEs, which is the annual sum of employee work
hours divided by 2,000. MTA should implement verification procedures prior to submittal
to the State Controller including checks of data by the operations manager and general
manager. RouteMatch software should also provide an accurate accounting of vehicle
operations data.

Perform expanded data analysis using results from newly invested technology systems.

MTA invested in transit technology aimed at easing customer interface with the transit
system such as RouteMatch which also enables real-time bus arrival information from a
new app called Route Shout. MTA’s implementation of software platforms provide real-
time tracking of buses and business analytics data for on-going service evaluation. As
technology is further tested, improved, and further integrated into the MTA network, a
higher level of data analysis using more real time information is possible and enabling more
dynamic adjustments to the bus system.
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MTA should develop protocol or desktop procedures on methods to harvest the data from
these technologies and identify the type of analysis conducted using the data. Among its
capabilities, for example, the technology can auto-collect actual on-time performance for
use by staff for performance reporting, planning, and customer updates. The data, in turn,
could free up resources and time for operations supervisors to attend to other needs rather
than collect this data. Administrative staff could also benefit from streamlined processes
that reduce manual input and other reporting activity. The capability of the data analytics
should be identified so that MTA will be able to maximize and act upon information being
collected while minimizing previous manual administrative tasks to obtain accurate data
and improving operational efficiency.

Update the Short Range Transit Development Plan (SRTDP).

A prior recommendation that is carried forward in this audit, the current SRTDP was last
updated in March 2012. An update is more timely given changes to management and a
fresh evaluation of the system. These plans are generally updated every five years to assess
current operations and gauge customer satisfaction, and provide recommendations for
productivity improvement for the next five years. MTA recognizes a need for a redesign of
the bus network and is considering conducting the update in-house on a more frequent
basis such as annually rather than the typical timeline of every five years. MTA should work
with MCOG on applying for planning grant funds for the SRTDP update.

Consider an alternate funding formula for Senior Center TDA funds.

As a carryover from the prior audit, the prior audit found that the current formula for
allocating TDA funds to the senior centers does not account for performance of the
respective systems and suggested that an alternative funding formula be adopted. This
recommendation to revisit the formula is taken in context of a larger discussion on the
continuation of MTA’s role to administer the senior transportation program with LTF funds.

The MCOG Transit Productivity Committee (TPC) discussed the TDA funding formula for the
senior centers in May 2019. A suggestion was made by the committee to form a working
group to analyze the issue with a fresh start and possibly propose a new basis of
performance for the funding formula. The MTA Board of Directors convened a separate Ad
Hoc Sub-Committee to assist MTA management staff in its review of this service. MTA’s
concerns with the senior center contracts have in turn garnered responses from the senior
centers over operational matters and the nature of the services being provided. These
issues have delayed the ability for MTA, MCOG, and the senior centers to revisit the
funding formula and performance methodology for TDA allocation among these services.
The MTA ad-hoc subcommittee and the MCOG TPC should further discuss the concerns and
evaluate possible service and funding options that limit impacts to the senior and disabled
community.
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Section |

Introduction

California’s Transportation Development Act (TDA) requires that a triennial performance audit be
conducted of public transit entities that receive TDA revenues. The performance audit serves to
ensure accountability in the use of public transportation revenue.

The Mendocino Council of Governments (MCOG) engaged Michael Baker International to
conduct the TDA triennial performance audit of the public transit operator under its jurisdiction
in Mendocino County. This performance audit is conducted for Mendocino Transit Authority
(MTA or Authority) covering the most recent triennial period, fiscal years 2015-16 through 2017—-
18.

The purpose of the performance audit is to evaluate MTA’s effectiveness and efficiency in its use
of TDA funds to provide public transportation in its service area. This evaluation is required as a
condition for continued receipt of these funds for public transportation purposes. In addition, the
audit evaluates the agency’s compliance with the conditions specified in the California Public
Utilities Code (PUC). This task involves ascertaining whether the agency is meeting the PUC’s
reporting requirements. Moreover, the audit includes calculations of transit service performance
indicators and a detailed review of the transit administrative functions. From the analysis that
has been undertaken, recommendations have been made which are intended to improve the
performance of transit operations.

In summary, this TDA audit affords the opportunity for an independent, constructive, and
objective evaluation of the organization and its operations that otherwise might not be available.
The methodology for the audit included in-person interviews and site visit with MTA
management, collection and review of agency documents, data analysis, and on-site
observations. The Performance Audit Guidebook for Transit Operators and Regional
Transportation Planning Entities published by the California Department of Transportation
(Caltrans) was used to guide in the development and conduct of the audit.

Overview of the Transit System

MTA covers a 2,800-square-mile service area that encompasses the coastal and inland
communities of Mendocino County and includes connections to northern Sonoma County. MTA
was created in April 1976 as a joint powers authority (JPA) between the Cities of Fort Bragg, Point
Arena, Ukiah, and Willits and the County of Mendocino.

MTA’s mission is to provide safe, courteous, reliable, affordable, and carbon-neutral
transportation services. The transit system provides intercity, commuter, local fixed-route, and
demand-response services. Other communities served by MTA include Albion, Anchor Bay,
Bodega, Bodega Bay, Boonville, Calpella, Caspar, Elk, Fort Ross, Freestone, Gualala, Hopland,
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Jenner, Manchester, Mendocino, Navarro, Philo, Redwood Valley, Santa Rosa, Sea Ranch,
Stewarts Point, and Windsor.

The JPA is governed by a seven-member board consisting of one appointee from each of the four
City Councils (Fort Bragg, Point Arena, Ukiah, and Willits) in Mendocino County, and three
appointees from the Mendocino County Board of Supervisors. Members are appointed to serve a
two-year term. The County and the Cities of Point Arena and Willits appoint one member each in
July of even-numbered years. The County appoints two members and the Cities of Fort Bragg and
Ukiah appoint one member each in July of odd-numbered years.

An amendment to the JPA was adopted in May 1993 to reaffirm the purpose and mission of MTA
amongst its member agencies. A Memorandum of Understanding (MOU) was adopted
concurrent to the JPA amendment to ensure that MTA maintains adequate liability insurance in
order to protect each of the parties to the JPA. Bylaws for the MTA Board of Directors were
adopted in July 2007 and approved by the Mendocino County Counsel.

A demographic snapshot of key cities and the County within the MTA service area is presented in
Table I-1:

Table I-1
MTA Service Area Demographics
2010 US Change from 2019 DOF Land area
Census 2000 US Population 65 Population (in square
City/Jurisdiction Population Census years & older Estimate miles)

Fort Bragg 7,273 +6.7% 13.7% 7,478 2.75
Point Arena 449 -5.3% 12.9% 463 1.40
Ukiah (County Seat) 16,075 +3.7% 14.5% 16,296 4.72
Willits 4,888 -3.6% 15.2% 4,996 2.80
Unincorporated Area 59,156 +1.4% 15.8% 59,776 3,494.79
Mendocino County 87,841 +1.8% 15.4% 89,009 3,506.34

Source: 2010 US Census; California Department of Finance 2019 estimate.

The City of Ukiah is the county seat and largest city. The county and its incorporated cities saw
modest or negative growth between the 2000 and 2010 US Censuses. Fort Bragg had the highest
percentage increase in population and Point Arena had the largest percentage decrease in
population. The senior citizen population, composed of residents aged 65 and over, is just over
15 percent countywide. The 2019 population for Mendocino County is estimated to be 89,009 as
reported by the California Department of Finance.

Forestry, government, tourism, and viticulture are mainstays of the local economy. Major
highways traversing Mendocino County include US 101 and State Routes (SR) 1, 20, 128, 162,
175, 253 and 271. US 101 is the main highway connecting Mendocino County with Sonoma
County and the San Francisco Bay Area to the south and Humboldt County to the north. SR 1 is
the main coastal route. SRs 20, 128, and 162 connect the coastal region with the inland valleys.
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System Characteristics

MTA operates different types of transit services: local fixed route, flex route, intercity, commuter,
and Dial-A-Ride. The local fixed routes run in Fort Bragg, Ukiah, and Willits. Ukiah Local Route 9
connects with Lake Transit (Lake Transit Authority) at the Pear Tree Center stop in Ukiah.
Intercity services connect inland and coastal communities with trips dispersed throughout the
day, whereas commuter services run to and from Santa Rosa and provide connections with other
transit systems in neighboring Sonoma County and beyond. Routes 65 and 95 provide commuter
service daily to Santa Rosa, which allows for connections to Amtrak Thruway buses, Golden Gate
Transit, Sonoma County Transit, and Santa Rosa CityBus. MTA categorizes these various services
by geography such as inland routes, and coastal and long routes. MTA’s fixed-route services

during the audit period are described in detail in Table I-2.

Table I-2
MTA Bus Services
Route Number Route Description Frequency/Operation Key Time Points
1 Willits Local Hourly (Monday through = Integrated Service Center
Friday from 7:12 a.m. to = Evergreen Shopping Center
6:33 p.m.) = Safeway
= Little Lake Clinic
= Willits Post Office
= Redwood Meadows
= Willits City Park
= Sherwood Casino
= Willits Senior Center
5 BraggAbout Hourly (Monday through = Boatyard
(Fort Bragg Local) Friday from 8:00 a.m. to = College of the Redwoods
5:57 p.m.) Two evening = Coast Hospital
trips (Saturday from 6:30 = Safeway
p.m. to 10:00 p.m.) = Rite Aid
= CV Star Aquatic Center
= Footlighters
= Stewart/John Cimolino Way
7 Ukiah Jitney Three northbound/two = Mendocino College
southbound trips (Monday | = U-Haul
through Friday from 7:10 = Library
a.m. to 5:45 p.m.) = Ukiah Theater
= Public Health Department
= Airport
= Plant Road/South State Street
9 Ukiah Local Every 30 minutes (Monday | = Plant Road/South State Street
through Friday from 6:39 = Community Clinic @ Shelter
a.m. to 5:40 p.m.) = Airport
Hourly (Monday through = Walmart/Food Maxx
Friday from 5:00 p.m. to = Yokayo Center
10:55 p.m.) = Pear Tree Center
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Route Number

Route Description

Frequency/Operation

Key Time Points

Every 45 minutes (Saturday
from 7:40 a.m. to 5:19

p.m.)

= Library

= Walnut Village

= Raley’s

= Mendocino College

20 Willits - Redwood Three morning round trips = Willits City Park
Valley - Ukiah and three afternoon round | =JD Redhouse
trips = Hospital
(Monday through Friday = Hwy 101 @ Baechtel
from 6:39 a.m. to 6:35 = Redwood Valley Center
p.m.) = Taylor’s
= Mendocino College
60 Mendocino — Caspar — | Four bidirectional round = Navarro River
Fort Bragg trips = Albion
(Monday through Friday — = Little River
an extension of Route 5- = Mendocino
Bragg About from 7:18 a.m. | = Caspar Beach
to 5:30 p.m.) = Boatyard
Two evening trips (Saturday
from 6:30 p.m. to 10:00
p.m.)
65 Santa Rosa — Ukiah — | Four northbound trips & = Fort Bragg
Willits — Fort Bragg - | four southbound trips - two | = Willits
Mendocino trips in each direction = Redwood Valley
continue to Santa Rosa = Ukiah
(Monday through Saturday | = Hopland
from 6:30 a.m. to 7:58 = Windsor
p.m.) = Santa Rosa
One northbound trip & one
southbound trip (Sunday
from 6:30 a.m. to 5:52
p.m.)
75 South Coast to Ukiah | One morning northbound = Gualala
trip & one afternoon = Anchor Bay Store
southbound trip = Point Arena
(Monday through Saturday | = Manchester
from 7:45 a.m. to 5:55 = Navarro
p.m.) Note: No Saturday = Philo
service to Fort Bragg = Boonwville
= Ukiah
95 South Coast to Santa | One morning southbound = Point Arena

Rosa

trip & one afternoon
northbound trip (Monday
through Saturday from 8:00

= Anchor Bay
= Sea Ranch
= Fort Ross
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Route Number Route Description Frequency/Operation Key Time Points
a.m. to 7:05 p.m.; Sunday = Jenner
from 10:00 a.m. to 7:05 = Bodega Bay
p.m.) = Freestone
= Sebastopol
= Santa Rosa

Source: MTA

MTA’s fixed-route system does not operate on the following holidays: New Year’s Day, Martin
Luther King Jr. Day, Presidents’ Day, Memorial Day, Independence Day, Labor Day, Thanksgiving
Day, the day after Thanksgiving, and Christmas Day. Commuter routes 65 and 95 operate every
day except Thanksgiving and Christmas Day.

Dial-A-Ride

During the audit period, MTA provided curb-to-curb Dial-A-Ride service in the communities of
Fort Bragg and Ukiah. Dial-A-Ride service was available to the general public as well as to seniors
and persons with disabilities. Discounted fares are offered to seniors age 62 and older and
disabled passengers with a valid MTA discount card or Americans with Disabilities Act (ADA)
certification. The Dial-A-Ride fare structure is based on zones in each respective service area. Fort
Bragg has four fare zones and Ukiah has five fare zones. MTA’s Dial-A-Ride services are outlined
in Table I-3.

Table I-3
MTA Dial-A-Ride Services
Dial-A-Ride Service Operation
Fort Bragg Monday through Friday:
8:00 a.m. to 6:00 p.m.
Saturday:

10:00 a.m. to 5:00 p.m.
Ukiah Monday through Friday:
7:00 a.m. to 6:00 p.m.
Saturday:

10:00 a.m. to 5:00 p.m.

Source: MTA

In addition to the aforementioned general public Dial-A-Ride services, ADA paratransit services
are available to persons with disabilities who live within a three-quarter-mile radius of MTA’s
fixed-route services in Fort Bragg, Ukiah, and Willits. Reservations can be made 24 hours in
advance or on a space available basis. In Ukiah and Fort Bragg, ADA paratransit service is
operated by MTA. In Willits, ADA paratransit service is provided by Willits Seniors Inc.

Although outside of the audit period, MTA changed the Dial-A-Ride service to serve only seniors
and persons with disabilities effective September 1, 2019. Riders are required to reserve trips at
least 24 hours in advance. A subscription service is available for those riders with recurring pick-
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up times. The changes also include an expanded service area and reduced fares. The Dial-A-Ride
service area has been expanded to include central Redwood Valley to the north and Regina
Heights, Deerwood, Manor Oaks, and Lake Mendocino to the east. Fares have been reduced to
$6.00 per trip.

As the designated Consolidated Transportation Services Agency (CTSA) for Mendocino County,
MTA also contracts with local senior centers to provide demand-response services. The primary
policy goal of this service was originally to provide door-through-door transportation with
assistance. The senior centers serve a broad array of transportation needs among seniors and
disabled individuals in the communities they serve.

Fares

MTA's fare structure is reflective of its broad and varied service area. Local fixed-route fares are
fixed; however, intercity and commuter-route fares are based on the distance traveled. Senior
(age 62 and older), disabled, and student fares are discounted with a valid MTA discount card.
Up to two children, age 6 years and under, ride free with a fare-paying adult 16 years of age or
older. In addition to cash fares, MTA offers several multi-ride pass options. Monthly passes are
based on the number of zones traveled up to three zones. The Youth Summer Pass is available
during the months of June, July, and August. A 16-Ride Punch Pass is good for travel in one zone.
Passes can be purchased directly from the driver or at MTA’s offices located in Fort Bragg and
Ukiah. The fare structure during the audit period is shown in Table I-4.

Table I-4
MTA Fare Schedule

Senior/
Disabled (with
MTA Discount

Local Fixed Routes Regular Card)
Fort Bragg/Ukiah/Willits $1.50 $0.75
Senior/

Disabled (with
MTA Discount

Intercity & Commuter Routes Regular Card)

Coastal Services (Routes 5, 60 & 75) $1.50 - $5.75 $0.75 - $2.60

Inland Services (Routes 1, 7,9 & 20) $1.50 - $3.00 $0.75-$1.50

Routes 65 $1.50-523.00 $0.75-5$11.50
$0.75 - $4.10

Route 95 $1.50 - $8.25 $1.05 - $6.00

(Students)

Dial-A-Ride

General Public (Central Zone) $6.00

Senior (age 62 and older)/Disabled $3.00

Children Age 6 and Under $1.25
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Senior/
Disabled (with
MTA Discount

Local Fixed Routes Regular Card)
ADA Attendant Free

ADA Companion $3.00

Each Additional Zone Traveled $6.00

Passes

One-Zone (Good for trips within Ukiah,

Willits, Fort Bragg and between Fort $35.00

Bragg and Mendocino )

Two-Zone (Good for trips between
Ukiah and Redwood Valley, Willits and $57.00
Redwood Valley)

Three-Zone (Good for trips between

Willits and Ukiah and Boonville and $85.00
Ukiah)
Youth 18 years of age and younger $45.00
16-Ride Punch Pass (one fare zone per $17.00
punch)

Source: MTA

Fleet

There were 43 vehicles in the total fleet during the audit period. All MTA buses are wheelchair
accessible in compliance with the ADA. Large MTA buses are also equipped with bike racks which
hold two bikes each. MTA made significant bus procurements in 2016 and 2018 to update its
fleet, replacing over 20 percent of the revenue vehicles.

Table I-5 shows the vehicle fleet information.

Table I-5

MTA Fleet
Year Make/Model Quantity Fuel Type Passenger Capacity
1999 Gillig Phantom 1 Diesel 43 (2 W/C)
2007 Ford Starcraft 1 Gasoline 16 (2 W/Q)
2008 Ford Supreme F450 1 Gasoline 22 (2 W/QC)
2010 Ford Glaval 4 Gasoline 16 (2 W/C)
2011 Ford Glaval E350 5 Gasoline 8(2W/QC)
2011 Ford Glaval E450 2 Gasoline 16 (2 W/C)
2012 International Champion Navistar 2 Diesel 24 (2 W/C)
2013 Ford Glaval Universal 5 Gasoline 8(2W/QC)
2013 Ford Glaval Universal 3 Gasoline 16 (2 W/C)
2013 Gillig Low Floor HD 8 Diesel 38 (2 W/C)
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Year Make/Model Quantity Fuel Type Passenger Capacity
2015 Ford Glaval Universal 1 Gasoline 16 (2 W/C)
2016 Ford Glaval 4 Gasoline 16 (2 W/C)
2016 Freightliner Medium Duty 1 Diesel 24 (2 W/C)
2016 Glaval Legacy 2 Gasoline 24 (2 W/C)
2018 Ford Glaval E450 3 Gasoline 16 (2 W/C)
Total 43
Source: MTA

W/C=Wheelchair

The transit vehicles are kept in four yards dispersed around the County to ensure rollout of daily
service and to lessen deadhead. The yards are gated with cameras for security at three of the
yards (Fort Bragg location does not have cameras for its two vehicles).
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Section Il

Operator Compliance Requirements

This section of the audit report contains the analysis of MTA’s ability to comply with state
requirements for continued receipt of TDA funds. The evaluation uses the guidebook
Performance Audit Guidebook for Transit Operators and Regional Transportation Planning
Agencies to assess transit operators. The guidebook contains a checklist of eleven measures
taken from relevant sections of the PUC and the California Code of Regulations. Each of these
requirements is discussed in the table below, including a description of the system’s efforts to
comply with the requirements. In addition, the findings from the compliance review are
described in the text following the table.

Table II-1

Operator Compliance Requirements Matrix

Operator Compliance
Requirements

Reference

Compliance Efforts

The transit operator
submitted annual reports to
the RTPA based upon the
Uniform System of Accounts
and Records established by
the State Controller. Report is
due 90 days after end of fiscal
year (Sept. 28/29), or 110 days
(Oct. 19/20) if filed
electronically (Internet).

Public Utilities Code,
Section 99243

Completion/submittal dates:

General Public Service:

FY 2016: October 27, 2016
FY 2017: June 4, 2018*

FY 2018: February 19, 2019*

Specialized Service (Senior Centers):
FY 2016: October 27, 2016

FY 2017: June 4, 2018*

FY 2018: March 7, 2019*

*Note: New state legislation was
passed (AB 1113 - Bloom) on July 21,
2017, that changes the timeline to
submit the annual Transit Operators
Financial Transaction Reports to the
State Controller effective reporting
year FY 2017. The submittal date has
been extended from within 110 days
after fiscal year end to 7 months after
fiscal year end, or end of January.
This is an extension of about 100 days
from the original deadline. With the
change in dates, these reports are
required to contain underlying data
from audited financial statements.
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Table II-1

Operator Compliance Requirements Matrix

Operator Compliance
Requirements

Reference Compliance Efforts

The FY 2017 & FY 2018 Transit
Operators Financial Transaction
Reports were submitted after the
new statutory deadline to the State
Controller. In addition, the signature
covers pages were missing from the
FY 2018 submittals.

Conclusion: Partial Compliance.

The operator has submitted
annual fiscal and compliance
audits to the RTPA and to the
State Controller within 180
days following the end of the
fiscal year (Dec. 27), or has
received the appropriate 90-
day extension by the RTPA
allowed by law.

Public Utilities Code, Completion/submittal dates:
Section 99245
FY 2016: March 24, 2017

FY 2017: September 26, 2018
FY 2018: February 22, 2019

The FY 2017 TDA Fiscal and
Compliance Audit was not submitted
within the 180-day time frame or the
90-day extension period.

Conclusion: Partial Compliance.

The CHP has, within the 13
months prior to each TDA
claim submitted by an
operator, certified the
operator’s compliance with
Vehicle Code Section 1808.1
following a CHP inspection of
the operator’s terminal.

Public Utilities Code, MTA participates in the CHP Transit
Section 99251 B Operator Compliance Program in
which the CHP has conducted
inspections within the 13 months
prior to each TDA claim.

Inspections were conducted at MTA’s
operation facility at 241 Plant Road in
Ukiah.

Inspection dates applicable to the
audit period were February 18, 2015;
March 3, 2015; March 1-3, 2016;
March 15, 16 & 29, 2017; March 12,
14 & 29, 2018; and April 10, 2018.

Inspections were rated satisfactory.
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Table II-1

Operator Compliance Requirements Matrix

Operator Compliance
Requirements

Reference Compliance Efforts

Conclusion: Complied.

The operator’s claim for TDA
funds is submitted in
compliance with rules and
regulations adopted by the
RTPA for such claims.

Public Utilities Code, As a condition of approval, MTA's
Section 99261 annual claims for Local
Transportation Funds (LTF) and State
Transit Assistance (STA) are
submitted in compliance with the
rules and regulations adopted by
MCOG. MCOG completes a claims
checklists verifying all applicable
materials are submitted by MTA with
the claim, and makes findings to
allocate the funds. Amendments to
the claims are submitted as funding
and operating conditions warrant.

Conclusion: Complied.

If an operator serves
urbanized and non-urbanized
areas, it has maintained a
ratio of fare revenues to
operating costs at least equal
to the ratio determined by the
rules and regulations adopted
by the RTPA.

Public Utilities Code, This requirement is not applicable, as
Section 99270.1 MTA only serves a nonurbanized
area.

Conclusion: Not Applicable.

The operator’s operating
budget has not increased by
more than 15% over the
preceding year, nor is there a
substantial increase or
decrease in the scope of
operations or capital budget
provisions for major new fixed
facilities unless the operator
has reasonably supported and
substantiated the change(s).

Public Utilities Code, Percentage increase in MTA’s
Section 99266 operating budget:

FY 2016: +4.9%
FY 2017: +3.3%
FY 2018: +3.8%

Source: MTA Operating Budget for
FYs 2015-2018

Conclusion: Complied.

The operator’s definitions of
performance measures are

Public Utilities Code, MTA’s definition of performance is
Section 99247 generally consistent with PUC Section

Michael Baker International - 11




Triennial Performance Audit of Mendocino Transit Authority — FYs 2016-2018

Table II-1

Operator Compliance Requirements Matrix

Operator Compliance
Requirements

Reference Compliance Efforts

consistent with Public Utilities
Code Section 99247, including
(a) operating cost,

(b) operating cost per
passenger, (c) operating cost
per vehicle service hour,

(d) passengers per vehicle
service hour, (e) passengers
per vehicle service mile,

(f) total passengers, (g) transit
vehicle, (h) vehicle service
hours, (i) vehicle service miles,
and (j) vehicle service hours
per employee.

99247. A review of trip sheets and
summary reports during the audit
period indicates that correct
performance data are being
collected. However, the State
Controller Report shows a significant
decline in full time equivalent (FTE)
count over the three year period,
indicating miscalculations of total
employee hours and dividing by
2,000 hours.

Conclusion: Partial Compliance.

If the operator serves an
urbanized area, it has
maintained a ratio of fare
revenues to operating costs at
least equal to one-fifth (20
percent), unlessitisina
county with a population of
less than 500,000, in which
case it must maintain a ratio
of fare revenues to operating
costs of at least equal to
three-twentieths (15 percent),
if so determined by the RTPA.

Public Utilities Code, This requirement is not applicable, as
Sections 99268.2, MTA only serves a nonurbanized
99268.3, 99268.12, area.

99270.1

Conclusion: Not Applicable

If the operator serves a rural
area, or provides exclusive
services to elderly and
disabled persons, it has
maintained a ratio of fare
revenues to operating costs at
least equal to one-tenth (10
percent).

Public Utilities Code, MTA is subject to a farebox ratio of
Sections 99268.2, 10%. The farebox ratios using audited
99268.4, 99268.5 data were as follows:

FY 2016: 16.2%
FY 2017: 12.8%
FY 2018: 12.6%

Source: Annual Fiscal and Compliance
Audits
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Table II-1

Operator Compliance Requirements Matrix

Operator Compliance
Requirements

Reference Compliance Efforts

Conclusion: Complied.

The current cost of the
operator’s retirement system
is fully funded with respect to
the officers and employees of
its public transportation
system, or the operator is
implementing a plan approved
by the RTPA which will fully
fund the retirement system
within 40 years.

Public Utilities Code, MTA maintains two pension plans for
Section 99271 its employees: one covering
temporary and casual part-time
employees (less than 20 hours per
week), and another for full-time and
part-time employees. Temporary and
casual part-time employees are
covered by a Section 457 plan. Full-
time and part-time employees,
including MTA administrative staff
and employees represented under
Teamsters Local 665, are covered by
CalPERS.

Conclusion: Complied.

If the operator receives state
transit assistance funds, the
operator makes full use of
funds available to it under the
Urban Mass Transportation
Act of 1964 before TDA claims
are granted.

California Code of MTA utilizes federal funds that are
Regulations, Section available to the agency, as reported
6754(a)(3) in the National Transit Database and

Transit Operators Financial
Transactions Report.

FY 2016: $631,245 (operations)
$300,000 (capital)

FY 2017: $469,217 (operations)

FY 2018: $1,023,836 (operations)
$309,131 (capital)

Source: FY 2016-2017 National
Transit Database & FY 2018 Transit
Operators Financial Transactions
Report.

Conclusion: Complied.
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Findings and Observations from Operator Compliance Requirements Matrix

1. Of the compliance requirements pertaining to MTA, the operator fully complied with six
of the nine requirements. The Authority was in partial compliance with regard to the
submittal of its Transit Operators Financial Transactions Report to the State Controller
and annual fiscal and compliance audit, and the reporting of full time equivalent (FTE)
employees in the State Controller Report. Management and administrative staff turnover,
rebuilding of financial records that were formerly stored on antiquated systems, and a
digital attack on MTA computers created challenges in providing information for the
financial reports. Two additional compliance requirements did not apply to MTA
(intermediate farebox and exclusive urban recovery ratios).

2. MTA’s farebox recovery ratio remained above its required 10 percent standard during the
three years of the audit period. With passage of SB 508 in October 2015, the required
farebox ratio to meet TDA standards was reduced which places MTA in farebox
compliance. MTA continues to use its previous higher farebox ratio as a goal to meet. The
farebox recovery ratio to meet compliance was 16.2 percent in FY 2016, 12.8 percent in
FY 2017 and 12.6 percent in FY 2018 based on audited data. The average system-wide
farebox recovery ratio was 13.9 percent during the triennial review period.

3. MTA participates in the CHP Transit Operator Compliance Program and received vehicle
inspections within the 13 months prior to each TDA claim. Satisfactory ratings were made
for all inspections conducted during the audit period, with only minor findings.

4. The operating budget exhibited modest increases during the period, which were
attributed to higher administrative and maintenance costs. The budget increased 4.9
percent in FY 2016; 3.3 percent in FY 2017; and 3.6 percent in FY 2018.
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Section lll

Prior Triennial Performance Recommendations

MTA’s efforts to implement the recommendations made in the prior triennial audit are examined
in this section of the report. For this purpose, each prior recommendation for the agency is
described, followed by a discussion of the Authority’s efforts to implement the recommendation.
Conclusions concerning the extent to which the recommendations have been adopted by the
agency are then presented.

Prior Recommendation 1

Develop internal goals for collection and measurement of on-time performance.

Background: As a carryover from the prior performance audit, it was recommended that MTA
develop a minimum standard for on-time performance as a means to measure the relative
improvement to schedule adherence. While the minimum standard could be based on actual
data observations, which show about an 80 percent on-time rate, the standard range would be
set higher to a higher goal, such as to 85 percent or 90 percent.

It was also recommended to determine a minimum number of time checks to be conducted.
Time checks would be focused at critical points of the system, such as at major transfer points,
along popular routes, and areas for propensities for delays. To aid in developing a consistent
method of checking on-time performance, it was suggested that MTA investigate the capabilities
of its existing Global Positioning System (GPS) technology as a tool for improved tracking of
vehicles and recording of schedule adherence. Reliance on technology to report on-time
performance is widely practiced across transit properties and serves to increase the number of
observations among more routes, while reducing manual input and staff resources.

Actions taken by MTA

With the various changes occurring at MTA in administrative staffing and operations, and the
need to address higher level needs, this particular activity was delayed in terms of adjustments to
goals for collection and measurement of on-time performance. During the audit period, MTA
procured route match software for fixed route which automates functions and data collection
including Route Match Automated Vehicle Locator and on-board tablets. Start-up issues in
implementing the software across the fixed route service delayed implementation of the system
originally planned for Spring 2018. Tracking on-time performance using this software to develop
an on-time goal is a function built into the system as the agency improves use of the software’s
functionality for a host of operational activities and collection of data.

From the customer perspective, MTA debuted a new technology to enhance customers’
experience using a real-time bus app that shows where the bus is and when it will arrive at their
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stop. Called Route Shout 2.0, the application can be downloaded for free to a mobile phone and
used to find the nearest MTA bus stop, bus routes and schedules, and real-time bus arrival times.

Conclusion
This recommendation is in process and is forwarded in this audit for full implementation.

Prior Recommendation 2

Develop a charter policy that meets federal and state requirements.

Background: As a carryover from the prior performance audit, it was recommended that MTA
develop a written charter policy that meets FTA requirements as well as state provisions. MTA
has been following the requirements as they pertain to charters, including advertising to private
vendors. However, the policy has yet to be formalized in written form and approved by the
board. The auditor suggested that MTA formally develop and adopt a charter policy reflecting
both federal and state compliance. A sample written term is provided in the last section of this
audit report that defines special event service and describes a charter bus policy.

A sample written term is as follows:

Special Event Service:

Special event services are bus routes designed to take passengers to a specific venue and are not
part of the regularly scheduled operation. (Transit operator name) will provide service under
contract to other entities only if the provision of these services does not interfere with (transit
operator name)’s ability to meet its regularly scheduled service obligations and fits within the
scope of the agency’s regular operation in terms of route structure, fares, and span of service.
Special event services will be provided on a full cost recovery basis and in conformance with the
agency’s charter bus policy.

Charter Bus Policy:

Charter service is the use of buses or vans to provide a group of persons under a single contract,
at a fixed charge, with the exclusive use of the vehicle or service to travel together under an
itinerary either specified in advance or modified after having left the place of origin.

As a grantee of federal funds, (transit operator name) is prohibited from using its federally
funded equipment and facilities to provide charter service except on an incidental basis and

when one or more of the applicable exceptions below apply:

e Charter service shall be incidental to the mass transportation service and shall be provided
only during times of the day when vehicles are not needed for regularly scheduled service.

e Charter service will only be considered when one of the following exceptions apply:
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e There are no willing or able private charter operators;
e For special events, the private operators are not capable of providing the service;

e There is a formal agreement regarding the provision of charter services between the
recipient and all private charter operators who have been identified as willing and able; or

e For government or certain nonprofit organizations, if the trip involves a significant number
of disabled persons; the organization is a qualified social service agency; or the organization
receives public welfare assistance funds for which implementation may require
transportation services.

e All requests for charter service must be approved by the general manager and may require
a waiver from the Federal Transit Administration. Petitions for a waiver should be
requested in writing 90 days in advance of the event whenever possible.

e The rates for charter service shall equal or exceed the annual fully allocated cost, including
depreciation, of providing charter bus operations, and (transit operator name) shall deduct
the mileage and hours from the useful life of the buses.

e The operation of charter service also must comply with relevant state laws, including
California Public Utilities Code Section 99250.

Actions taken by MTA

MTA eliminated charter bus services in 2017. MTA instead offers special event services which are
used to fill transportation needs during public festivities and special public events. Special event
transportation services are geared toward providing a community service that helps people
access public events. In September 2018, the MTA Board of Directors approved a ‘Special Events’
schedule for MTA outlining events that MTA would provide vehicles. For example, on a MTA
board meeting agenda, the City of Point Arena as a JPA partner requested that their
Independence Day Celebration be added to the schedule for July 6, 2019 between the hours of
9:30 pm to 9:55 pm. The transportation service would begin at 4:00 pm and last until 11:00 pm.

Conclusion
This recommendation is no longer applicable as charter bus service is not offered.

Prior Recommendation 3

Consider an alternate funding formula for Senior Center TDA funds.

Background: As a carryover from the prior audit, the prior audit found that the current formula
for allocating TDA funds to the senior centers does not account for performance of the respective
systems and suggested that an alternative funding formula be adopted. Although there is an
existing local match requirement by the senior centers, an alternate formula is provided in the
last section of this audit report which follows a similar structure to the existing State Transit
Assistance (STA) formula, where a certain portion of the allocation to a transit system is based on
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performance and the remaining portion is based on the discretion of MCOG serving as the
regional transportation planning agency. The purpose of the suggested formula is to tie in a
certain measure of performance already present in the funding process (senior center fare
revenues provide local match to TDA) and further incentivize the recipients to increase
productivity while allowing some level of flexibility for MTA to allocate more or less revenue
based on service need projections.

Actions taken by MTA

The MCOG Transit Productivity Committee (TPC) discussed the TDA funding formula for the
senior centers in May 2019. MCOG and MTA staff, a representative of the senior centers, and
local officials serving on the committee held discussion on the history of this funding formula.
MTA’s reimbursement claim in the annual report shows that subsidy versus operating costs
varied widely among the five centers, from 35 percent to 84 percent. A suggestion was made by
the committee to form a working group to analyze the issue with a fresh start and possible
propose a new basis of performance for the funding formula. The TPC recommended the need to
revise the long-standing formula for the senior centers’ transportation programs from allocations
of the Local Transportation Fund, and continue this item to the next TPC meeting.

The senior center transportation program administered by MTA serving as the designated CTSA
has been under review by MTA management regarding transportation program issues. As such,
the TDA funding being provided to the senior center transportation program is under review and
will be addressed as part of the overall review of the program by MTA, MCOG and the Transit
Productivity Committee, in concert with the senior centers.

Conclusion

This recommendation has not been implemented, and is forwarded in this audit for full
implementation.

Prior Recommendation 4

Update the Short Range Transit Development Plan (SRTDP).

Background: The current SRTDP was last updated was in March 2012. An update is timely given
recent changes to management and a fresh evaluation of the system. These plans are generally
updated every five years to assess current operations and gauge customer satisfaction, and
provide recommendations for productivity improvement for the next five years. MTA should
work with MCOG on applying for planning grant funds for the SRTDP update.

Actions taken by MTA

With changes occurring at MTA and the need to address pressing administrative and operational
issues, MTA has not updated the SRTDP. MTA applied at least once for a Caltrans planning grant
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for this purpose, but did not receive an award. MTA management indicated that the SRTDP may
be updated in-house and transitioned to an annual update with work provided by MTA staff. A
redesign of the transit network is being thought-out which could be part of the update that staff
would undertake on their own.

Conclusion

This recommendation has not been implemented, and is forwarded in this audit for full
implementation.

Prior Recommendation 5

Review opportunities for increasing local revenue to boost farebox recovery.

Background: MTA has sustained an adequate farebox recovery ratio that meets the revised State
TDA farebox standard under State Senate Bill (SB) 508 passed in October 2015. MTA was
previously required to meet a higher standard under old rules, but now has a lower standard to
meet. As an internal goal, however, MTA will strive to meet its higher farebox standard as a
measure of good practice and operational control. SB 508 makes changes to how farebox
recovery is calculated. Consistent with current practice, transit systems are able to boost their
farebox recovery through inclusion of local revenues generated by the transit service. Although
the system-wide farebox recovery ratio for MTA exceeds the new 10 percent minimum standard,
supplemental revenues would serve in providing a local match for state and federal grants to
fund existing and future transit expansion. Other local fund revenues used by transit operators
include advertisement on buses and bus shelters, gains on the sale of capital assets, lease
revenues generated by transit-owned property, and fare revenue agreements in lieu of individual
fare payment with entities that have regular riders. Both revenues and operating costs are
modified under SB 508 in deriving the farebox ratio for TDA eligibility purposes, and MTA should
work with the fiscal auditor to accurately reflect the farebox ratio allowed under new state law.

Actions taken by MTA

MTA has been able to comply with the farebox recovery ratio without the need for local support
revenue, given the lower requirement from SB 508. MTA recognizes local funding support
opportunities and has increased its local revenue generation including from advertising on buses
and shelters, leasing of its agricultural vans, contracted services, and vehicle maintenance for
other agencies. For example, advertising generates about $90,000 annually which could be added
to the farebox for the ratio calculation should the need arise to meet the TDA requirement of 10
percent.

Conclusion

This recommendation has been implemented.
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Section IV

TDA Performance Indicators

This section reviews MTA’s performance in providing transit service to the community in an
efficient and effective manner. TDA requires that at least five specific performance indicators be
reported, which are contained in the following tables. Farebox recovery ratio is not one of the
five specific indicators but is a requirement for continued TDA funding. Therefore, farebox
calculation is also included. Two additional performance indicators, operating cost per mile and
average fare per passenger, are included as well. Findings from the analysis are contained in the
section following the tables.

Tables IV-1 through IV-5 provide the performance indicators for MTA system-wide and by mode
(short distance bus routes, long distance bus routes, Dial-A-Ride, and senior center specialized
service). System-wide operating costs and fare revenues are drawn from the audited financial
statements which provides the basis for the farebox recovery ratio and TDA eligibility.
Performance data by mode are shown for informational purposes to depict the variances in data
resulting from these different services provided by MTA. Graphs are also provided on trends for
the performance indicators.
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Table IV-1

MTA TDA Performance Indicators

System-wide

Audit Period

% Change

FY 2015-
Performance Data and Indicators FY 2015 FY 2016 FY 2017 FY 2018 2018
Operating Cost* $3,824,974 | $3,719,513 | $4,222,099 | $5,270,853 37.8%
Total Passengers 337,221 329,446 299,188 285,514 -15.3%
Vehicle Revenue Service Hours 41,710 44,171 45,975 45,529 9.2%
Vehicle Revenue Service Miles 690,744 700,050 796,498 959,817 39.0%
Employee FTE's 51 49 47 33 -35.3%
Passenger Fares* $555,746 $602,026 $540,094 $662,629 19.2%
Operating Cost per Passenger $11.34 $11.29 $14.11 $18.46 62.8%
Operating Cost per Vehicle Revenue Service Hour $91.70 $84.21 $91.83 $115.77 26.2%
Operating Cost per Vehicle Revenue Service Mile $5.54 $5.31 $5.30 $5.49 -0.8%
Passengers per Vehicle Revenue Service Hour 8.1 7.5 6.5 6.3 -22.4%
Passengers per Vehicle Revenue Service Mile 0.49 0.47 0.38 0.30 -39.1%
Vehicle Revenue Service Hours per Employee 817.8 901.4 978.2 1,379.7 68.7%
Average Fare per Passenger $1.65 $1.83 $1.81 $2.32 40.8%
Fare Recovery Ratio 14.53% 16.19% 12.79% 12.57% -13.5%

Source: Annual Fiscal & Compliance Audits, MTA Internal Performance Data Reports, State Controller's Reports

*Operating costs and passenger fare revenues are audited data. Operating costs exclude depreciation, specialized services &
contract and charter services, senior administration, vehicle maintenance under CTSA, and mobility management. These exclusions

are for farebox recovery reporting in the fiscal audits.

Michael Baker International - 21




Triennial Performance Audit of Mendocino Transit Authority — FYs 2016-2018

Table IV-2
MTA TDA Performance Indicators
Short Distance Bus Routes

Audit Period

% Change FY
Performance Data and Indicators FY 2016 | FY 2017 | FY 2018 2016-2018
Total Passengers 175,277 | 157,589 | 154,959 -11.6%
Operating Cost per Passenger $11.37 | $11.74 | S$18.79 65.3%
Operating Cost per Vehicle Revenue Service Hour $96.41 | $83.58 | $135.34 40.4%
Passengers per Vehicle Revenue Service Hour 8.48 7.12 7.20 -15.1%
Bus routes include 1 WILLITS LOCAL, 5 BRAGG ABOUT, 7 JITNEY, 9 UKIAH LOCAL, and RCRC.
Performance indicators other than total passengers were derived by MTA from a total fixed
route basis (short and long distance bus routes combined)
Source: MTA Internal Performance Data Reports

Table IV-3
MTA TDA Performance Indicators
Long Distance Bus Routes
Audit Period

% Change FY
Performance Data and Indicators FY 2016 | FY 2017 | FY 2018 2016-2018
Total Passengers 116,850 | 105,059 | 103,305 -11.6%
Operating Cost per Passenger $11.37 | $11.74| $18.79 65.3%
Operating Cost per Vehicle Revenue Service Hour $96.42 | $83.58 | $135.35 40.4%
Passengers per Vehicle Revenue Service Hour 8.48 7.12 7.20 -15.1%

Bus routes include 20 Willits/Ukiah, 60 COASTER, 65/66 CC RIDER, 75 GUALALA/UKIAH, and 95 POINT
ARENA/SANTA ROSA. Performance indicators other than total passengers were derived by MTA from a total
fixed route basis (short and long distance bus routes combined)

Source: MTA Internal Performance Data Reports
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Table IV-4
MTA TDA Performance Indicators
Dial-A-Ride
Audit Period
% Change FY
Performance Data and Indicators FY 2016 | FY 2017 | FY 2018 2016-2018
Total Passengers 37,319 36,540 27,250 -27.0%
Operating Cost per Passenger $14.45 | $11.71 | S15.37 6.4%
Operating Cost per Vehicle Revenue Service Hour $55.49 | $47.06 | $43.26 -22.0%
Passengers per Vehicle Revenue Service Hour 3.84 4.02 2.82 -26.6%
Source: MTA Internal Performance Data Reports
Table IV-5
MTA TDA Performance Indicators
CTSA Senior Center Contract Services
Audit Period
% Change FY
Performance Data and Indicators FY 2016 FY 2017 FY 2018 2016-2018
Total Passengers 32,931 37,350 38,203 16.0%
Operating Cost per Passenger $17.63 $15.53 $15.16 -14.0%
Operating Cost per Vehicle Revenue Service Hour $51.86 $50.34 $49.23 -5.1%
Passengers per Vehicle Revenue Service Hour 2.9 33 33 12.2%

Source: State Controller Report FY 2016; MCOG Transit Productivity Committee Meeting Minutes FY 2017 and 2018
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Graph IV-3
Operating Cost Per Passenger
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Graph IV-4
Operating Cost Per Vehicle Revenue Service Hour

$160.00
$140.00
$120.00

$100.00

$80.00

$60.00

$40.00

$20.00 I I
5-

Short Distance Long Distance Dial-A-Ride  Senior Center
System\u\nde Routes Routes Transp

EFY 2016 mFY2017 mFY 2018

Note: MTA systemwide operating cost is audited; modal operating costs are unaudited.

Michael Baker International -



Triennial Performance Audit of Mendocino Transit Authority — FYs 2016-2018

Graph IV-5
Passengers Per Vehicle Revenue Service Hour
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Findings from Verification of TDA Performance Indicators

1. Operating costs system-wide increased by nearly 38 percent over the past three years based
on audited data from the FY 2015 base year through FY 2018. The cost increases occurred in
FYs 2017 and 2018 as the new general manager began implementing a restructuring of the
agency that delivers upon the findings made during an agency assessment conducted by the
general manager upon her hire. Significant staff and management turnover, coupled with
internal data control issues and a ransomware attack on MTA computer files, necessitated
action to create significant new operational policies and greater protection of financial data
and other sensitive material. Costs were incurred to hire new administrative positions to
carry out these policies and procedures; procure and manage new operations software to
more efficiently deliver transit service; better maintain the revenue vehicle fleet; and provide
cost of living adjustments (COLA) and increased health coverage to employees. These
increases in expenditures were made in an effort to restore employees’ trust and confidence
in the credibility of the organizational structure.

2. Overall ridership decreased by about 15 percent during the audit period. Ridership on both
short distance and long distance bus routes decreased close to 12 percent, while Dial-A-Ride
ridership decreased 27 percent. Senior center contract services saw a 16 percent increase in
ridership. Decreases in general ridership reflect industry trends during this period as other
travel modes became more economically available. The most pronounced decline in ridership
occurred between FYs 2016 and 2017 with a 9 percent reduction.

3. The provision of revenue hours and miles system-wide on MTA increased during the audit
period. Revenue hours increased by 9 percent for the three year period while revenue miles
increased by 39 percent, according to data submitted by MTA to the State Controller Office.
The relatively large increase in revenue miles occurred in FY 2018, specifically for Dial-A-Ride,
which showed an increase from 97,119 miles in FY 2017 to 232,117 miles in FY 2018,
according to the State Controller Report. This correlates with a significant increase in revenue
hours for Dial-A-Ride in the same years, from 9,095 in FY 2017 to 27,250 hours in FY 2018,
also shown in the State Controller Report. This type of increase is likely from an error in data
reporting in FY 2018. Internal MTA data estimates for Ukiah and Fort Bragg DAR in FY 2018
show revenue hours of 8,958 and revenue miles of 77,030 which are more in alignment with
the prior year.

4. Operating cost per passenger increased by 63 percent system-wide for the three years, given
the divergent trends between increases in operating cost and decreases in ridership. Cost per
passenger increased by a comparable percentage on fixed route services, but to a much
lesser extent on DAR which increased only 6 percent. The cost per passenger for DAR
declined between FY 2016 and 2017 before increasing in FY 2018. Cost per passenger
declined by 14 percent for Senior Center transportation.

Michael Baker International - 27



Triennial Performance Audit of Mendocino Transit Authority — FYs 2016-2018

Operating cost per hour increased 26 percent system-wide but exhibited varied trends at the
modal level. Cost per hour on the short and long distance bus routes increased by 40 percent
whereas on Dial-A-Ride, cost per hour decreased 22 percent. Senior Center Transportation
cost per hour declined by 5 percent. Operating cost increases incurred as part of the
restructuring of the agency were higher than the increase in vehicle service hours, resulting in
overall cost growth for this performance indicator.

Passengers per vehicle service hour decreased 22 percent system-wide as ridership declined
in comparison to the slight growth in vehicle hours. Most service modes saw decreases in this
indicator as there was a 15 percent decline for both short and long distance bus routes, and
a nearly 27 percent decline for dial-a-ride. Senior center service ridership per hour increased
by 12 percent from 2.9 to 3.3. riders.

Full Time Equivalents (FTE) were incorrectly reported in the annual State Controller Report,
showing a significant decrease by the last audit year, dropping from 51 to 33 FTE over a three
year period. With new financial systems in place at MTA, the correct count of employees
should be reconciled based on total employee hours and dividing by 2,000 hours.

The system-wide fare recovery ratio decreased at a rate close to almost 14 percent over the
past three years. While both audited passenger fares and operating costs experienced
increasing trends, costs increased at a more rapid pace which lowered the annual farebox
recovery ratio. MTA calculated farebox by mode using the same assumptions resulting in the
same annual farebox as systemwide for each of the three audit years. With difficulty and
challenges rebuilding the financial inputs and reports, the audited system-wide farebox
recovery ratio is used to determine continued MTA eligibility for receipt of TDA funds.
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MTA Performance against MCOG Benchmark Standards

MCOG’s Transit Productivity Committee (TPC) provides annual benchmarks to evaluate MTA
services covering the period from March through February. The evaluation of performance
during the audit period against these benchmarks is summarized in Table IV-6. The
benchmark review uses the “CPI Adjusted Rolling Average” for the one and three year period.
The review consists of evaluating the prior year’s performance (1 year) against standards, and
a three-year average for each performance indicator against the same standards.

As shown in the table, the performance indicators during the audit period both meet the
benchmarks and fall below the benchmarks.

Table IV-6
MTA Performance Against MCOG Benchmarks

Fiscal 3-Year
Year Service Type 1-Year Average
2016 Dial-A-Ride (DAR) met just Cost/Hour over 3 years 0of4 1of4
Short Distance Bus Routes improved in past year (from 1 of 4) 30f4 20f4
Long Distance Routes met all standards 40f4 40f4
Senior Centers declined in past year (from 3 of 4) 20f4 40f4
5017 Dial-A-Ride (DAR) met Cost/Hour, improved 5 of 4 1ofa
Passengers/Hour
Short Distance Bus Routes met just Cost/Hour lof4 lof4
Long Distance Routes declined in Farebox, Cost/Hour rose 20of4 40f4
Senior Centers declined in Farebox, Cost/Hour rose 3of4 40f4
2018 Dial-A-Ride (DAR) improved Cost/Hour, declined in 1of4d 1of4
Passengers/Hr., Farebox
Short Distance Bus Routes met just Cost/Hour, no significant 1ofa 1of4
changes
Long Distance Routes improved Passengers/Hr., Cost/Pass. for 4ofd 4ofd
current year
Senior Centers declined in Farebox, met all other standards 30f4 30of4

Source: MCOG Transit Productivity Committee meeting minutes- April 19, 2017; May 17, 2018; and May 2, 2019.
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Section V
Review of Operator Functions

This section provides an in-depth review of various functions within MTA. The review highlights
accomplishments, issues, and/or challenges that were determined during the audit period. The
following functions were reviewed at the agency:

e QOperations
e Maintenance
e Planning

e Marketing

e General Administration and Management

Within some departments are subfunctions that require review as well, such as Grants
Administration that falls under General Administration.

Operations

During the audit period, MTA generally maintained service levels with minor adjustments made
as necessary. Some examples of route adjustments included conversion of some southbound bus
stops in Santa Rosa to “by request only” starting June 2017 for long distance bus routes #65 and
#95; a new bus stop at the Costco in Ukiah starting July 2018; and continuation of a bus stop at
Sea Ranch Lodge on Highway 1, even though the lodge is closed. Funding has continued to be
constrained which limits MTA’s ability to expand overall service. As solutions were being
implemented internally to make organizational changes, update outdated operations policies,
and fill vacancies in transit operations management, the transit system was held relatively steady
from a service delivery perspective which is a testament to the MTA staff during a time of
uncertainty within the agency.

In June 2015, at the start of the audit period, MTA added a second trip on the CC Rider route
serving Willits/Ukiah and Santa Rosa. It was intended to run through the end of FY 2016;
however, MTA submitted a federal rural intercity grant application and was awarded funds to
extend this second trip to Fort Bragg and meet unmet transit needs. The service was also
expanded on Saturdays. Effective September 2017, MTA discontinued premium drop-off/pick-up
service for Route 65.

Wildfires from the Mendocino Complex Fire in late Summer 2018 created some bus service
disruption as the large fire spread in multiple parts of the County. Although not located centrally
within MTA’s service area, evacuations were made along the Highway 20 area from one mile
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south of Highway 20, east of Potter Valley Road, south of the fire perimeter, and west of
Mendocino-Lake County Line.

After the audit period, MTA instituted significant policy changes for the Dial-A-Ride program.
Starting September 1, 2019, Dial-A-Ride changed back to a service for disabled and senior
customers only. Riders must make an appointment at least 24 hours in advance and up to two
weeks before enabling MTA to coordinate buses and drivers to the customer’s schedule and
eliminate wait times that are currently an hour or more. The revised service offers subscription
service for those who have recurring pick-up times so that customers call MTA once to set up the
subscription service and only call again if a ride needs to be cancelled.

Dial-A-Ride door-to-door service was expanded as far north as central Redwood Valley and east
to Regina Heights, Deerwood, Manor Oaks, and Lake Mendocino. The fare for seniors and
disabled riders was reduced to S6 for trips north to Redwood Valley. The eliminated general
public trips were charged a much higher rate which had limited ridership and long wait times,
and now allowing Dial-A-Ride to become more responsive.

Investment in cloud-based RouteMatch scheduling and dispatch software aids with the changes
in Dial-A-Ride service policy. MCOG allocated TDA Local Transportation Funds for this system as
requested by MTA. Prior to this software, MTA was manually scheduling riders on paper and
using an antiquated spreadsheet program. Also, the need for four drivers to provide Dial-A-Ride
was trimmed to two drivers who use on-board tablets to increase customer pick-up and drop-off
efficiency and effectiveness. RouteMatch was more recently implemented for the fixed route
service to better track vehicles while in operation and improve communication protocol between
drivers and dispatch. This improves safety and provides for generation and collection of accurate
operations data for reporting to the State and Federal National Transit Database and planning of
route improvements.

To assist general public riders who may have previously taken Dial-A-Ride, as well as anyone
interested in taking the fixed route, MTA implemented a new travel training program. The
customer can call MTA and ask for a tutor who accompanies people on their first several bus
rides until they understand routes and schedules, which bus to board, paying bus fare, bus
etiquette and anything else they want to learn about riding the bus.

Personnel

MTA experienced a shortage of drivers which is a recurring industry problem. Current headcount
is 40 drivers including both full-time and casual employees. An extraboard of three drivers is
maintained by MTA and are referred into operating bus service due to absence of scheduled
drivers. Drivers, dispatchers, mechanics, and cleaners are represented by Teamsters Union Local
665. There were two labor agreements during the performance audit period (the previous three-
year agreement in effect through June 2016, and the current three-year agreement in effect
starting in July 2016). Each labor agreement called for wage increases that were implemented for
represented employees of 2.5 percent in FY 2016, 5.0 percent in FY 2017, and 6.0 percent in FY
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2015. Similar increases were also granted to non-represented staff. The new driver training wage
was increased to $15 as an incentive, with an additional wage increase following completion of
the training. Although morale was adversely affected before and during the audit period from
the prior organizational culture, changes in the collective bargaining agreement including paid
time off and wage increases, among other agency cultural shifts, helped improve employee well-
being.

New drivers undergo at least 60 hours of training, including 40 hours of classroom and 20 hours
behind the wheel. While new drivers are trained on their specific route with a supervisor multiple
times before going on their own, all drivers become cross trained on MTA bus services for Inland,
Coastal, and Regional routes. MTA has a full-time supervisor trainer/driver to lead the training. A
new training curriculum was developed replacing an outdated module. The curriculum and
courses are derived from Transit & Paratransit Company (TAPTCO) as well as from the Federal
Transportation System Institute (TSI). Drivers receive Verification of Transit Training (VTT) with
passenger endorsement from the DMV following successful completion of the training and tests
to drive a bus. Awards and recognition for safety are made including for those drivers who are
accident free, and who receive peer recognition submitted by other employees.

Operations management was challenged during the early part of the audit period which was a
continuation of issues from the prior three year period. When the former transportation
operations manager was selected as the interim general manager, it created a ripple effect on
the operations manager position that was largely difficult to successfully fill. A long-time
transportation supervisor and mentor to the drivers was slated to fill the vacant operations
manager position, but soon retired. MTA widely advertised the position and received only four
applications in which none was a fit. The difficulty of filling this position and shifting of
transportation supervisor responsibilities to fill the gap impacted morale among the drivers. The
former general manager who retired in 2013 was hired back temporarily to help with managing
the system. The new general manager doubled as the operations manager until 2018 when a
supervisor with a high level of responsibility was promoted into the position which facilitated a
more stable environment.

Operations supervisors are stationed at the different MTA yards, with most located at the main
Ukiah facility. Turnover in the supervisor positions occurred from terminations and retirement
which left the Ukiah facility short, and new hires were made to backfill these positions. The
overhaul of the operations training program benefits not only drivers to excel at their positions
but also to prepare employees for supervisory and higher level operations management.

Senior Center Transportation

MTA, as the designated CTSA for Mendocino County, contracts with local area senior centers to
provide Dial-A-Ride trips for seniors. ADA service is also provided by Willits Seniors Inc. for the
Willits local fixed route through an amendment to the senior center contract with MTA. During
the audit period, MTA contracted with five senior centers throughout the county and provided
TDA funds for their operation. The senior centers are:
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e Anderson Valley Senior Center

e Coastal Seniors, Inc. (South Coast)
e Redwood Coast Senior Center

e Ukiah Senior Center

e Willits Senior Center

MTA pays a maximum amount of 88 percent of the operating cost to each senior transportation
program with TDA funding, not to exceed a certain subsidy amount calculated and shown in each
respective contract. The remaining 12 percent comes from passenger fares and/or other sources
other than the MTA subsidy. MTA maintains separate records between its bus operations and
senior center transportation, and charges an administration fee of about $26,500 per year. The
contracts were renewed annually but have since changed to a month-to-month basis as contract
issues are discussed.

Operating data and performance are reported such as passengers, hours, miles, passengers per
hour, cost per passenger, average fare, and subsidy as a percentage of operating costs. The
number of passengers served as well as hours and miles of service vary broadly among the senior
center providers. Efficiency standards derived from the prior Transit Development Plan are used
to compare passengers per hour, farebox recovery, operating cost per passenger, and operating
cost per hour. The Transit Productivity Committee conducts an annual review of performance of
senior center transportation including comparing performance to benchmarks. As shown in the
earlier section of this audit report, the senior centers on average met 3 of 4 measures on an
annual basis, and between 3 and 4 measures on a rolling three year average. Farebox recovery
declined over the past several years as indicated in the committee meeting notes, while other
standards were met.

Annual funding allocated to the senior centers is based on a formula agreed upon in the Letter of
Intent to Fund Senior Transportation, dated March 19, 1997. According to the MTA budget, TDA
funding to the senior centers were $436,460 in FY 2016, $446,557 in FY 2017, and $446,557 in FY
2018. MTA and the senior centers have met in the past to discuss changing the formula to allow
more flexibility for some senior centers to increase service and others to cut back or hold even.
The prior Short Range Transit Development Plan consultant also addressed the funding formula
and service issues. While no changes to the formula have been made, a prior audit
recommendation for MTA and MCOG to revisit the funding formula as conditions warrant has
been forwarded in this audit.

The separate contracts between MTA and each senior center stipulate the responsibilities of
each entity. Exhibits are included such as program description of days and hours of operation and
fares, and services to be provided; line item budget; vehicle inspection sheet; and driver
selection, training, and licensing requirements. Sample stipulations include that MTA provides
vehicle liability insurance and vehicle physical damage insurance while the senior centers must
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meet all requirements for any vehicle used in connection with the agreement. The senior centers
are responsible for meeting the driver selection, training, and licensing requirements, as well as
operations requirements by providing the “highest standard of care”. The contract also includes a
clause on coordination for the senior center and MTA to cooperate to eliminate duplication of
services and share in resources available to make transit services in Mendocino County more
efficient and cost effective. A termination provision for cause is described; however, the
agreement may be terminated by either party without cause with a minimum of 60 days prior
notice.

While beyond the audit period, MTA staff contend that the Senior Center transportation
programs have evolved into duplicating the same service provided by MTA, in particular in Ukiah
and Fort Bragg where MTA also provides Dial-A-Ride service. MCOG indicated through historic
information the services largely provided by the Senior Center transportation programs have
generally remained the same. In Ukiah, as of September 1, 2019, Dial-A-Ride provided by MTA
transitioned from general public to paratransit customers only, meaning door-to-door service for
disabled riders and seniors age 62 and over. Door-to-door service enables the driver to assist a
passenger to/from their front door. Ft. Bragg general public Dial-A-Ride service is also operated
by MTA which serves seniors door-to-door. Within these same service areas, Redwood Coast
Senior Center (Fort Bragg) and Ukiah Senior Center provide door-through-door Dial-A-Ride trips
for seniors. Door-through-door service affords the driver flexibility to enter the passenger’s
location at their request to provide further assistance, which differs from service starting/ending
at the front door provided by MTA.

The MTA Board of Directors convened an Ad Hoc Sub-Committee to assist MTA management
staff in its review of the Senior Center service. The Contracted Transportation Services Ad Hoc
Committee met in September 2019 to discuss LTF funding history, MTA’s role as CTSA, and MTA
costs and liabilities associated with subcontracting LTF funds. MTA’s continuation to administer
the senior center contracts brings to light concern for the provision of service by the senior
centers relative to the contract. MTA’s contract concerns have in turn garnered responses from
the senior centers over operational matters and the nature of the services being provided. These
issues have delayed the ability for MTA, MCOG, and the senior centers to revisit the funding
formula and performance methodology for TDA allocation among these services. Further
discussion is on-going by the MTA ad hoc subcommittee and the MCOG Transit Productivity
Committee.

Fare Revenue Count and Handling

Fare vaults are switched on a daily basis. Maintenance workers pull the vaults out of buses and
place them in a safe located in MTA’s administration building. Cash is counted by accounting
personnel the following day under the watch of a camera. The deposit is delivered to the bank
daily. MTA’s detailed performance management system maintains the fare revenue calculation
and comparison from prior periods.
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Operations Performance

Tracking and reporting of operations data was conducted by various supervisors due to the issues
in filling the vacant operations manager position. MTA reported no reportable events, fatalities,
or injuries in the safety portion of its National Transit Database submitted to the FTA. Complaints
are handwritten and collected by the training supervisor who passes them along to the
appropriate staff for addressing and resolution.

Due to the ransomware attack on MTA computer systems, much of the data for operations
performance was compromised. For data that was re-built, the performance information is
compared against standards set by MCOG.

The following statistics are provided for the different transit modes and compared to the
standards. The night dispatcher validates passenger and miles data nightly. Each mode met some
standards while not meeting others. These performance data are fiscal year-end while the TPC
performance measures are from March to February cycle, which could alter some of the results.

Table V-1
Modal Performance Against Standards
FY 2015-16 FY 2016-17 FY 2017-18
DIAL-A-RIDE
PASSENGERS 37,319 36,540 27,250
PASSENGERS PER HOUR /STANDARD 4.5 3.84 4.02 2.82
FAREBOX RATIO /STANDARD 10% 17.51% 10.85% 12.57%
OPERATING COST PER HOUR /STANDARD 595.12 $55.49 $47.06 $43.26
COST PER PASSENGER /STANDARD 521.14 $14.45 $11.71 $15.37
SHORT DISTANCE BUS ROUTES*
PASSENGERS 175,277 157,589 154,959
PASSENGERS PER HOUR /STANDARD 14 8.48 7.12 7.20
FAREBOX RATIO /STANDARD 10% 17.51% 10.85% 12.57%
OPERATING COST PER HOUR /STANDARD 585.97 $96.41 $83.58 $135.34
COST PER PASSENGER /STANDARD 56.14 $11.37 $11.74 $18.79
LONG DISTANCE BUS ROUTES**
PASSENGERS 116,850 105,059 103,305
PASSENGERS PER HOUR /STANDARD 3.2 8.48 7.12 7.20
FAREBOX RATIO /STANDARD 10% 17.51% 10.85% 12.57%
OPERATING COST PER HOUR /STANDARD 590.44 $96.42 $83.58 $135.35
COST PER PASSENGER /STANDARD 528.26 $11.37 $11.74 $18.79
* 1 WILLITS LOCAL, 5 BRAGG ABOUT, 7 JITNEY, 9 UKIAH LOCAL, RCRC
** 20 Willits/Ukiah, 60 COASTER, 65/66 CC RIDER, 75 GUALALA/UKIAH, 95 POINT ARENA/SANTA ROSA
Source: MTA
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Prior to new software installation, on-time performance was manually tracked in the field by
supervisors. Regular checks of on-time performance have not been consistent as supervisors
have many responsibilities to attend to during revenue service, in particular when there is a
supervisor shortage. Drivers are expected to call into dispatch when running late. On-time arrival
for fixed route is defined by the bus arriving at the stop either on schedule or within five minutes
after the scheduled time. Early bus arrivals typically approach the time point one to two minutes
ahead and are held at the bus stop until departure at the scheduled time, which are then
counted as on-time. Past information for on-time performance from prior audits and data
collected for the Short Range Transit Plan showed on-time performance to be in the 70 to 90
percent range.

GPS technology was procured at MTA in order to verify vehicle coordinates in the field and
support video imaging from the on-board cameras of incidents. While RouteMatch scheduling
and dispatch software was procured earlier for Dial-A-Ride, MTA purchased RouteMatch Fixed
Route AVL, Push to Talk Software/Hardware. MCOG allocated TDA Local Transportation Funds for
this system as requested by MTA. The components of the system include Fixed Route
Management, Mobile Data System, Reporting & Analysis, Traveler Information System, and Push-
to-Talk Communications. Benefits of the system are safety, security and efficiency such as mobile
data entry to Android tablets compared to handwritten tally sheet that drivers use to log
ridership data which is labor intensive for drivers and clerical staff inadequate for state reporting
requirements and grant applications. The automatic vehicle locator system is used for tracking
vehicles, and Push-to-Talk provides bidirectional communication and recording of incidents. The
Traveler module, called Route Shout, is a smartphone application that uses GPS to give real-time
updates to riders waiting at stops and other information.

MTA indicated RouteMatch is the only system with unified modules from a single vendor. The
contract with the vendor was signed in August 2017 but delays with tablet installation which
affected database development and subsequent push back of the real-time customer
information feature resulted in the full fixed route AVL going “live” after the audit period in Fall
2018. Installation and operability of the new technology system incurred stumbling blocks but
upon activation the technology is enhancing the rider experience including receiving real time
bus updates via smartphone. Also, the improved vehicle tracking capability helps resolve
passenger complaints like being stranded at bus stops on a case-by-case basis. Complaints and
incidents are retained on a cloud-based system using transit track-it software. The software for
tracking incidents is a tool for risk management.

Maintenance

Maintenance of MTA vehicles is conducted from a state-of-the-art, energy efficient facility that
opened in August 2012. The facility, designed and built to LEED (Silver Leadership in Energy &
Environmental Design) standards, contains four service bays including two bays for larger
vehicles. In addition to the increased capacity, the new facility features four lifts: two lifts for
larger vehicles and two lifts for smaller vehicles. Cameras are mounted in the facility for visual
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reference, and the available open space provides better working conditions and fewer safety
hazards.

The division is staffed by the maintenance manager, two mechanics (including a lead mechanic),
mechanics helper, shelter maintenance cleaner, and cleaner. The manager and mechanics have
between 16 and 39 years of experience. A mechanic is available before and after the pre-trip and
post-trip vehicle inspections by the drivers to address any maintenance issue. Technology from
Zonar Systems was procured to enhance the vehicle inspection process and tie into better system
productivity. Fleet models including the Gillig diesel/electric hybrid vehicles require a higher
degree of training due to the electronic components that need to be serviced. Mechanics
received training in-house from Gillig including maintenance of the diesel particulate traps, while
Ford provided training on the wheelchair lift equipment on the latest cutaway vehicles.
Mechanics are also sent for training to be kept abreast of the newer engine technologies. Typical
maintenance issues on newer vehicles include sensor problems on the exhaust that require the
bus to travel at certain speeds to burn fuel correctly in the traps.

Preventive maintenance inspection (PMI) intervals are based on the vehicle type. For the senior
center paratransit vehicles, the service schedule is every 3,000 miles or 45 days. For vans and
Gillig vehicles, the service schedule is every 4,000 miles. MTA transitioned from the Fleet
Controller software to a cloud-based Ron Turley Associates fleet software to track vehicle
maintenance. Work orders are generated on laptops to improve efficiency and record keeping.
Hard copies of previous work orders were kept safe during the ransomware computer attack.

MTA keeps parts inventory low, given the relatively quick order turnaround from the vehicle
manufacturers. Gillig provides parts in one day, and Ford has a three-day turnaround. As the
vehicles in the fleet become more standardized based on the procurements, parts management
is more efficient. This method cuts down on the number and value of parts that have to be
stored on-site. An inventory or cycle count of parts is performed annually and is better tracked
from the software upgrade which assists maintenance management with determining the cost
per mile as a performance indicator.

In its role as the CTSA, MTA also maintains vehicles for other agencies. These organizations have
included the Ukiah Valley Association for Habilitation, Veterans Administration, Northern
California Adaptive Living Center, and the Senior Centers under contract for door-to-door service.
The labor cost for this function is kept separate by MTA and excluded from the agency’s farebox
recovery calculations.

Planning

In February 2015, MTA conducted a countywide transit ridership survey. A consultant was
retained to conduct several surveys: (1) an on-board passenger survey of all MTA transit services,
both in the summer and in the fall, (2) a general public telephone survey of residents throughout
Mendocino County, and (3) a survey of social service program clients. As a whole, this
information provides MTA staff and decision makers with the following:
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e Background information to assist in setting goals and objectives, and to better respond to
customer needs;

e Awareness in the general public of MTA’ services and the effectiveness of existing
marketing/public information efforts, as the basis for improvements in marketing
strategies;

e An understanding of the factors that influence transportation decisions, and how best
MTA can remove current barriers to transit use;

e Information on transit needs that can be used to craft service improvements and;

e General trends both within the ridership and the community as a whole that are
impacting the need for and provision of transit services.

MTA’s last significant planning document is the FY 2012-16 Short-Range Transit Development
Plan (SRTDP) completed in March 2012. The purpose of the SRTDP is to guide the development of
transit and mobility services for county residents and visitors for the coming five years, which
included parts of this audit period. The SRTDP process included a number of elements:

e Provided opportunities for public input.
e Established a policy element including goals, objectives, and performance standards.

e Conducted market research to determine current perspectives of the service by the riding
public.

e Evaluated recent performance of the current system.
e Provided service plan and fare recommendations.
e Developed a marketing plan for communicating MTA services.

e Established a financial plan for future operations and capital assets.

A series of recommended actions divided by geographic reach and service mode, including inland
service recommendations, coast recommendations, and senior center demand response
recommendations, were described in the document. Also, recommendations were made for
other MTA services and functions including mobility management and marketing.

Recommended efforts included conducting a targeting marketing effort at Mendocino College,
adjusting existing route alignments, and adding Sunday service as warranted with new available
revenues. Various financial scenarios forecasted in the document provided an implementation
plan of services under different financial constraints.

The SRTDP serves as a guidance tool for ongoing growth and delivery of services in an efficient
and effective manner but is dependent on the nature of MTA’s productivity, cost efficiencies, and
status of revenues. An update to the SRTDP has not occurred since; however, MTA recognizes a
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need for a redesign of the bus network and is considering conducting the update in-house on a
more frequent basis such as annually rather than the typical timeline of every five years.

Technology investment the past few years by MTA including for both operations and
maintenance is enabling cloud-based granular and accurate data to be generated and harvested
for analysis and planning. This operational data would be evaluated along with the large
passenger survey study completed in 2015. A possible missing opportunity for significant data
generation is the existing fareboxes on the buses which are only capable of accepting cash fare
and do not have “smart” data capture functionality like products readily on the market. MTA is
investigating the suite of newer generation products that will modernize its operations.

Marketing

MTA took steps to increase its visibility through updates to its marketing collateral. The MTA
website (www.mendocinotransit.org) has grown to be a more integral facet of the agency’s
marketing and communication strategy. The website improved the availability and ease of access
to pertinent information about its transit services, including news, alerts, and bus service
schedules. A trip planning function powered by Google transit is also available on the home site
to assist in trip making and improve customer interaction and experience on the website.
Television and newspaper advertisements replaced other traditional media such as trade
publications to reach a larger audience.

Mendocino College promotes the public transit option on its website for students to get to its
various campuses located in Ukiah and Willits, and a third satellite location in Lake County.
Contact information to MTA and a brief bus schedule are provided on the college website. The
college also promotes free transit rides for its college students under the student perks section of
its website. For the past three years, Mendocino College students have been provided with free
bus rides onboard MTA using a state grant. Over the first 13 months since the program’s inception
in fall semester 2016, MTA buses gave 31,268 free rides to college students. In the Fall of 2018, the
free rides were extended to include Lake County transit. Students must request a special sticker
available at certain locations on campus when getting their student ID.

MTA also maintains a social media presence on Facebook, Instagram, and Twitter to generate
communication, interest, and delivery of information to customers. A recent check of these sites
reveal measures on their use by the social media network:

Facebook:
e 1,114 likes Twitter:
e 1,159 followers e Tweets: 847
* Following: 393
Instagram: * Followers: 150
e 415 posts e Likes: 343

e 109 followers
e 76 following
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In comparison to figures from the last triennial period (2015), MTA’s Facebook page back then
revealed 234 “likes” and 223 people following the page. Today’s measures are about five times
the number of likes and followers, showing MTA has targeted the younger “millennial”
generation to become transit users.

MTA debuted a new technology to enhance customers’ experience with a real-time bus app that
shows where the bus is and when it will arrive at a specific stop. Called Route Shout 2.0, a
product of RouteMatch, the downloadable free application is used to find the nearest MTA bus
stop, bus routes and schedules, and real-time bus arrival times. MTA found that two-thirds of its
riders use smart phones to check bus schedules and expects the improved convenience to attract
new riders to the bus service and enhance the experience for its customers. This is in contrast to
the 2015 MTA customer survey which bus users, when asked how they got information on MTA
services, predominately indicated the printed schedules and bus stop information, with 10
percent visiting the MTA web page. MTA’s communications strategy has evolved to match the
shift from mainly print to digital. Bringing Route Shout technology was a year-long process,
beginning with an upgrade in MTA’s digital service provider and installation of GPS technology
and tablets on buses.

General Administration and Management

MTA is governed by a seven-member Board of Directors composed of one appointee from each
of the four city councils (Fort Bragg, Point Arena, Ukiah and Willits) in Mendocino County and
three appointees from the Mendocino County Board of Supervisors. The Board meets the last
Wednesday of the month at 1:30 p.m. with the exception of the month of December, when the
Board meets the first Wednesday of the month. Meeting locations are rotated around the
county.

The former long-time general manager was recruited out of retirement on a temporary contract
basis until early January 2016 when the MTA board ended the contract. The agency conducted a
search for a new general manager and successfully filled the position in May 2016.

Upon taking the helm, the new general manager prepared a 100-Day Organization Assessment
Report which was released in August 2016. The goal of the assessment was to evaluate
organizational areas where MTA was experiencing obstacles that impeded its ability to efficiently
deliver those services, and focus on the internal factors which impeded or contributed to less
than optimal performance. The assessment addressed the turnover in management during the
prior 2 to 3 year period. The Transportation Superintendent position was left vacant for
budgetary reasons, the passing of the agency’s long-time Marketing Manager, and turnover in
both the Transportation Manager and General Manager positions. The duties and responsibilities
of these critical positions were absorbed by the remaining managers, resulting in unreasonable
workloads.

Organizational assessments were conducted on the MTA culture, compliance, and structure. In-
person and focus group sessions with managers, first line supervisors, and employees provided
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the general manager with significant insights about the strengths, weaknesses and future
opportunities. Concerns were rated from green, indicating stability, to red indicating critical
concern. From the review and evaluation, a roadmap with strategies and recommendations to
address the findings was developed to move the agency forward, many of which were
implemented during this audit period.

Recommendations that were implemented include reducing the work overload by the
development and hiring of a human resources manager position to reduce the workload for one
employee who was doing both finance and HR; development and hiring of a maintenance “lead
mechanic” position to lessen the workload for the maintenance manager, and organizational
restructure to realign the trainer, road supervisor and HR positions. Succession planning,
leadership development and talent management structures were also recommended to ensure
continuity and availability of essential skills and competencies.

Operational procedures were also identified as a concern which were addressed. MTA designed a
set of standard operating procedures and work rules that are articulated, documented and
consistently enforced by management. Desk procedures for other formal policies were also
developed or updated for many aspects of administration and operations including the following
samples:

e ADA policy

e Advertising policy

e Risk exposure policy

e Cash reserve policy

e Signatory authority policy

e Public records request policy

e Updated Title VI policy

e Asset Management Plan

e Procurement policy

e Customer complaint and satisfaction policy and procedures.
e EEO and drug and alcohol policy
e Nepotism policy

e Travel reimbursement policy

MTA managers and transportation supervisors hold their respective regular meetings, and then
also meet together to address any outstanding issues and board agenda items. MTA has an open
door policy to allow employees to hold discussion with management. Training and staff
development are emphasized within the agency to build a stronger workforce and spread
responsibilities across more individuals rather than relying on a few managers to shoulder the
work. MTA continues to work on developing training protocols and employee skills.

The Filemaker database was evaluated by the software developer to determine ability to meet
FTA requirements and was concluded that it was outdated to the point that any attempted
changes would “crash” the system. Due to the cyberattack and crash of the Filemaker software
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program, the agency’s administrative and financial infrastructure had to be rebuilt. The financial
data system which had no detailed ledgers was re-entered into QuickBooks accounting software.
Records were scanned and retained. Performance data such as ridership was previously stored
using outdated software until the change using RouteMatch managed by the Operations
Manager. Critical data is backed up on the cloud server and on separate hard drives that are kept
outside of the administrative facility.

Board and subcommittee agenda packets and meeting minutes are available on the MTA website
and contain reports of administrative and operating activities, ridership reports, financial reports,
unmet transit needs, and the capital program. The full agenda plus attachments can be
downloaded as PDFs from the website for community distribution. A newly formed MTA Finance
Committee was created to open a more focused channel with board members for agency
financial and budget review.

Development of the annual budget involves building upon three areas: MTA operations, senior
center operating subsidies, and MTA and senior center capital. Financial and economic trends as
well as activities by the state legislature are integrated into the budget assumptions, which keeps
the forecast conservative. The budget also factors in other considerations including the previous
year’s budget, outcomes of the unmet transit needs process, and other anticipated transit needs.
Actual expenditures versus budgeted numbers are compared and presented to the board.

The FY 2017-18 budget was significantly modified compared to the prior years’ budgets reflecting
the stamp of MTA’s new administrative management. The operating budget is expanded to
provide a comparison of revenues and costs between the budget year and the past two years,
and a monthly budget breakdown which is also compared to the prior year. Also, a new statistics
section compares performance measures for each type of service and by bus route for the
budget year and the prior year. Key measures include ridership, fare revenue, service hours,
passengers per hour, farebox recovery, operating cost per hour, and average fare per passenger.

The wage and staffing table was moved up in the budget document rather than in the appendix
that shows the pay steps for each position within the agency, both represented and non-
represented employees.

The capital budget identifies revenue sources that are remaining and those that are no longer
available. By the end of the audit period, MTA identified only 3 remaining federal programs out
of 7 due to changes in federal policy. State funding sources were also analyzed for their
applicability and statutory sunset dates and timely usage. The capital program budget is
significantly expanded with detailed revenue and expenditure line items for a 10 year horizon to
plan for large investments in bus replacement, equipment, solar modernization, and
administrative/operations building.

To more clearly define the agency’s operating funding reserves, the general manager and the
finance department worked with the independent fiscal auditor to recategorize the reserve
funding, showing the revenue as restricted funds instead of unrestricted. Given the revenue are
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specifically tied to programs such as State safety and security and capital grants, displaying the
revenue as such shows the limited flexibility of revenues being held in the agency’s accounts.

Another change in the financial reporting is that MTA retained the services of its Certified Public
Accountant to prepare the annual State Controller Transit Operators Financial Transactions
Report beginning in FY 2018. In FY 2016, the former finance officer prepare the State Controller
Report, and in FY 2017 the general manager prepared the report. Having the independent CPA
prepare the report should achieve the consistency between the financial data contained State
Controller Report and the annual fiscal audit which new State law requires.

Grants Management

As part of the modifications made to the budget document, MTA evaluates the changes to capital
funding sources that sustain its investment program. The general capital model is used from past
years; however a 10-year component was added in light of the heavy duty fleet replacement
schedule and completion of the solar modernization project with construction of the
administrative/operations building. The solar project is aimed at providing the bulk of the
facility’s energy demand.

MTA breaks out its capital program in several formats including by expenditure type and by grant
funding source. A fleet replacement schedule is provided for its various vehicle types matched
against expected funding sources. The capital program by grant source ties which projects go
with the grant funds. The FY 2018 fiscal audit of MTA indicates a capital reserve balance of
$343,000 for vehicle replacement.

Federal funding sources identified by MTA as remaining for rural transit include Section 5310
Elderly Disabled, 5311(f) intercity, and 5311 discretionary. The State Proposition 1B program
which supports the Office of Emergency Service safety and security grants and PTMISEA grants
has sunset with only two remaining funding cycles through FY 2019. This program has provided
substantial capital grant funding and is being replaced with State SB 1 funding through additional
State Transit Assistance which is main source of matching funds. MCOG capital reserves also
provide local funds. Cap and Trade funding remains available but are restricted for specific type
of projects that expand or increase revenue service. The solar modernization project was moved
out to FY 2020 and administration facility design delayed to FY 2022 due to defunding of federal
programs.

MTA received $41,878 for the college free ridership program in FY 2016-17 funded through
California’s Low Carbon Transit Operations Program (LCTOP). In its request for funding, MTA
proposed to reduce emissions by attracting more students to ride the bus rather than drive to
campus. In the 13 months since its inception in fall semester 2016, MTA buses gave 31,268 free
rides to college students, saved 10,539 vehicle miles traveled and reduced greenhouse gas
emissions by 5.5 metric tons of particulates, as calculated using California Air Resources Board
methodology. With money from an additional FY 2015-16 LCTOP grant, MTA has provided a total of
$73,000 in transportation support for the county’s college students.
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The next LCTOP funding cycle for MTA increased to $180,091. MTA approved the continuation of
the Fare-Free Ride for Mendocino College Students for the next year and that the remaining
LCTOP funds be allocated to a capital roll-over fund to purchase an all-electric cutaway bus for
use on the #9 Local Route in the evenings. MTA is also exploring development of a new transit
center in Ukiah and has received $128,000 in SB1 State of Good Repair funding through MCOG to
research possible sites. Funding will be available in the near future for the study.
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Section VI
Findings

The following summarizes the findings obtained from this triennial audit covering fiscal years
2016 through 2018. A set of recommendations is then provided.

Triennial Audit Findings

1. Of the compliance requirements pertaining to MTA, the operator fully complied with six of
the nine requirements. The Authority was in partial compliance with regard to the submittal
of its Transit Operators Financial Transactions Report to the State Controller and annual fiscal
and compliance audit, and the reporting of full time equivalent (FTE) employees in the State
Controller Report. Management and administrative staff turnover, rebuilding of financial
records that were formerly stored on antiquated systems, and a digital attack on MTA
computers created challenges in providing information for the financial reports. Two
additional compliance requirements did not apply to MTA (intermediate farebox and
exclusive urban recovery ratios).

2. MTA’s farebox recovery ratio remained above its required 10 percent standard during the
three years of the audit period. With passage of SB 508 in October 2015, the required farebox
ratio to meet TDA standards was reduced which places MTA in farebox compliance. MTA
continues to use its previous higher farebox ratio as a goal to meet. The farebox recovery
ratio to meet compliance was 16.2 percent in FY 2016, 12.8 percent in FY 2017 and 12.6
percent in FY 2018 based on audited data. The average system-wide farebox recovery ratio
was 13.9 percent during the triennial review period.

3. MTA participates in the CHP Transit Operator Compliance Program and received vehicle
inspections within the 13 months prior to each TDA claim. Satisfactory ratings were made for
all inspections conducted during the audit period, with only minor findings.

4. Of the five prior performance audit recommendations, MTA implemented one with an
additional three carried forward for further consideration and implementation. The last prior
recommendation was no longer applicable concerning charter bus service policy which MTA
no longer provides. The recommendations carried forward include internal goals for on-time
performance, update of the Short Range Transit Development Plan, and consideration of an
alternate funding formula for senior center TDA funds.

5. Operating costs system-wide increased by nearly 38 percent over the past three years based
on audited data from the FY 2015 base year through FY 2018. The cost increases occurred in
FYs 2017 and 2018 as the new general manager began implementing a restructuring of the
agency that delivers upon the findings made during an agency assessment conducted by the
general manager upon her hire. Significant staff and management turnover, coupled with
internal data control issues and a ransomware attack on MTA computer files, necessitated
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10.

action to create significant new operational policies and greater protection of financial data
and other sensitive material. Costs were incurred to hire new administrative positions to
carry out these policies and procedures; procure and manage new operations software to
more efficiently deliver transit service; better maintain the revenue vehicle fleet; and provide
cost of living adjustments (COLA) and increased health coverage to employees. These
increases in expenditures were made in an effort to restore employees’ trust and confidence
in the credibility of the organizational structure.

Overall ridership decreased by about 15 percent during the audit period. Ridership on both
short distance and long distance bus routes decreased close to 12 percent, while Dial-A-Ride
ridership decreased 27 percent. Senior center contract services saw a 16 percent increase in
ridership. Decreases in general ridership reflect industry trends during this period as other
travel modes became more economically available. The most pronounced decline in ridership
occurred between FYs 2016 and 2017 with a 9 percent reduction.

As a result of increases in operating costs but declines in ridership and lower growth in
services (hours and miles), operating cost efficiency trends showed higher cost per passenger
and increased cost per service hour. Service effectiveness trends also declined as the number
of passengers per hour on MTA services decreased over the past three years.

Funding has continued to be constrained which limits MTA’s ability to expand overall service.
As solutions were being implemented internally to make organizational changes, update
outdated operations policies, and fill vacancies in transit operations management, the transit
system was held relatively steady from a service delivery perspective which is a testament to
the MTA staff during a time of uncertainty within the agency.

Investment in cloud-based RouteMatch scheduling and dispatch software aids with the
changes in Dial-A-Ride policy back to a service for disabled and senior customers only. MCOG
allocated TDA Local Transportation Funds for this system as requested by MTA. Prior to this
software, MTA was manually scheduling riders on paper and using an antiquated spreadsheet
program. RouteMatch was more recently implemented for the fixed route service to better
track vehicles while in operation and improve communication protocol between drivers and
dispatch. This improves safety and provides for generation and collection of accurate
operations data for reporting to the State and Federal National Transit Database and planning
of route improvements.

MTA experienced a shortage of drivers which is a recurring industry problem. Drivers,
dispatchers, mechanics, and cleaners are represented by Teamsters Union Local 665. The
labor agreements called for wage increases. Similar increases were also granted to non-
represented staff. The new driver training wage was increased to $15 as an incentive, with an
additional wage increase following completion of the training. Although morale was adversely
affected before and during the audit period from the prior organizational culture, changes in
the collective bargaining agreement including paid time off and wage increases, among other
agency cultural shifts, helped improve employee well-being.
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11.

12.

13.

Operations management was challenged during the early part of the audit period which was a
continuation of issues from the prior three year period. Upon taking the helm, the new
general manager prepared a 100-Day Organization Assessment Report which was released in
August 2016. The goal of the assessment was to evaluate organizational areas where MTA
was experiencing obstacles that impeded its ability to efficiently deliver those services, and
focus on the internal factors which impeded or contributed to less than optimal performance.
The assessment addressed the turnover in management during the prior 2 to 3 year period.

While beyond the audit period, MTA staff contend that the Senior Center transportation
programs have evolved into duplicating the same service provided by MTA, in particular in
Ukiah and Fort Bragg where MTA also provides Dial-A-Ride service. MCOG indicated through
historic information the services largely provided by the Senior Center transportation
programs have generally remained the same. In Ukiah, as of September 1, 2019, Dial-A-Ride
provided by MTA transitioned from general public to paratransit customers only, meaning
door-to-door service for disabled riders and seniors age 62 and over. Ft. Bragg general public
Dial-A-Ride service is also operated by MTA which serves seniors door-to-door. Within these
same service areas, Redwood Coast Senior Center (Fort Bragg) and Ukiah Senior Center
provide door-through-door Dial-A-Ride trips for seniors. Door-through-door service affords
the driver flexibility to enter the passenger’s location at their request to provide further
assistance, which differs from service starting/ending at the front door provided by MTA. The
MTA Board of Directors convened an Ad Hoc Sub-Committee to assist MTA management staff
in its review of Senior Center service. These issues have delayed the ability for MTA, MCOG,
and the senior centers to revisit the funding formula and performance methodology for TDA
allocation among these services. Further discussion is on-going by the MTA ad hoc
subcommittee and the MCOG Transit Productivity Committee.

The FY 2017-18 budget was significantly modified compared to the prior years’ budgets
reflecting the stamp of MTA’s new administrative management. The operating budget is
expanded to provide a comparison of revenues and costs between the budget year and the
past two years, and a monthly budget breakdown. Also, a new statistics section compares
performance measures for each type of service and by bus route for the budget year and the
prior year. A newly formed MTA Finance Committee was created to open a more focused
channel with board members for agency financial and budget review.
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Recommendations

1.

Improve upon consistent reporting of performance data to the State Controller.

Operations data reported in the annual Transit Operators Financial Transaction Reports to
the State Controller varied significantly from one year to the next. For example, the relatively
large increase in revenue miles occurred in FY 2018, specifically for Dial-A-Ride, which showed
an increase from 97,119 miles in FY 2017 to 232,117 miles in FY 2018, according to the State
Controller Report prepared by MTA. This correlates with a significant increase in revenue
hours for Dial-A-Ride in the same years, from 9,095 in FY 2017 to 27,250 hours in FY 2018,
also shown in the State Controller Report. This type of increase is likely from an error in data
reporting in FY 2018. Internal MTA data estimates for Ukiah and Fort Bragg DAR in FY 2018
show revenue hours of 8,958 and revenue miles of 77,030 which are more in alignment with
the prior year.

Full time equivalent (FTE) data also showed significant variation over the three years,
declining by 35 percent. Changes may be attributed to changes in data collection and/or in
methodology to arrive at the latest FTE count. MTA should ensure that the proper formula
according to TDA law is used to calculate FTEs, which is the annual sum of employee work
hours divided by 2,000. MTA should implement verification procedures prior to submittal to
the State Controller including checks of data by the operations manager and general
manager. RouteMatch software should also provide an accurate accounting of vehicle
operations data.

Perform expanded data analysis using results from newly invested technology systems.

MTA invested in transit technology aimed at easing customer interface with the transit
system such as RouteMatch which also enables real-time bus arrival information from a new
app called Route Shout. MTA’s implementation of software platforms provide real-time
tracking of buses and business analytics data for on-going service evaluation. As technology is
further tested, improved, and further integrated into the MTA network, a higher level of data
analysis using more real time information is possible and enabling more dynamic adjustments
to the bus system.

MTA should develop protocol or desktop procedures on methods to harvest the data from
these technologies and identify the type of analysis conducted using the data. Among its
capabilities, for example, the technology can auto-collect actual on-time performance for use
by staff for performance reporting, planning, and customer updates. The data, in turn, could
free up resources and time for operations supervisors to attend to other needs rather than
collect this data. Administrative staff could also benefit from streamlined processes that
reduce manual input and other reporting activity. The capability of the data analytics should
be identified so that MTA will be able to maximize and act upon information being collected
while minimizing previous manual administrative tasks to obtain accurate data and improving
operational efficiency.
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3. Update the Short Range Transit Development Plan (SRTDP).

A prior recommendation that is carried forward in this audit, the current SRTDP was last
updated in March 2012. An update is more timely given changes to management and a fresh
evaluation of the system. These plans are generally updated every five years to assess current
operations and gauge customer satisfaction, and provide recommendations for productivity
improvement for the next five years. MTA recognizes a need for a redesign of the bus
network and is considering conducting the update in-house on a more frequent basis such as
annually rather than the typical timeline of every five years. MTA should work with MCOG on
applying for planning grant funds for the SRTDP update.

4. Consider an alternate funding formula for Senior Center TDA funds.

As a carryover from the prior audit, the prior audit found that the current formula for
allocating TDA funds to the senior centers does not account for performance of the
respective systems and suggested that an alternative funding formula be adopted. This
recommendation to revisit the formula is taken in context of a larger discussion on the
continuation of MTA’s role to administer the senior transportation program with LTF funds.

The MCOG Transit Productivity Committee (TPC) discussed the TDA funding formula for the
senior centers in May 2019. A suggestion was made by the committee to form a working
group to analyze the issue with a fresh start and possibly propose a new basis of performance
for the funding formula. The MTA Board of Directors convened a separate Ad Hoc Sub-
Committee to assist MTA management staff in its review of this service. MTA’s concerns with
the senior center contracts have in turn garnered responses from the senior centers over
operational matters and the nature of the services being provided. These issues have delayed
the ability for MTA, MCOG, and the senior centers to revisit the funding formula and
performance methodology for TDA allocation among these services. The MTA ad-hoc
subcommittee and the MCOG TPC should further discuss the concerns and evaluate possible
service and funding options that limit impacts to the senior and disabled community.
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