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MINUTES OF THE
SPECIAL MEETING OF THE
GOVERNING BODY
Santa Fe, New Mexico
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AFTERNOON SESSION

1. CALL TO ORDER AND ROLL CALL

A special meeting of the Gaverning Body of the City of Santa Fe, New Mexico, was cailed
to order by Mayor Javier M. Gonzales, on Monday, August 29, 2017, at approximately 5:00 p.m., in
the City Hall Council Chambers. Roll Call indicated the presence of a quorum, as follows:

Members Present

Mayor Javier M. Gonzales

Councilor Signe 1. Lindell, Mayor Pro-Tem
Councilor Carmichael A. Dominguez
Councilor Mike Harris

Councilor Peter N. Ives

Councilor Joseph M. Maestas

Councilor Christopher M. Rivera

Councilor Ronald S. Trjillo

Councilor Renee D. Villarreal

Others Attending

Brian K. Snyder, City Manager

Marcos Martinez, Assistant City Attorney
Melissa Byers, Assistant City Clerk
Melessia Helberg, Council Stenographer



3. APPROVAL OF AGENDA

MOTION: Councilor Ives moved, seconded by Councilor Rivera, to approve the agenda, as
nresented.

VOTE: The motion was approved on a voice vote with Mayor Gonzales and Councilors
Dominguez, Harris, Ives, Lindell, Maestas, Rivera, Trujillo and Villarreal voting in favor of the
motion and none voting against.

4, PRESENTATION AND DISCUSSION OF THE NORTH CENTRAL REGIONAL TRANSIT
DISTRICT/CITY OF SANTA FE TRANSIT SYSTEM CONSOLIDATION STUDY. (KEITH
WILSON AND TRANSPORTATION MANAGEMENT AND DESIGN, INC.)

A packet of information, including a copy of a power point presentation Transit System
Consolidation Analysis, a Press Release, a Transit Consofidation Study Fact Sheet, Task 2 Report,
and a Task 3 Report, is incorporated herewith to these minutes as Exhibit “1.”

Keith Wilson, Transit Division, said in April 2016, the City Council adopted Resolution 2016-
29, which approved moving forward with a study of potential consolidation between the North
Central RTD and the City of Santa Fe Transit Division, noting the North Central RTD received FTA
funding toward the City. The City and the NCRTD split the 20% required match for the funds —
$120,000 FTA funds, and $15,000 each from the City and the NCRTD. He said a scope of work
was developed, and staff of both entities reviewed the RFP's and unanimously chose
Transportation Management and Design, Inc., with their subs. The Study kicked off last year, and
the consultant worked hard to put together the analysis to be presented this evening.

Former Councilor Rosemary Romero said she is a subconsultant and part of the
Transportation Management & Design, TMD team. She said the Study was presented fo the RTD
this morning.  Two public meetings will be held, one following this meeting tonight at the Santa Fe
Community Convention Center, in the Ortiz Room, 6:30 p.m. to 8:00 focused on Districts 1 and 2,
and one tomorrow night at Genoveva Chavez Community Center, 5:30 to 7:30 p.m.. She noted the
public is encouraged to attend these meetings and she expects good attendance for both meetings.
She said the study is broken into two sections, each section will be presented, and then they will
stand for questions and answers for each of the sections. She said there will be an opportunity at
the end for more questions.
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Norman Silverman, and Thomas del Sorbo, Transportation Management & Design (“TMD",
presented information via power point. Please Exhibit “1,” for specifics of this presentation.

The Governing Body commented and asked questions as follows:

L4 Councilor Dominguez said he has a lot of questions, but thinks he will wait until the ending,
noting most of his questions are philosophical and not on the details.

L4 Coungcilor Lindell asked, what would prevent the regional opportunities from occurring
without consolidation.

Mr. Silverman said because they are run totally, separately, with different unions,
scheduling protocols, different fare structures. The services are different, noting the
NCRTD might offer 3-4 trips a day, and a Santa Fe route paralleling or overlapping it might
offer service every 30-50 minutes.

¢ Councilor Harris said, regarding the Service Integration Constraints, they don't list 2 unions,
which is a real constraint he thinks should have been listed. He encouraged Mr. Silverman
to move quickly through the presentation, because the Governing Body got full reports on
Tasks 2 and 3 from Mr. Wilson. They also received the power point. He said our time is
better served if he will hit the high points, and then they can ask questions.

Mr. Silverman said they will speak to the labor issue as well.

4 Councilor Lindell asked, regarding Paratransit, if a cost estimate has been generated within
the NCRTD service territory in integrating with the City.

Mr. Silverman said no they haven't quantified the savings because he thinks we will discuss
that later on — finance, labor rates, labor constraints.

+ Coungcilor Rivera said the City currently adds paratransit services and it's pretty busy, and
asked how integration would impact how the City provides paratransit services.

Mr. Silverman said you have NCRTD and City vehicles available in both instances to
provide a paratransit trip. So there will be better opportunities, a bigger pool of labor and
available vehicles, which, hopefully, would reduce the cost somewhat. However, that has
not been quantified, but there is an opportunity for some savings.
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+ Councilor Rivera said then it would be a savings instead of balancing out.
Mr. Silverman said, | said it's a savings, a net potential savings.”
L 2 Councilor Rivera asked the amount of the savings.

Mr. Silverman said, “| said we have not quantified that savings, because the detail is well
beyond the scope of the preliminary study and would require an understanding of an
acceptance of the different wage rates, settling all of that in consolidation. When we talk to
labor, you'll understand a little more about that.”

¢ Councilor Dominguez said he is confused, saying it hasn't been quantified yet, but Mr.
Silverman is confident enough to say that there will be savings, and Mr. Silverman said yes.

L4 Councilor Harris said the Report says, regarding Santa Fe Trails, “The budget of
comprehensive service evaluation effort should start fater this year.” He asked the reason
the City wouldn’t do this first before taking further steps toward consolidation.

Mr. Silverman said, “You will have the City of Santa Fe, the question.
¢ Councilor Harris said, “I think you're looking at the City of Santa Fe.”

Mr. Silverman said he can’t comment on the timing of the two studies, because he wasn’t
involved in that process.

¢ Councilor Lindell said on packet page 33, it talks about the sunset in 2023, and asked what
is required to remove the sunset.

Mr. Del Sorbo said it is a Legislative process. There will be a vote in the 4 counties.

Peter Dwyer, Attorney, North Central Regional Transit District (‘“NCRTD"), said they already
have initiated the process. They have two sets of Ordinances, the first they hope to get to
the Santa Fe County Commission and 3 other counties in the next few months, asking them
to change dates. Right now, it can be done only late in the process in 2022 and therefore.
They are trying to move the dates to have an election on the sunset at the 2018 General
Election. There are a second set of substantive ordinances amending the sunset provision,
which will be, hopefully, on the General Election ballot in November 2018. However, they
wanted to do advance work to see what the constituents think, how they feel about that and
they want to hire consultants and really assess it before putting it to a vote. So the earliest
case scenario would 2018.

City of Santa Fe Speciat Council Meeting:  August 28, 2017 Page 4




Mr. Dwyer continued, saying it is very unlikely they would do it at a special election because
of the cost. So it would be either 2020 or 2022 after that. He said the RTD Board in its
strategic planning has decided it wants that “3 bites at the apple.” If the GRT for the
NCRTD were to sunset, we would have to dissolve as an organization because that is the
majority of its funding.

L 2 Councilor Lindell said in Scenario 3, we would need an increase from 1/8 cent to 1/3 cent.

Mr. Dwyer said yes. He said, “In Scenario 3, what we would really be talking about is it
comes in 1/16 gincrements, and up to 8/16 ¢ is allowed under the GRT laws for regional
transit. Right now, that is 1/8 ¢, so that is 2/16 ¢, and we would be talking about doing
probably 5/16 ¢. However, the 5/16 ¢ scenario would increase regional taxes throughout
the 4 County regions, Santa Fe, Taos, Los Alamos and Rio Arriba, and it would generate
the additional revenue they showed you on the screen. It is enough revenue to fund “our
long term strategic plans, but to cushion the blow to the City of Santa Fe."

+ Councilor Lindell asked if it didn’t pass in any one of the 4 counties what would happen, and
Mr. Dwyer said it is a region-wide vote

¢ Councilor Lindell said then it is a consolidation of the 4 counties.

Mr. Dwyer said, “Right. So 51% of the total 235,000 people would do it, although when the
RTD imposed the tax initially, it did pass by majority in all 4 counties, which made things a
lot better.”

¢ Councilor Lindell said there have been news articles about a non-profit winning a contract
for Los Alamos, and asked if he knows anything about that.

Mr. Dwyer said Mr. Mortillaro can answer that question much better, noting he is the former
County Manager for Los Alamos and this acquisition.

¢ Councilor Lindell would like to know the impacts would be on service Ievels.-

Tony Mortillaro, Executive Director, NCRTD, said they looked at that issue in the event that
Los Alamos National Laboratories went non-profit and what the impact would be to our tax
collections there. And they estimated they would lose about lose $1 million annually. He
said it is important to keep mind that, if they lost $1 million, it will affect everyone. It will
affect how much money comes to Santa Fe Trails, to the Rail Runner, to Los Alamos
Transit, and the Board would have to look how it would redistribute those revenues based
on service needs in the NCRTD.
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¢ Councilor Lindell asked how realistic is that that fleet replacement costs would be covered
by 80% from FTA funding.

Mr. Mortillara said that is what the current formula is and in this Study, they utilize that
possible projection, but basically they have to go on a year-by-year basis, noting there isn't
clarity or long range commitment to funding transit or even transportation issues throughout
the nation. And it is an issue that still is being discussed in Congress. He said the F.A.S.T.
Act is providing roughly an extra $1 million annually to the State over the next 5 years. He
said there are 47 transit agencies in the State, and if they each got an equal share it would
be about $20,000 apiece. He said most transit agencies use the 8/2Q in its planning and
long range projections, but you can’t take it as a given in any one year, noting it is a
competitive process.

+ Councilor Harris said the transfers out from the region-wide GRT is shown at $4.6 million,
and documented that $2.2 million goes to the Raii Runner, $1.362 million to Atomic City
Transit and $953,000 goes to Santa Fe Trails. He asked how the split is determined, and
the reason the City of Santa Fe gets a far smaller amount than anybody else.

Mr. Dwyer said, “I have been with the organization forever, and worked on its founding
when | was in Los Alamos, so | know the whole history, but I'm going to try to keep it
succinct for you, because it is a long history. Fundamentally, what happened was that the
Regional Transit Tax was being proposed at a time when the City of Santa Fe and Santa Fe
County also had taxes that they wanted to impose, and there was contentiousness over the
subject of whether or not the RTD should move forward with its tax because it was
competing with other taxes. As a consequence of that, certain agreements were made.
One of the agreements was that a certain portion of the taxes within %2 of all the taxes
generated in Santa Fe County go to the Rail Runner, because the Rail Runner was going to
impose a competing tax, so that tax was never imposed, but at the price of taking a chunk
of the GRT that was for regional fransit in Santa Fe County and just directly sending that to
the Rail Runner.”

Mr. Dwyer continued, “And then the other portions of tax, there were arguments and
discussions about how to fairly allocate a regional tax on a regional basis. And it became
quite difficult for the Board. The Board had a lot of trouble at that time, but in the end, there
was a decision to figure out what was truly regional and to allocate the tax across the
regional entities based on some kind of fair share process, but it wasn't a direct, dollar-for-
dollar, this much comes out of Santa Fe County, so that much must go into Santa Fe
County, this much comes in from etc., etc.  So Atomic City and Santa Fe Trails both got
big allocations as a Board process through the NCRTD Board is what happened. And so
that's been resolved for several years now. Our Board has 14 members — 4 counties, 6
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Pueblos, 4 municipalities, and it's been running quite well. There hasn't been a lot of
contention since that time.”

+ Councilor Harris said so it’s fixed for now, and it isn't an annual adjustment.
Mr. Dwyer said it is set as policy.

+ Councilor Harris said, under Scenario 3 which he thinks is the only one close to being viable
to eliminate the Municipal GRT and Lodgers’ Tax, is noted as approximately $167 million
through 2035, and offset by $265 million through the new regional GRT. He asked how
much of the $265 million is generated by economic activities within the City of Santa Fe.

He said he wants to know if we would end up with more or less than the $167 million
anticipated in the current tax structure,

Mr. Mortillaro said he would have to have the consultant speak to the later question. In
terms of GRT tax generation by County, $4.2 million from Santa Fe County, $1.4 million
from Los Alamos County. He said with LANB's spending decreasing, it's dropped quite a
bit. He said Rio Arriba County generates about $500,000, and Taos close to $900,000.

¢ Councilor Harris said to be specific, what he is most interested in is the County Act Tax
Rate versus the City Tax Rate. He said action was taken recently, and another is
proposed, that affects the City's GRT rate. He asked, within the Santa Fe County number
Mr. Mortillaro cites, how much is generated by City of Santa Fe economic activities, versus
the County.

Mr. Mortillaro said they didn’t track that information, they just tract the number overall from
the County.

¢ Councilor Dominguez said he is on the same wave-length as Councilor Harris. He noted
Slide #33 says that the Regional Transit including Santa Fe Tralils, receives approximately
$1 million. He asked of that $1 million received from the regional rate, how much is
generated from economic development. He said the ratios don't make sense to him,

Mr. Del Sorbo said the City is getting $1 million of the $4.6 millions, and the other goes to
the Rail Runner and to Los Alamos Transit.

+ Councilor Dominguez said there is a total revenue into the RTD of $12.4 million.
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Mr. Del Sorbo said that includes things like federal grants. He said if you go back to the pie
chart you can see the different categories. It is most federal operating and capital granis,
and some of it is from the cash balance.

¢ Councilor Dominguez asked, in any of the scenarios, if they considered the federal grants
received by the City of Santa Fe.

Mr. Del Sorbo said, “They are incorporated in for a consolidated agency based on Santa Fe
Trails providing an estimate of a proposed set of capital projects through 2035. For
instance, every year, the plan has 2 buses being replaced at $900,000. So the Santa Fe
Trails Capital Plan was rolled out, but as Tony said, and you at the podium, it is a year-to-
year battle to guarantee. He said 80-20 has been the conventional split for most of the
funding, with 20% being the local match. He said when you do a scenario, you have to start
somewhere in terms of your assumption."

¢ Councilor Dominguez asked, in all 3 scenarios, if they considered federal grant for the City
of Santa Fe in its revenue.

Mr. Del Sorbo said yes.

L4 Councilor Dominguez said in one of the scenarios, you talk about losing some Lodgers’
Tax,

Mr. Del Sorbo said yes, starting with Scenario 2, commenting in the study it is valued about
$300,000 annually.

¢ Councilor Dominguez said if he is hearing correctly, the residents of this City would be at
the mercy of other counties, the Board and such, of some of these things happening by
Ordinance at these other counties.

Mr. Dwyer said, “The City yes, in the sense that the Ordinances are passed at the county
level and they have to be identical ordinances from all 4 counties, so the City wouldn't really
be involved in that, really it's a District-wide election. it would be the 235,000 or 255,000,
whatever it is, people in the north who make a decision for the Region. So it really is at that
scale. But if you're talking about representation and control, we have weighted voting at the
Board level so that Councilor Maestas is the Vice-Chair of the Board, but he also represents
6 or 7 voting units, which is the largest single voting unit from a member. So, politically, the
Board is already controlled largely by Santa Fe, City and County, because of
demographics.”
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Councilor Dominguez asked what it would take to change that.

Mr. Dwyer said,”You have to change what is called the Intergovernmental Agreement,
which you or may not have seen come through your desk as members get added on.
Basically, every member gets one vote for the purpose of being a quorum, and then
weighted votes based on the census data for their influence of their vote. So it's kind of a
mixed voting scenario. And there is an Intergovernmental Contract between all 14 entities
which you, the counties and the other cities and the pueblos all sign.”

Councilor Dominguez asked what about the actual sunset.

Mr. Dwyer said, “The sunset itself is a voter decision.”

Councilor Dominguez asked, “What voters.”

Mr. Dwyer said, “It is the voters in the whole region. And so, like | said earlier it is 51% of
everybody in the 4 counties. We were lucky the first time it came through, because it got a
majority in each of the 4 counties, so county felt like its constituents disagreed with it, but it

conceivable that it wouldn't be that way.”

Councilor Dominguez said, ‘| guess my point is the City of Santa Fe residents would be,
and | hate to use the term ‘at the mercy of,” but we wold be at the mercy of those voters.”

Mr. Dwyer said, “Sort of excepted of course since you have the population, they would
probably make the decision really.”

Gouncilor Dominguez said, “We can look at population and voter turnout, a favorite subject
of mine.”

Mr. Dwyer said, “Right. | actually have the results from the previous election, and | could
compile them...” '

Councilor Dominguez said, “But those are two different things.”
Mr. Dwyer said, “it's just | don't know how many of the 255,000 voting are in Santa Fe
County, but I'm guessing it's 120,000 to 130,000, so almost half of the votes are coming

from here. The City is not 120,000 or 130,000, but I'm talking of the total region.”

Councilor Dominguez said, “So, my point is that there are really a lot of variables that
contribute to really determining our own scenario.”
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Mr. Dwyer said, “Absolutely. | think the consultants can talk about those other variables
that are in play for both you and us alike. You have identified some of them, such as the
fluctuation in the GRT. | know you have that issue, we do too. The taxability of the Lab, the
availability of federal funds to pay for both of our capital programs at an 80-20 rate. Those
are all day-to-day, year-to-year variables that we have to live with. As far as the GRT itseif
goes, our Board's strategic plan is to first confront and address the sunset issue. That was
never put to a vote by the voters. 1t was just something that was included in the language
of the Ordinances at the request of the bodies at the time. Because, keep in mind that
when the tax was passed, the NCRTD was a 4-5 person operation, so there was no proven
track record to demonstrate to the taxpayers that would actually result in some good use of
their tax doilars. Now we have a frack record. | think it's a good one, and a history, and |
think we probably will be able to persuade the voters that we provide an essential service
and that we will continue to exist, but really, that is up to them.”

Councilor Dominguez said he didn't quite understand the remark that Rio Arriba generates
$500,000, and asked the source of that revenue. He said, ‘It's really the question that
Councilor Harris asked, but | didn't get all of the information. Where did that...”

Mr. Mortillaro said, “Those are the unit tax receipts we receive from those counties, so that’s
what comes in from, that is collected, paid to DFA and then that is what is transferred fo our
District from each of those counties.”

Councilor Dominguez asked if that is separate from the 1/8 GRT.

Mr. Mortillaro said, “That is our 1/8 GRT. That's what it generates from each of those
counties,

Councilor Dominguez said, “But it says 60% of these receipts are distributed to other
Regional Transit providers, including Santa Fe Trails, which receives approximately $1
million,”

Mr. Mortilfaro said, “So, out of the $7 million plus that we coliect annually, $4.6 million of it
goes to those 3 entities. It's about 60% of the tax. Yes. The revenues that we receive go
out for what we call Regional Services. And the only services that, for example Santa Fe
Trails or Los Alamos County can fund with that money are those that are deemed to be
regional in nature. So that is why, when you pass your Resolution that comes to the RTD
Board, you have specific routes that indicate where you are utilizing those funds, because
those routes are deemed to be regional in nature. It meets the definition that we all agreed
to, in terms of what could be eligible for that funding.”
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¢ Councilor Rivera said someone said that if any of the 4 counties did not agree to sunset,
then the NCRTD would cease to exist, but then he heard...

Mr. Dwyer said, “Not if any of the four counties didn't agree. Let me go back and try to say
what our strategic plan is. We have a Board which consists of you and others, and they set
a strategic plan for how to deal with this. We are in the process of executing that, we've
been doing it for about 9 months now 'd say, and we're still working with the counties on it
right now. And the plan is to allow an election to remove the sunset 3 times. So we'll have
a shot in 2018, 2020 and 2022. If, after 3 strikes, we're out... keep in mind that we've
already merged with Taos, so we run the Taos Chile Line. We've already merged with
Espanola, so we run the Espanola system. Then there is going to have to be some kind of
provision made for reallocation of the resources that the NCRTD presently has to resume
local operations. It would go back to a local operation at some level, and all the regional
services would cease to exist.

Mr. Dwyer continued, “I'm optimistic that's not going to happen, but it does require work on
our part as a staff to go forward in 2018, educate the public, as to — do you like this service,
do you want to retain it or not, and then see if, at an election in 2018, 2020 or 2022, they
will keep this tax in place. Now please keep in mind, | do want to be clear, you are
beneficiaries of that tax. When we talk about giving money to Santa Fe Trails, that is just a
straight cash transfer from us that Keith uses for his operational money. So if that tax goes
away, it's really bad for you as well, because right now it is 1/12th of your operating costs.”

Mr. Dwyer continued, “So, we're pretty optimistic that everybody is going to want to keep
that tax in place, and it's not asking for a new tax. It's just simply asking to remove the
sunset provision. But, | do want to make sure we understand. We provide other services to
Santa Fe County and Santa Fe City beyond the cash transfer. The cash transfer was the
brokered deal, but we are a Regional Transit District and we provide service all the way to
Edgewood, and we get people in from out of town into Santa Fe. We do services for
special events here, all kinds of things in Santa Fe. So there’s more to it than just a cash
transfer,”

L Councilor Rivera asked, “If Los Alamos decided to privatize then, they wouldn't be included
in the mix. They wouldn’t be included in the vote."

Mr. Dwyer said, “Oh yes, they would be included in the vote and the next stage. They're

just one of the four counties. They have fo impose the same tax as everybody else, or
remove the sunset on the same tax as everybody else. And we've met with your City

City of Santa Fe Special Councit Meefing:  August 28, 2017 Page 11




Attorney, your City Manager. We met with each of the counties. We've met with everybody
to try to let them know what our plan is, so we don't interfere with other people, because
we're aware of the other tax issues that are out there.”

Mr. Dwyer continued, “Tony does annual updates to each of our members, including you.
So | think we've been kind of open about what our plans and our process are. But it
remains o be seen. ltis arisk. There is a risk that the voters in the District as a whole will
not want to continue the ‘Blue Bus Service,’ and if that’s what they want, that's what would
happen.”

Councilor Rivera said, if we were to integrate, clearly we would be contributing a significant
amount of money to the NCRTD, and asked Mr. Dwyer if our mix and the make-up of the
Board would change at all.

Mr. Dwyer said it probably would not, but that is an issue for the Board, not for him. He
said, ‘| assume that, coming out of this meeting, we're really asking you to do what you're
doing now, which is ask questions, see whether it's even something that is viable that we
didn't consider. And then, those kinds of hard issues about what would it mean, what it
would look like, if we went forward. The consultant | think has said a couple times, they
aren’t getting to that level of detail of okay, here’ the consolidation plan of every of detail for
you. What we would like to know at this point, is what would be the issues, the problems
and if it is worth pursuing. So | don't know if it's worth pursuing.”

Mr. Dwyer continued, “I don't know what our Board is going to say. They met this morning.
They have some kind of tenor or an amendment, and perhaps Councilor Maestas can share
his perspective on that because he was at the meeting. But they're not going to decide until
October what they are going to recommend. And, of course, it's entirely contingent on what
you recommend. And | imagine our staffs will have to put together packets and materials
after we hear from the public tonight and tomorrow night, what they think, making some kind
of recommendation - it's worth pursuing, or it's not worth pursuing at all, here’s how you
could save some money or, there is no money to be saved. | don't know what that will be.
We're not there yet.”

Councilor Rivera said a lot of his decision would hinge on the makeup of the Board and the
mix of Santa Fe in the voting power on the Board. He said he has heard there may be a
plan to convert the buses so that they are all the same. He asked if that would consider the
fact that Santa Fe is trying to reduce its carbon footprint, and if that would factor into it. Or,
is NCRTD then in charge and would make up its mind or a decision based on whatever they
wanted to do.
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Mr. Silverman said, “I think | addressed that issue in my presentation. | said in the short
term, the near term, the likelihood of the fleet uniformity is not there, because the markets
are very different, the cost of changing fuel systems for NCRTD to match the CNG
investment in an SFT would be extreme. And also, propulsion technology is changing.
Electrical propulsion is becoming more and more of a possibility in the next 8-10 year
period. We're saying that fleet uniformity is not a short term goal of consolidation. Okay.”

¢ Councilor Rivera asked if it could be in the long term,

Mr. Silverman said, “It could be. It's something to look at. It depends on what happens. It
may be that CNG isn't the way to go down the road long-term. It's possible. It may be that
it is, but right now the hybrid electric is another option. Straight diesel propulsion or
gasoline propulsion is also an option, but in the near term, it’s not an issue that should be
on the table for a potential consolidation.”

¢ Councilor Rivera asked who would have the authority to make the final decision.

¢ Mr. Mortillaro said the RTD has a sustainable plan and such, and in that plan, we are
looking at CNG and PG as ultimate fuef systems, again, in terms of reducing our carbon
footprint and becoming carbon neutral to the extent we can. So we are evaluating those
right now. But one of the long term things we do also want to look at is electric propulsion,
and what have you. He said, as the consultant has indicated, we are not likely to be making
a wholesale change in our fleet and how it's powered in the near term future. it is under
consideration, but it's going to take some time. There are places where we can't get CNG.
We go to Chama, we service Chama, Dulce, we can't get CNG up there. We could
probably do LPG. It just depends. Our service area is so expansive, that it limits the type
of fuel we can use in some of our vehicles. And our routes are so long, and some of these
vehicles have limited mileage in terms of how many miles they can travel on a single tank of
fuel of a certain kind.

L4 Councilor Rivera said he read in the Study that there are no fare boxes for most of the RTD,
but there are fare boxes in Santa Fe. He asked if that will continue to be the case, orif it
would change.

Mr. Silverman said what we are saying, is that if you want to optimize the service
integration, having a common fare would be a goal. It is not a requirement of consolidation.
It would be important if you want to get maximum efficiency and enhanced service down the
road. To do that on the NCRTD side would require its implementation of the modern fare
collection system, which they presently do not have. In the presentation there is an
estimated cost for that. That too could be... the initial capital costs could be covered by
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federal funding. It's a very normal eligible item in federal funding in the past, but it's not a
significant revenue enhancer. It's more for consistent policy so that the two organization
can merge their resources and get efficiency as they grow and expand in the future.”

¢ Councilor Maestas said he is the City-appointed representative on the RTD Board. He
thinks we should take pride in agreeing to do this study, and looking at merits, efficiencies
and benefits to consolidation. This is the second time he has heard this presentation.

¢ Councilor Maestas continued, saying we should have had a status quo scenario, so the
Governing Body can see the true condition of the RTD. He said the RTD is burning through
its reserve, and expected to be in deficit in 2023, independent of a consolidation. He asked
if that means a higher GRT is inevitable with or without consolidation.

Mr. Del Sorbo said it's possible. He said there are other revenue options to consider, but it
is hard to see how they can close the deficit on the expense, so there would have to be
some new revenue streams, whether a GRT or something else. He thinks there could be a
revisiting of the allocations to the other fransit providers as one step. He said effectively,
that is a significant chunk of the GRTs that come in. He said the leading candidate would
be a GRT increase if it is a stable situation. He said there would be no ability to fund any of
the longer range strategic initiatives, what you will be doing is “coming up above water
again.”

+ Councilor Maestas said he agrees with Councilor Harris that Scenario #3 is the only one in
which he is interested. He said ane of his ulterior motives in sponsoring this whole effort,
the Resolution, was that we potentially could rededicate those revenues currently going to
Public Transit — Lodgers' Tax, GRTSs, noting one of his underlying objectives and his hope is
that the subsidy no longer would be required under a consolidation scenario.

¢ Councilor Maestas continued, referring to Slide #42, saying the current RTD GRT sunsets
in 2023. He said a previous version of this study recommended for Scenario #3 that a
higher GRT should be effective in 2021. However, this slide presentation says it should
take effect by FY 2019. However, we just heard that isn’t workable, and it's not going to be
a special election, and likely will be on the 2018, 2020 or 2022 ballot for the election.

¢ Councilor Maestas continued, saying this recommendation isn’t workable from election
timing standpoint. He asked the reason the financial analysis recommended a higher GRT.
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Mr. Silverman said it actually was bundiing the things - it was bundling a consolidation in
that time period and with the elimination of the MGRT in the City and the increase offset of
that. He said if the timing is later, it shifts some of the assumptions to the tight, i.e., gaing
toward 2035. He said at some point, you make a projection based on what you think might
be relevant,

Mr. Silverman continued, saying they were looking in Scenario #3, and one of the objectives
with which they were tasked, was to fund the long range initiatives, in addition to any kind of
solvency issue that is out there too, and that was the level that would accomplish it. If we
deferred it, obviously, you just put off the phasing of those initiatives, and the timing just
shifts.

¢ Councilor Maestas said it is important to point out that Scenaria #3 fully funds the NCRTD's
long range plan initiatives, which is $100 million of long range pian recommendations.
However, Santa Fe Transit only has a 10-year capital plan at $10 million, but we apparently
have not identified any needs beyond 10 years. He asked Mr. Wilson to clarify the reason
we do not have a long range plan beyond 10 years. He said that could temper the revenue
projections on Scenario #3.

Mr. Wilson said he believes the 10 year projection was talking about our capital needs. He
said in part of the lafter stages of the study, we sat and scoped out what we thought, based
on what we know now, our capital needs would be through 2035. He said the $10 million is
for the first 10 years, basically $900,000 a year for finaudible] places. He said as stated the
other night, we have no plan for service changes or expansion in the future. The MPO did a
Transit Master Plan two years ago, and came up with recommendations showing
medium/long term recommendations. Those are in the plan right now. However, $100,000
was programmed last FY to do this study to take the next steps of looking out our system
comprehensively to see how we can improve it. That didn't happen last year because of
the transition, but it is in the budget this year and “what we are working toward. A longer
range plan similar to what the NCRTD has now where can lay out how we can improve and
expand the system in the future and come up with the fiscal projections.”

Mr. Wilson said the “10 year thing," was just basically the next 10 years of our capital, what
we expect to spend on capital. He said there is no expansion in the numbers.

¢ Councilor Maestas asked if that is based on our ridership projects, because we have topped
out apparently, but there is no potential for our ridership to....
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Mr. Wilson said it is based on that we haven't actually done the detailed analysis to see
what expansion, if any warranted, based on capital needs going forward based on what we
know right now.

¢ Councilor Maestas said he thinks we need to identify our needs up to 2035 which coincides
with what the RTD has identified and would fund under Scenario #3, to the tune of $100
million. He said we can talk about other issues.

¢ Councilor Maestas continued, ‘I do want to state, on the governance side, the steady
governance, but hopefully, my expectation would be under a consolidation that we still
would have a Transit Advisory Board. That way our constituents can approach finaudible],
and if they have any concems with service they can be heard, and considered, and there
could be a direct link to the Board from the Transit Advisory Board. So | think there are
some mechanisms we can have to ensure that there still are redundant mechanisms for
local feedback and changes that our public wants, even if it is under an RTD type
consolidation.”

¢ Mayor Gonzales thanked both organizations for everything — professionalism, level of
service — given the level of resources. It is good to be in this position where both
organizations are doing at least somewhat well, and we were able to have this
conversation. He understands the importance of a study to determine if there are more
effective, efficient ways of delivering service. He asked in the Transit environment, how do
we assess the needs of the people who depend on the service. He said in the City, we
struggle with transit routes that the ones in place are being utilizing and serving an existing
need — connecting people to work, health care, or existing need in the household -that is
done as conveniently as possible. How do we make sure to think about this as being
smarter, better, more efficient and our eye is constantly on the ball in terms of public transit
providing a true service/need for those who can't afford regular transportation and need a
reliable/affordable system that connects them to various activities in life.

Mr. Mortillaro said he can only speak for, and share what they have done over the years to
answer these questions. They do a short range service plan update, looking out only 5
years, noting it was last updated in 2014. They hired consultants to do the work, but ended
up holding 16 public meetings in the service area to ask the constituency their needs, and
would they utilize the system, and how often. He said they go out and ask these questions,
and the consultants work that into either the current services and suggest adjustments. If
the funding isn’t available, then we put in the short range service plan. The Board expects
we will work, over the years, to putting those services in place.
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Mr. Mortillaro continued, saying they review their services every year, and will be going to
the Board in September with the review of the routes, and what adjustments need to be
made and why. He said in some cases, they have reduced services because there is no
ridership. They reallocate those funds to those areas where ridership and demand is
growing, or there is an increased need. He said the Chama route and ridership has grown
to 5 days a week.

+ Mayor Gonzales said his point is that, through this process, as part of his consideration, he
believes there has to be a parallel or almost a service level assessment done in front of this
so we ensure that even while pursuing better/more efficient/smarter strategies, that we
understand what services we are trying to meet for the public. It may result in something
that actualty may be more costly. However, right now, it seems at this point there are good
studies based on developing permanent revenue streams, that we are managing labor
contracts, that the existing service routes aren't affected. He said a lot of that good analysis
is in this study. He is interested about the 16 public hearings. He thinks it is important to
go into the community to understand employment needs, etc., and wants these to be part of
this consideration so we make decisions in alignment primarily with the needs of the
citizens in public transportation. This would be helpful to him as part of this type of review,
He said making decisions like this before evaluating our service needs doesn’t makes the
most sense to him as Mayor.

Mr. Mortillaro said the City has $100,000 set aside for a service area study, but that is
specific to Santa Fe. They will be updating their service plan in FY2019, and perhaps this is
an opportunity to put our resources together and take a large look from a broader service
area,

Mayor Gonzales departed the meeting

¢ Councilor Harris said he thinks the comprehensive service evaluation which is underway for
our particular needs should come first. '

+ Councilor Harris continued, asking Mr. Wilson if he agrees that Scenario #3 is the only one
that really makes sense and the one we need to talk about. It is the only one that funds the
long range, strategic plan RTD has in place. He said the City doesn't go that far out, and
Mr. Mortillaro spoke to capital needs for equipment. He said he would like to confirm that
the Southside Transit Center is designed and construction is funded.

Mr. Wilson said they are in the process of finalizing the design for the Southside, and the

majority of what they are waiting on are the finalized cost estimates. However, the vast
majority of the Southside is funded.
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+ Councilor Harris asked the status of the Downtown Transit Center.
¢ Mr. Wilson said the funding is available.

¢ Councilor Harris said we are doing an upgrade to the CNG facility, but Mr. Wilson described
an enterprise solution to get the work done.

Mr. Wilson said tomorrow is the deadline for the RFP submittals. The RFP was structured
s0 we wouldn't have up front capital costs, and we would pay them back.

¢ Councilor Harris said these 3 projects, to him, identify much of what a long range strategic
plan would have to incorporate — to major transit centers, and the first step fo upgrade our
CNG facility, which are identified, designed and funded to a certain level, noting we haven't
gotten bids yet.

+ Councilor Harris said he has one closing comment, and read a sentence from the first
paragraph of Task #3A, the Financial Analysis of Consolidate Options, “The most likely
critical consideration and evaluation of the decision to consolidate, would be the ability for
these currently independent transit agencies to have a financial sustainable environment
over the short and long term.” He said he has come to the conclusion that right now, it's not
appropriate to take the next steps to consolidate. He believes we have a lot of work to do,
and Santa Fe Trails is financially sustainable, short and long term. He appreciates the
difficulties ahead for the RTD and believes it is working hard to address those. The answer
he gave to himself is what he just said. He just doesn't think this is the time fo do it now.

+ Councilor Dominguez said some of the question he asked were about the current financial
overview in Slide #33, and the §1 million and the 1/8 ¢ for the County. He said the real
question is where does the remainder of the $2.8 million go - overhead or what. He said
one thing coming up and we haven't talked a lot about it is the Rail Runner. He said there
is a balloon payment coming for that. He apologized because he said he got confused with
the way it was worded in that particular bullet,

Mr. Mortillaro said the State of New Mexico has the responsibility for the debt service on the
Rail Runner. He said it is operated by the Rio Metro RTD. He said in terms of the
remaining funds, they provide services in all 4 counties, including Santa Fe County. Any
funds remaining after the $4.6 million is paid goes to fund all those services directly,

+ Councilor Dominguez asked when he says services, what does that mean.
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Mr. Mortillaro said it means the other routes specific to Santa Fe County - Eldorado,
Madrid, 599, Turquoise, Mountain Trail, La Cienega.

¢ Councilor Dominguez asked if it pays for routes in the region — Taos, Rio Arriba.

Mr. Mortillaro said the county whose revenues don't pay for the services they receive is Rio
Arriba, and it gets a threefold increase. He said keep in mind there are also federal funds
that comes in to provide services as well. He said Los Alamos County continues to make a
contribution to the RTD. Initially, it was making contributions equal to $1.1 million annually,
after 5 years that decreased, but it still contributes $350,000 to the RTD for services.

Mr. Mortillaro continued, saying one more thing he wants to correct, is that the RTD is not in
an economic deficit position.

L4 Councilor Dominguez thanked staff and everyone involved in putting the study together. He
thinks the RTD is a fine organization with a fine staff which works hard to provide its
services.

¢ Councilor Dominguez continued, saying his initial concerns still exist, one of which is
govemance, and something he requested when the Resolution was approved back then —
was what does the governance look like, what are our options. He said so much of what
happens or could happen under any scenario really depends on governance — how much of
a reserve the Board will mandate, removal of the sunset, increasing the portion of the GRT
or whatever the case may be. He really didn’t see a lot in the Study about governance. He
said so much of what shakes out really could sway what voters decide to do in other parts
of the region. )t could sway the outcome of the sunset. He said there are a lot of variables
that contribute to that. He said if we want to be a one-stop shop, and provide the level of
service desired by residents of the City, it may sway what other voters in the region have to
say about that.

+ Councilor Dominguez continued, saying we really didn't have a discussion about the
services. He said he feels the same as Councilor Harris. He isn't necessarily inclined to
have City staff continue to work on something that he doesn’t know really benefits the City.
He thinks this is something that could benefit the NCRTD, but not necessarily the City’s
transit system. He said perhaps we would have to look at Scenario #3 even more closely.
He still has the same reservations — governance, level of service and how we see
transportation. He asked if our community sees transportation as an essential service, then
what does that mean. The reality is people depend on transportation to get to work, the
workforce. He asked if we want to see it as essential as every other department in the City,
such as the Police Department, whatever the case. People depend on transit to get to the
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doctor, to school. The question for him is how this community sees transit. He said, from
our perspective, the City should work at getting its transit level of service right, before we
even start talking about regionalization.

+ Councilor Rivera said he also agrees with Councilor Harris and Councilor Dominguez,
noting one of his main concerns is govemance, the other is about the employee transition.
He said after reading the Study, it seems to be muddier than he thought.

¢ Councilor Rivera said, regarding Labor Considerations for Potential Consolidation with
current pension, health plan, contributions, the leave/benefit due our employees equals to a
monetary amount, and asked how much that is, and how much would be transferred to RTD
if we were to consolidate.

Mr. Wilson said they did a quick caiculation two days ago, based on a snapshot of balances
for the 123 employees, it is roughly about $750,000 - the liability of all leave balances for all
staff in the Transit Division.

¢ Councilor Rivera said it seems our pay rates are considerably higher at the mid and max
points. He is concerned that some of our current employees who have been representing
this City well for many years would then go over and have to become part of the Teamsters
Local #42, and potentially take cuts in pay. He asked if that is a fair assessment, or if it is
too early to tell.

Mr. Del Sorbo said, “There is absolutely no provision for any cut in pay. What was
assumed is effectively the salary structure exists today and projections are inflated over
time. It was a consideration that needed to be pointed out because of the difference, and
definitely clearly going to be a negotiating point. Qur experience in past negotiations are
that the dependence is for one side to look for the betier portion of the other side kind of
situation, but there is no pay cut in any of this analysis.”

4 Councilor Rivera said he presumes the Teamsters Local then would try to negotiate up to
the higher wages of what would be coming over from this City.

Mr. Del Sorbo said, “There were so many variable provisions that could be negotiated in the
things, it's had to say what would be the priorities of all sides.”

¢ Councilor Rivera asked if there is any language in the current union contract that prohibits

privatization or looking outside the current bargaining unit to provide these services — is
there anything like that in the AFSCME contract.
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Brian Snyder, City Manager, said he is unaware of any specific language. He said he can
look into it.

Nick Schiavo, Director, Public Works Department, said there is language about
privatization, but in this case, he doesn't know how that would play out. it wouldn't be
privatization, it would be the employees being shifted to a new organization.

Councilor Rivera asked Mr. Schiavo, in his opinion, if he would think consolidation would be
something with which the City should proceed and if it is a benefit to the City. He asked if
we are in a good position and probably should stay where we are. He said, “I'm putting you
on the spot, so if you don't want to answer, feel free to do that.”

Mr. Schiavo said we are working with RTD and thinks there are things that we could do
better. He said, ‘I it's okay, | won't answer your last question on that one.”

Councilor lves asked Mr. Wilson, in terms of the Study the City proposes to do in
connection with our transit system, to describe what the resuits are intended to be.

Mr. Wilson said, “| haven't scoped this out or given it too much thought, because I've been
kind of busy for the past year. But what 1 envision, because the starting point of the MPO is
a Transit Master Plan that kind of fleshed out, preliminarily, a bunch of ideas of how service
could be improved or changed, and stuff like that. So, | envision at the end of that process,
we may have a new service plan. So some of the routes as you see them now may not
exist, or they may be changed, or different schedules. As part of the MPO Plan there was a
lot of public outreach, a lot of surveying. Things we heard, just trying to recollect, were
more frequent service on weekends to specific areas, or service later into the evenings and
stuff. | envision we will be looking at all the information that was collated as part of that
process, seeing what we can do within the fiscal constraints to make a better system and
also potentially come forward, if we got X doilars more, we could do this. And then maybe
give you a menu of options of options of different gradations of improving service.”

Councilor Ives asked Mr. Wilson to speak to the timing on that.

Mr. Wilson said his plate is full right now, trying to get the Downtown, Southside and various
other projects done, saying they were looking at the Fall initially, but they are backlogged on
those projects. He thinks it probably will be at least the end of this year or early next year
before they go out for RFP under that scenario. So he is thinking they are 12-18 months
from a completion of that Study to be realistic.
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+ Councilor Ives said he was a proponent of taking a look, but he is unsure he was fully
cognizant that we were proposing to do a similar study within the City’s own system that
would post-date this study. He said part of the presumption stated in doing this study is that
service would remain the same, but at some level, we are talking about evaluating whether
we need to change the service in the first instance, and the process is underway. He said it
makes it a little difficult to look at this against the context of our reassessment of the
delivery of service across Santa Fe on all of those points you've just mentioned.

¢ Councilor Ives continued, saying there is a part of him that thinks he has a better
understanding of how we can improve our own service before looking at consolidation “and
this has some sense to it, which is why I'm asking the question about the timing and those
types of things. Because, again if services are to remain the same, or at least that's the
analysis, but we think we're going to be changing that service, that raises a few of the
issues that folks have talked about here tonight.”

Former Councilor Romero said we are at the end of our time, with a 6:30 p.m. public
meeting fo follow. She said she asked the Governing Body to keep an open mind, that they
were tasked to create these scenarios, and there is plenty of room for discussion. She said
one of the better things that will happen out of this is looking at what are some of the best
management practices. She said all the NCRTD does is transit as an agency. She said
there are a lot of things to learn from each other around labor, efficiencies, some of the
outreach, reiterating, “Let's keep in mind some of the best practices as you [inaudible]
perhaps.”

Former Councilor Romero continued, saying, “The next steps are to reaffirm that our role is
to summarize the comments from the Governing Body and the public meetings. We are
recording these similar to what your have in Court Reportings. We've got Charmaine Clair
doing this for us at the public meeting. So they will be verbatim. They won't be
summarized in that sense. They will be verbatim so that we don't lose again. So we'll take
those comments from the public meetings and what we've heard here, and from the RTD
Board. The consultant team will complete Task 4 with a final report, taking into account the
comments that were made, and then we will present it to the RTD and the City of Santa
Fe."

Former Councilor Romero continued, “The final step will be up to you again. it’s in your
hands as decision-makers, as policy-makers, to determine the feasibility of consolidation
and associated implementation strategies. And those are whatever you choose them o be.
| know that Tony announced at their Board that they will be looking at next steps at their
October 13" meeting. So they've gotten direction that they need to do some work. We've
got to get the information to you, it's a tight timeline, but that's what they're looking at. Tony
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did I get that right. All right. So we are off to the next two public meetings, with deep
appreciation for the really good questions. In the outreach | have done, governance
certainly was one of the issues, but | think that's part of the negotiations that have occurred.
There are things that are set in stone. | think the City is very well represented on the RTD
Board. So as a former Chair, and Board member of the RTD, | am really pleased to see
that it's absolutely solvent. It's come a long way to be what it was meant to be, which was a
regional effort. So kudos to all of you for the hard work you're doing and your time and
energy. So we hopefully will see you at a public meeting.”

L4 Councilor Villarreal asked how tonight's meeting, and tomorrow night's meeting, were
advertised.

Former Councilor Romero said the outreach was focused, from her part, on all of the
Boards and Commissions the City has that are interested in transit issues, meeting with all
of the decision-makers on both boards, as well as staff. Outreach also included other
organizations, and she has produced that list, which includes Chainbreakers, but she was
unsuccessful with Somos un Pueblos, but she is confident they will be attending the
meetings. It was at a much higher level than at the grassroots, and said she believes there
will be a lot of feedback from the meetings.

+ Councilor Villarreal said then those are targeted outreach, including the Mayor's Committee
on Disability, and Former Councilor Romero said the Mayor's Committee had its own
meeting as well as the Transit Committee, along with the Tourism group, the Lodger's Tax
Board - She met with all boards and commission with an interest in Transit or on GRTS.

5. ADJOURN

There was no further business to come before the Governing Body, and upon completion of
the Agenda, the meeting was adjourned at approximately 6:15 p.m.

Approved hy:

V’MW

Mayor Javier M. Gonzales
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ATTESTED TO:

&landa Y. Vigil,@ty cre?q

Respectfully submitted:

WM

Melessia Helberg,' Council@rapher
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Project
Overview

Subject of
Today’s Report

Task 1: Study Consensus-Building and
Presentations

Task 2: Evaluation of Current Operations
Task 3: Development & Evaluation of Proposed

Consolidation Options

Task 4: Final Report to Include
Presentation/Outreach input




Task 3
Overview

Task 3: Development & Evaluation of Proposed
Consolidation Options

* 3A: Financial Analysis
3B: Physical Assets Analysis
3C: Labor Force Alternatives

3D: Fixed Route and Paratransit Analysis of
Consolidation Option Alternatives

3E: Summary Report of Comparisons



* Project Goal

o Provide information to policy makers in their
consideration of whether to move forward with
consolidation.

Project

 Study Characteristics

O<m —\.<_ ew ¢ Not a service design study; all existing services are
assumed to be unchanged in orientation or schedule.
o The study is an analysis of the benefits,
shortcomings, and associated changes to support a
potential consolidation .




Presentation
Overview
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Fixed Route and Paratransit Analysis of Consolidation
Option Alternatives

Physical Assets Analysis of Consolidation Options
Financial Analysis of Consolidation Options
Labor Force Alternatives
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Fixed Route and Paratransit Analysis of
Consolidation Option Alternatives (Task 3D)




NCRTD Service Area

* NCRTD currently operates in the four
counties of Los Alamos, Taos, Rio Arriba,
and Santa Fe.

* Serves a very large geographic area
encompassing more than 10,000 square
miles with a total population of 235,000.

* NCRTD regional services connect distant
parts of the large service area via
relatively long trip lengths.
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Santa Fe Trails Service Area

* SFT operates within the City of Santa Fe

and a small portion of Santa Fe County.

SFT covers 52.5 square miles and serves a
population of 83,200. The service area is
much denser than NCRTD.

SFT provides small area urban transit
along a fixed route network with
complimentary paratransit service
throughout its entire territory.
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NCRTD Network Overview
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NCRTD operates a fleet of 24 fixed and “flexed” routes in addition to
demand responsive paratransit service. Complimentary paratransit
service on each is offered in conformance with ADA regulations.

9 fixed routes operate within Santa Fe, offering regional connectivity.

22 routes operate fare free, one premium route operates daily with a
fare, and one premium route operates on weekends.

Service is trip based defined by limited frequency and span, as well
as long trip length.
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NCRTD Network Overview

* NCRTD provides more frequent local
service in areas of Taos and Espanola
where it is the sole service provider.

* In Santa Fe and Los Alamos, where there
are other local service providers, NCRTD
provides longer distance regional
connections with infrequent trip based
service.
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Santa Fe Trails Network Overview

SFT operates 10 fixed routes, 2 pick-up shuttle routes, and

nmqmﬂﬂm:mwﬂ.>__Ucﬁﬁéoqo:ﬁmmoumaﬁmzo:n_m<..._,_3:m:mmﬁc_,n_mﬁ
E more than half operate daily, all with scheduled frequency
throughout each service day.

ELO:— Consistent with urban service territory, SFT provides much more
frequent service with longer span of service than NCRTD.

SFT has a base adult fare of mp.oo per trip on fixed route service. SFT
charges $2.00 for eligible paratransit trips and $5.00 for senior use of
paratransit. Pick-up shuttles are fare-free.
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110 Westside/
Crosstown

190 Chama

200 Santa Fe

220 Tesugue
230 San lldefonso

255 Mountain Trail

270 Turquoise Trail

NCRTD Network Overview ~ Route Listing

Service Type

tocal

Local

Regional/Rural

Pueblo/Local/Regional

‘Hybrid

Regional/Rural
Regional/Rural

Regional/Rural

Pueblo/Local/Regional
Hybrid

| Pueblo Feeder Service

Regional/Rural

Regional/Rural

‘Regional/Rural

Regions:Served .
Ohkay Owingeh Pueblo and Espafiola

Espafiola

Las Trampas, Truchas, Cordova, Chimayo, La Puebla, Santa Cruz, and Espafiola

Santa Clara Pueblo, Chamita, Ohkay Owingeh Pueblo, Espafiola, Cities of Gold
Park & Ride, and Santa Fe

El Rito, Ojo Caliente, and Espafiola

Chama, Tierra Amarilla, Canjilon, Ghost Ranch, Abiquiu, and Espafiola
Santa Fe, Tesuque, Pojoaque, and Espafiola

Santa Fe, Tesuque, Pojoaque, and Espafiola

San ildefonso, £l Rancho, Jaconita, and Pojoaque

Santa Fe, Santa Fe National Forest, and Ski Santa Fe

La Cienega, La Cieneguilla and Santa Fe

Santa Fe, Turquoise Trail, Los Cerrillos, Madrid



280 Eldorado

290 Edgewood

300 Taos

305 Taos Express
310 Red River

320 Questa

330 Pefasco

340 Chile Line Red

341 TSV Green
350 UNM Taos

360 Tres Piedras

400 Los Alamos

NCRTD Network Overview — Route Listing

Service Type
Regional/Rurai

‘Regional/Rura}

Regional/Rural

Regional/Rural

Regional/Rural

‘Regional/Rural

Regional/Rural

Local

Regional/Rural

:Local

Regional/Rurai

Wk._mmmmozmﬁ\xz_,w_

Regions Served
Santa Fe, Eldorado, Galisteo, Stanley, Moriarty, and Edgewood

Santa Fe, Eldorado, Galisteo, Stanley, Moriarty, and Edgewood
Taos, Pilar, Dixon, Velarde, Alcalde, and Espafiola

Taos, Espaiola and.Santa Fe
Questa and Red River
Costilla, Cerro, Questa and Taos

Taos, Las Trampas, Chamisal, Picuris Pueblo, Pefiasco, (and Sipapu Ski Resort -
seasonal)

Taos

Taos, El Prado, Arroyo Seco, Valdez, and Taos Ski Valley
Taos |

Tres Piedras, El Prado, and Taos

Los:Alamos; vc_omn :%mm nta:Clara Pueblo, San tidefonso;.and Espafiola



Museum

9l

shuttle

shuttle

S T T eIy (flnd Downtown

circulator

Downtown
circulator

Key Corridors

Agua Fria
Cerrillos Road
Southside
Crosstown

Rodeo Road

Santa Fe Community

College
HSD/Rancho Viejo
Country Club

Santa Fe Place

Museum Hill

Bowntown

Museum Hill

Santa Fe Trails Routes

Fare (AM/PM)
$1.00 30; 60
$1.00 15; 30
$1.00 30; 60
$1.00 60
$1.00 60
$1.00 60
$1.00 60
$1.00 35; 70
$1.00 70
$1.00 60

Free

Free

mmsz Fe Emr Up wop.;mm
10

30

' Frequency (min.)

m_um_.. (Weekday}

5:56 AM—9:58 PM
5:30 AM—10:16 PM
5:41 AM—10:30 PM
6:26 AM—7:51 PM

5:41 AM—8:02 PM
7:30 AM—10:04 PM

7.09 AM—6:24 PM
5:57 AM—9:30 PM

8:05 AM—7:05 PM

6:50 AM—8:04 PM

6:30 AM—5:30 PM

10:00 AM—~5:30 PM

Span (Saturday)

8:11 AM—7:53 PM
8:15 AM—8:10 PM
8:03 AM—7:20 PM
9:20 AM—5:15 PM

9111 AM-7:03 PM

8:18 AM--6:48 PM
8:38 AM—6:28 PM

10:20 AM—6:04
P

8:30AM—5:30 PM

10:00AM—5:30 PM

Span (Sunday)

8:30 AM—6:08 PM
8:30 AM—6:46 PM

9:00 AM—6:18 PM

8:18 AM—5:38PM
8:38 AM—5:18 PM

10:15 AM—5:55
PM

10:00AM—5:30 PM

10:00AM—5:30 PM



NCRTD Fleet Operation and Maintenance

Fleet Size
* 53 in-service vehicles and 11 non-revenue vehicles.
* Revenue vehicles vary in size from 3-passenger vans to small buses that can seat 40
passengers, but most vehicles seat 12-14 passengers.
Fueling |
* Almost all vehicles are gasoline fueled and fueling is done off-site with contracted vendors.

Maintenance and Facilities
* Two current dispatching facilities
* lim West Facility in Espafiola capable of storage, dispatching, and light maintenance only.
* Taos Facility in Taos capable of storage, dispatching, light and some medium level maintenance.

* Most medium duty and heavy duty maintenance is currently outsourced. NCRTD has a future

goal to transfer maintenance to an in-house effort pending a planned significant addition to
the Jim West Facility.

Ll
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SFT Fleet Operation and Maintenance

Fleet Size
* 34 mid-size buses, 18 paratransit vehicles, 16 non-revenue vehicles.
Fueling

* CNG fueled at central Santa Fe maintenance facility. SFT has a contract with
Clean Energy to fuel its CNG vehicles on-site and is pursuing efforts to
modernize and upgrade the current slow fill capability.

Maintenance and Facilities

* SFT maintenance facility handles light, medium, heavy duty maintenance,
although some unit rebuilds are outsourced.




NCRTD Historic Ridership

300,000

* NCRTD ridership has grown
significantly since its
inception in 2007 and the
subsequent consolidations
with Los Valles Transit and
Taos Chile Line.

250,000
200,000

150,000 * In 2016, annual ridership
was 268,000.

160,000

50,000

2008 2009 2010 2011 2012 2003 2014 2015 216
Fiscal Year




mmim Fe Trails Historic Ridership

poomn * SFT ridership grew from
2007 through 2014 with an
annual peak of 1,065,000
annual passengers.

1,060,000

500,0C0

* Since then there has been
a decline in ridership, with
2016 annual ridership of
937,000.

600,000

400,600

200,600

2008 2009 2010 2011 2012 2013 2014 2015 2016
Flscal Yaar




Service Integration Constraints

* Large disparity in frequency and span.
* Difference in fare structure precludes service integration within commaon
service territory.
* Changes required for future opportunities

* NCRTD increases service frequency and span to closer match SFT’s operating
characteristics.

* Common fare structure.

*
i
|
* Limited opportunities for fixed route service integration
i
|

l
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Service Integration Opportunities

* Service enhancement

* As part of its Long Range Strategic Plan (LRSP) and a potential consolidation,
NCRTD could implement selected opportunities for service enhancement that
would make service integration viable.

* Regional integration opportunities

= Scheduled connections between local and regional services to facilitate
improved public mobility.

* Ability to dispatch and maintain small group of vehicles from the current SFT
facility to reduce operating cost and enhance reliability.

* Communication of region-wide transit schedules on a single information
platform.

l
N



Service Integration Opportunities

Improvements to regular planning efforts
* NCRTD utilizes two full time employees dedicated in part to service planning.

* SFT does not currently employ a dedicated planner, and the network has not
been changed in recent years. The agency has budgeted a comprehensive service
evaluation effort to start later this year.

* In a consolidation, service planning and associated timely service adjustments
would become routine. A preliminary assessment of headcount needs for a

consolidated agency recommends an additional planner to supplement this vital
function.

* Consolidation and resultant larger system would provide a greater impetus for
the acquisition of modern scheduling software.
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Paratransit Integration Opportunities

Opportunity for integrated paratransit service

* Overlapping service territory provides some potential for efficiencies in this high cost
service.

* Unlike fixed route, since it is geographically based and demand responsive,
consolidation provides an initial opportunity for integrated paratransit service.

* Both agencies employ full time call center systems, application processes, and
reservation systems.
Existing constraints

* As with fixed route service, paratransit service optimization requires a common
paratransit fare.

* With a consolidation, opportunity for efficiency exists but requires reconciliation of
current difference in processes for handling service requests and dispatching.
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Physical Assets Analysis of Consolidation Options (Task 3B)




Fleet

“* Fleet sizes are currently comparable, but different in nature.
* NCRTD operates cut-away buses and vans, fueled by gasoline.
* SFT operates mid-sized transit buses fueled by compressed natural gas (CNG).

* Service needs of two current separate operations are vastly different,
requiring different types of vehicles.

* Fleet uniformityin terms of vehicle size and propulsion, in the event of
consolidation, not likely. This could be a longer term objective.
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Fleet

* Fleet replacement/expansion

* As identified for NCRTD, approximately 56 million over a 10-year period for
current fixed-route service.

* As identified for SFT, approximately $3 million over a 10-year period for
current fixed-route service.

* NCRTD LRSP identifies approximately $10 million for additional fleet
purchases to support service enhancement strategies by 2035.

* SFT has not identified any fleet expansion through 2035.



Maintenance
Facilities

* NCRTD Facility Capacity
* NCRTD facility in Espanola is only capable of

* SFT Facility Capacity
* SFT facility is full service and currently capable of

* Consolidated Opportunities

vehicle storage and light duty maintenance, thus

requiring maintenance activities to be
autsourced.

NCRTD plans to upgrade its Espanola facility in
FY2021 to handie all levels of maintenance and
have most maintenance brought in-house.

The Taos facility provides light and some
medium-duty maintenance,

all levels of maintenance.

Consideration of optimized and incremental
expanded use of SFT’s Santa Fe facility to handle :
a portion of current NCRTD services in Santa Fe. ; B .



Capital Plan Overview

* NCRTD’s LRSP Plan, currently unfunded,
includes associated incremental
opportunities for service expansion.

* SFT has no provisions for fleet growth at
present.

* Consistent with City of Santa Fe Capital
Budget Process, SFT Capital Plan is
currently only funded on one-year
basis, and specific grant funding for
future years is uncertain in key

investment categories.

Bus stop
enhan ents

N
©
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Vehicle Technologies and Communications

Vehicle Location and Real Time Information

* Both agencies currently have this technology but on separate platforms, Avail for NCRTD and
RouteMatch for SFT. SFT is in process of switching to TransLoc. [n the event of consolidation,
a common platform should be pursued, but would not be initially required.

Fare Collection

« NCRTD currently does not collect fares, except in a limited number of situations. If under a
potential consolidation, a decision was made to charge fares on current free fare elements,
NCRTD would have to procure and install a modern fare collection system. This is estimated
to cost $640,000, 80% of which would be eligible for federal funding. This is potentially a
future issue, dependent upon fare collection capability being established at the upgraded
Espanola facility, and would not be required upon initial consolidation.

* Revenues raised from imposition of fares for existing fare-free NCRTD routes would be offset
by current New Mexico DOT policy, which deducts awarded Section 5311 federal funding
equivalent to the level of fare revenue generated.



Financial Analysis of Consolidation Options (Task 3A)

e



Current Budget Profile FY2017*

Revenues

Total Revenues
GRT Transfers Out
Net Revenues
Expenses
Operating Expenses
Capital Expenses
Tota! Expenses
Surplus/{Deficit)

*($ in millions)

$12.4
5(4.6)
$7.8

$5.4
$24
$7.8
0

$13.2

o

$13.2

59.7
s34
$13.1
$0.1
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Current Financial Overview

As a separate entity, Santa Fe Trails (SFT) is ua_.mnﬁmn_ to have sufficient operating surpluses to
support service levels and daily operations through 2022,

A separate % cent Municipal Gross Receipts Tax (MGRT) levy for Santa Fe transit operations
generates over S7 million per year, and a 2016 local ordinance guaranteed SFT a minimum of 89%
of revenues from this % cent levy, enhancing sustainability for this revenue stream.

The 1/8 cent County Regional Gross Receipts Tax (GRT) generates over $7 million in gross annual
revenues for NCRTD, but 60% of these receipts are distributed to other regional transit providers,
including SFT which receives approximately $1 million from this transfer of funds.

The NCRTD GRT is the primary source of NCRTD revenues, and will sunset in 2023 unless action is
taken and voters in the four county region approve the removal of the sunset provision.

NCRTD relies on drawdowns from cash reserve balances to sustain a balanced budget, and
projects to fall below the existing 25% Board reserve requirement by 2020.
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NCRTD Revenues and Expenses FY2017

Revenues

| Net GRT*

m Federal Operating
Grants

| Federal Capital Grants

m Local Match

B State Capital

mFares

n Advertising/insurance
proceeds

m Cash Balance

M Tribal Grants

Expenses

& Salaries and Benefits
# FuelfLubricants

W Services

| Materials

m Utilities

m Tires

® Casualty/Liability

m Other

= Capital

*Net GRT=57,095 million received by NCRTD and reduced by $4.587 for transfers to Rail Runner, Atomic City Transit, and Santa Fe Trails
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Santa Fe Trails Revenues and Expenses FY2017

Revenues Expenses

W GRT

® GRT Transfer from
NCRTD

M Lodger's Tax

H Federal Operating
Grants

W Federal Capital Grants

w Fares

® Advertising

& Salaries and Benefits
& Fuel/Lubricants

W Services

W Materials

= Utilitles

m Tires

& Casualty/Liabitity

W Other

W Capital




Analysis of Options to Achieve Fiscal
Sustainability

Three scenarios were explored to determine potential paths to financial
stability (starting FY2019) for a consolidated agency:
* Scenario 1: Consolidation without new revenues or cost savings {Baseline).

* Scenario 2: Consolidation with elimination of Lodger’s Tax revenues offset by
support staff cost savings (net savings based on charges of City of SF
departments currently providing support services to SFT, offset by NCRTD
increase of nine positions for consolidation at lower cost).

* Scenario 3: Consolidation with assumptions from #2, plus removal of Santa Fe
% cent MGRT for transit and implementation of voter approved initiative to
increase County Regional GRT from 1/8 cent to 1/3 cent.

W
o
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Key Scenario Assumptions

All Scenarios:

* Revenue and Expense data sources consistent with Task 2A analysis, using NCRTD Fund Balance
Analysis, City of Santa Fe FY2017 Budget and National Transit Database (NTD) filing.

Scenarios were evaluated using NCRTD Board reserve requirements over the full evaluation
period, as modified with NCRTD concurrence:

* 25% through FY2020
« 20% from FY2021-25
* 15% from FY2026-35

Scenarios also evaluated using the State of New Mexico DFA 8% cash balance reserve
requirement.

m«wﬁ%mma revenues from FTA grants would cover 80% of fleet replacement costs through

Scenarios 2 and 3 include annual net operational savings, through NCRTD absorbing City of
SF support activities presently performed for SFT.
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Scenario 1 Outcomes

Component

Overview

Deficit

Long Range Strategic Plan Initiatives

Board Reserve Requirements

State Reserve Requirements

- Qutcome

Represents base case, with current projected revenues and expenses for
NCRTD and-SFT, no cost savings, staff additions or new revenue sources
resulting from consolidation.

Average annual deficit of $480,000 through FY2035. Consolidated
unrestricted fund balance levels reaches a deficit in FY2028 through
FY2035.

Provides no additional funding for any proposed LRSP initiatives.

Does not meet current NCRTD Board Reserve requirements of 25% or
assumed modification down to 15% in any year out to FY2035.

Meets New Mexico Division of Finance and Administration reserve
requirement of 8% from FY2019 through FY 2021 only.



Scenario 1 Reserve Balance

0%
50%
400,
30% —% Reserve Balance
II/ meState DFA % Reserve Requirement
20% / -——Board Resesrve Assumption
0%
0%
-10% /
FYl9  FY2G  Fy2d FY22  Fya3  FY24  FY2S  FY26  RY27  FY28 FY29  FY30  FY31  Fy3z  FY3R  Fy34  FY3s
FY19 | FY20 | FY21 | FY22 [ FY23 [ FY24 |FY25 [ FY26 |#Y27 | Fy28 | Fv29 |ev3o | Fyal | fv32 [ Fy3s | Fyza | syas
23% [14% 8% [7% |s5% |A4% l2% [|-1% |-1% |-2% |-2% |-2% |-2% |-2% | -2% |-2% | -9%
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Scenario 2 Qutcomes

L Component

Overview

Deficit

Long Range Strategic Plan Initiatives

Board Reserve Requirements

State Reserve Requirements

Qutcome

Incorporates elimination of Lodger’s Tax {$300k) as a revenue stream in
FY2021 and consolidation savings ($500k) beginning in FY2019

Consclidated agency operates with a deficit for period of FY2019-22,
requiring use of cash reserves to supplement revenues

Provides no additional funding for proposed LRSP initiatives

Consolidated system falls short of required reserves from FY2020 to
FY2025. Reserve levels met from FY2026 forward, except for FY2035
when balance drops to fund a projected $2.5M CNG Fueling Facility
project in Santa Fe

Consolidated system meets New Mexico DFA cash reserve balance levels
(8%) in all years of plan through FY2035
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Scenario 2 Reserve Balance

&0%

50%

a0%
0% -t Reserve Balance
~mmState DFA % Reserve Requiremant

0% / ——Roard Reserve Assumption
<09 f/\"\ }
0%
-10%

FYl9  FY20  FY21  FY22 P23 FY24  FY2S  fYlé  FYR¥ FYa3 P29 FY3AL FY3L Y32 FY32  Fya4 FY3S
FY19 | FY20 | Fy2i | FY22 |[FY23 |FY24 | FY25 | FY26 | FY27 | FY28 | FY29 | FY30 | FY31 | £Y32 | FY33 | FY34 | FY35
25% 18% 13% 13% 13% 12% 12% 10% 11% 10% 11% 12% 13% 14% 16% puﬁ 10%
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Scenario 3 Qutcomes

Component

Overview

Long Range Strategic Plan Initiatives

Board Reserve Requirements

State Reserve Requirements

GRT Revenue

| Outcome

Includes elimination of Santa Fe MGRT {(FY2019) and Lodger’s Tax
(FY2021), support staff cost savings {FY2019), and a voter approved
increase in the County Regional GRT within the four county region to 1/3
cent in FY2019 to offset-revenue removals and fund LRSP initiatives

Alt LRSP initiatives funded in a phased implementation through FY2035

Board reserve requirements {current 25% and proposed modified) are
not met through FY2022. Beginning in FY2023, reserve levels easily met
proposed thresholds

New Mexico DFA reserve requirements are met in all years of the plan
through FY2035

Elimination of MGRT and Lodger’s Tax revenues equates to
approximately $167 million through FY2035, offset by $265 million in
new GRT revenue through the same period.



Scenario 3 Reserve Balance

60%
S50%
40%

0%
- Reserve Balance

—mState DFA % Reserve Requirement
o e Board Reserve Assumption

10%

-10%
FY19  FY20  FY21  FYz2 F¥23 Fyld  Fyis F¥Y2e Y27  FY28 FY29 Y30 FY3L Fy32 fY3z  Ff34 FY35
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Findings

Establish certainty of permanent revenue streams

* Ensuring financial sustainability for a consolidated transit agency will require more certainty of
permanent revenue streams to support operations and expand transit mobility for the region.

* Removal of the NCRTD sunset provision is a necessary step in the process of consolidation, and
increasing the existing County Regional GRT rate allows for elimination of some significant current
revenue streams as a partial offset,

* Other revenue generating or expense management options, such as dedicated state funding of
transit or nmuv:._m the level of GRT funds transferred to the other regionai providers, can possibly
serve as viable alternatives to changes in the current regional GRT rate of 1/8 cent.

Cost-effective maintenance of operations

« While operating expenses are carefully contained at present, NCRTD will need to absorb the work
currently provided by City of SF departments cost-effectively to generate recurring operating
savings in a consolidation. A preliminary assessment indicates a net increase of nine positions for
NCRTD may be warranted to handie this work in a consolidation.

* Future additional consolidation savings may be derived from utilizing SFT's maintenance facility for
some of NCRTD's fleet maintenance work in place of their current outsourcing approach.




Findings

Capital Program Funding

* Uncertain nature of Federal funding grant levels, particularly for longer term capital
investments, can impact necessary asset replacements and implementation of
system upgrades and proposed LRSP initiatives.

* Consolidated transit operation would provide a greater rationalization of capital
investment planning, as regional priorities would no longer be competing for limited
Capital funding against other City of SF capital needs.

Reserve requirement thresholds

* The current NCRTD Board reserve requirement of 25% of operating revenues must
be re-evaluated, consistent with a larger consolidated organization. The current 25%
level is three times the existing New Mexico DFA requirement for cash reserves, and
would limit the new agency’s ability in the implementation of the consolidation.
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Labor Force Alternatives (Task 3D)




NCRTD Representation

* Current contract will end on June 30, 2019.

* Transit-specific contract includes:
* Transit Drivers — wages range from $13.62 to $21.33
* Customer Service Representatives — wages range from $13.91 to $21.02
* Transit Software Specialist — wages range from $15.02 to $21.02

W » Wage rates increase by 2.7% on July 1, 2017 and 2.7% on July 1, 2018.

* Operating employees represented by Teamsters Local 42.



=
SFT Representation AFSCME

* Operating employees represented by American Federation
of State, County, and Municipal Employees (AFSCME).

* Current contract expired on June 30, 2017, new contract
negotiations in progress.

* Part of overall city municipal contract that includes:
» Bus Operators — wages range from $13.96 to $24.87
* Bus Mechanics — wages range from $18.42 to $32.25
* Dispatcher — wages range from $15.31 to $27.10

* Wage rates include a 50 cent/hour increase in 2014. no
increase in 2015 and 2016.

Y
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Key Differences Between Labor Contracts

Contract Characteristics
* NCRTD transit specific vs. SFT city-wide municipal contract.
Pay Levels

» NCRTD higher at entry level, but SFT rates higher at midpoint and maximum
levels.

Grievance Process
* Grievance process shorter at NCRTD.

Vehicle Maintenance Process
* NCRTD Maintenance function is primarily outsourced.

Pension Contribution
* SFT has a lower level of employee contribution.

B
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Consolidation Option

* Critical Constraint

* In the event of consolidation, a review by Labor Attorneys for both NCRTD
and City of Santa Fe determined that New Mexico law prohibits two separate
unions from representing employees with the same basic job function.

* Unified Representation

* In the event of a consolidation, current SFT employees transition to common
representation with NCRTD employees.

G
o .
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Labor Considerations for Potential
Consolidation

+ Differences requiring unification
* Current pay rates for similar job functions
* Current pension and health plan contributions by employer/employee.
* QGrievance procedures.

* Determination of seniority for represented employees

* Vacation/Sick Leave Balance cost impacts for SFT employees transitioning to NCRTD

« City would have to cover these expenses, which is an existing cost that would be faced over time
by the City regardless of a consolidation. City would have to reference payment to NCRTD for this.

* Transferring former SFT employees would need to have current Sick Leave and Vacation balances
assigned to NCRTD.

* Interchangeable labor forces

* Ability of two separate labor forces to be used interchangeably. This is a longer term issue that
may not occur immediately upon consolidation,



cs

Potential Consolidation Organizational Structure*®

sg/Public

*The Fixed Route and Paratransit Transportation and Maintenance boxes include all current NCRTD and SFT
supervisory, drivers, and maintenance budget pasitions in a combined structure



Recommended Position Increments

Recommended Position Increments for Consolidated North Central New Wexico Regional Transit District

€S

Pgsition

<. -Annual $.Cost

Procurement/Contracts $61,503
Human Resources 587,661
Transit Planner 473,996
Payroll $46,753
Custedian $30,385
$145,628
jte worker 541,360
Marketing specialist $(36,685)
IY Contract 520,000
5470601
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RELEASE



FOR IMMERHMATE RELEASE

August 18, 2017

Contacts: City of Santa Fe: Matt Ross 505-355-6045
NCRTD: Jim Nagle 505-629-4707
TMD: Rosemary Romero 505-982-9805

CONSULTANT COMPLETES ANALYSIS OF CONSOLIDATION STUDY OF TRANSIT OPERATIONS OF
THE NORTH CENTRAL REGIONAL TRANSIT DISTRICT AND THE CiTY OF SANTA FE

Public Input Meetings to be Held August 28th and 29th

A study to assess the feasibility of consclidating transit operations between the Santa Fe Trails
operated by the City of Santa Fe and the North Central Regional Transit District (NCRTD) has
been completed and delivered ta NCRTD, the City and now the pubilic.

During the City of Santa Fe's FY2016/2017 budget discussions, the Mayor, Council and City
Manager discussed various ideas about creating cost efficiencies with several city services,
including transit. To better understand the oppartunities for service coordination, potential
cost efficiencies, and future service improvements, the City Council passed Resolution 2016-29,
in Aprit 20186, calling for a feasibility study for transit consolidation between Santa Fe Trails
{SFT) and the North Central Regicnal Transit District (NCRTD). The NCRTD Board passed a
similar resolution supporting the joint effort.

The study does not consider any route specific changes in current service leveis or travel path
for either currently separate operation, but rather is a management analysis of the various
issues surrounding a potential transit consolidation to be operated as an expansion of NCRTD.

The consolidation analysis report was compiied by Carlsbad, Califarnia-based Transportation
Management & Dasign, inc. (TMD} who led the project. Felsburg Holt & Utlevig (FHU), a
transportation specialist organization based in Denver, Colorado, assisted in the study’s
financial analysis, and Rosemary Romerg Consulting, a Santa Fe-based husiness consultant,
conducted the outreach and will organize and facilitate the public meetings.

A copy of the report can be found on the project website www.transitconsolidationstudy.com
It can aiso be accessed through www.ncrtd.org and www,santafenm.gov

-more-
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Page Two/Transit Consclidation Study

The study was initiated to document and quantify aspects of the two presently independent
transit systems. It includes a detailed analysis of financial, labor and service factors. It also looks
at sharing and/or use of existing and future physical assets and labor force; and overall service
performance and integration.

Specific components/key areas of the study include:

* Public Qutreach, and Presentations

s Evaluation of Current Operations

* Financial Analysis

» Physical Assets Analysis

= Labor Force and Coliective Bargaining Analysis

& Fixed Route Service Evaluation

e Paratransit, Dial-A-Ride and Demand Response Services Evaluation
s Potential for both efficiency and cost associated with consolidation
» Constraints associated with consalidation

The consultant team has developed several consolidation options for each of these key areas of
study and assessed the strengths, weaknesses, opportunities, and threats of each option as well
as obstacles, including an analysis of financial and labor implications, sharing and/or use of
existing and future physical assets, as well as overall service performance and integration,

A final document incorpaorating the comments from the public information meetings and
related NCRTD Board and City of Santa Fe Council discussion will be prepared.

In conjunction with NCRTD and Santa Fe Trails bus transit management, TMD and Rosemary
Romera will conduct a series of public information meetings and presentations on Monday and
Tuesday, August 28 and 29, to discuss the findings and take questions from the public and
government officials. Those meetings, which are to discuss the report’s findings only, will
include:

Monday, August 28
9:00 AM to 11:00 AM — NCRTD Board Special Meeting, lim West Regional Transit Center, 1327

N. Riverside Dr., Espafiols

4:00 PM to 6:00 PM — Santa Fe City Council Special Meeting, Santa Fe City Council Chambers,
200 Lincoln Avenue, Santa Fe

6:30 PM to 8:00 PM — Public Meeting, Santa Fe Community Convention Center, O'Keeffe Room,
201 W. Marcy 5t., Santa Fe

Tuesday, August 29

5:30 PM to 7:30 PM, Public Meeting, Genoveva Chavez Community Center, Community Room,
3221 Rodeo Rd., Santa Fe

Funding for the 5$150,000 study has been provided by the New Mexico Department of
Transportation which contributed $120,000 in federal transit grant planning funds, with an
additional 515,000 each provided by NCRTD and City of Santa Fe.

/30/

57







What was the purpose of the study?

During the City of 5anta Fe's FY2016/2017 budget discussions last year, the Mayor, Council and City Manager
discussed various ideas about creating cost efficiencies with several city services, including transit. To

better understand the opportunities for service coordination, potential cost efficiencies and future service
improvements, the City Council passed a Resolution 2016-29 in Aprit 2016 calling for a feasibility study for transit
consolidation between Santa Fe Trails (SFT) and the North Central Regional Transit District (NCRTD). The NCRTD

Board passed a similar resolution supporting the joint effort.

Who conducted the study?

The consolidation analysis report was compiled by independent, third-party Transportation Management &
Design, Inc. (TMD) who led the project. Transportation specialists, Felsburg Holt & Ullevig (FHU), assisted in the
study’s financial analysis, and Rosemary Romero Consulting, a Santa Fe-based business consultant, conducted the

outreach and will organize and facilitate the public meetings.

What did you set out to achieve with this report?

The study was initiated to document and quantify aspects of the two presently independent transit systems. It
includes a detailed analysis of financial, labor and service factors. it also looks at potential sharing and/or use of
existing and future physical assets and fabor force; and overall service performance and integration.

The consultant team has developed several consolidation options for each of these key areas of study and
assessed the strengths, weaknesses, opportunities, and threats of each opticn as well as obstacles, including an
analysis of financial and labor implications, sharing and/or use of existing and future physical assets, as well as

overall service performance and integration.

What does the report look at?
Specific components/key areas of the study include:
«  Public Outreach, and Presentations
« Evaluation of Current Operations
+ Financial Analysis
+  Physical Assets Analysis
= Labor Force and Collective Bargaining Analysis
» Fixed Route Service Evaluation
= Paratransit, Dial-A-Ride and Demand Response Services Evaluation
« Potential for both efficiency and cost associated with consolidation
= Constraints associated with consolidation

Where do | find a copy of the report?
. A copy of the report can be found on the project website www.transitconsolidationstudy.com It can also
.../ be accessed through www.ncrtd.org and www.santafenm.gov




Does the study include a recommendation on whether, or not, to consolidate?
No. It merely puts forth several consolidation options that can be looked at, discussed and considered. A
series of public and governmental meetings and presentations have been set up to present the findings
and, go over options and seek input on whether, or how to move forward.

Does the report address route changes, or service reductions?

No.This study does not consider any specific changes in current service levels or routes, but rather is a
management analysis of the various issues surrounding a potential transit cansolidation to be operated
as an expansion of NCRTD.

What is the purpose of the public meetings?

The public meetings and presentations have been set up to present the findings and seek input,

Will the City Council and NCRTD Board be voting on whether to

consolidate at the August 28th and 29th meetings?

No. The purpose of the presentations to the NCRTD Board and Santa Fe City Council are for the
consultants to present their findings, as well as their consolidation options, and open the floor for
discussion and comments only. it is not to seek a vote for, or against, consolidation.

What are the next steps?

Once the meetings are completed, a final Consolidation Assessment Plan incorporating the comments
from the public information meetings, and related NCRTD Board and City of Santa Fe Council discussions
will be prepared by TMD. A future discussion by the City Council and the District Board will be scheduled
to determine what direction to take in respect to the preferred recommaendations contained in this final
document.

I am unable to attend the public meeting, but | would like to submit a

comment to the record. How do I do that?
You may go to the consolidation website at www.transitconsolidationstudy.com and click the “Get
involved” link along the top of the page.
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MEMORANDUM
TO: Norman Silverman, Transportation Management & Design, Inc.
FROM: Holly Buck, PE, PTP
Kelly Leadbetter, AICP
Rache| Ackermann, El
SUBJECT: Financial Summary for Transit Consolidation Study, Task 2A

FHU Project #: 116164-01

1. Introduction

The City of Santa Fe and the North Central Regional Transit District (NCRTD) are evaluating
opportunities to consolidate their transit systems. This memo supports Task 2A: Financial Analysis
of the Transit System Merger/Consolidation study cumrently taking place. It summarizes existing
and historic operating and administrative expenses, existing and future capital outiay, and existing
and future revenue projections for both systems. [t also provides a side-by-side comparison of the
two systems; however, this memo does not discuss the financial implications of a potential
consalidation. Financial implications will be cansidered after consolidation scenarios have been
identified.

Every effort has been made to make an equitable, accurate, and up-to-date comparison between
the two systems, but their reporting mechanisms are somewhat different: NCRTD is a standalone
transit agency and Santa Fe Trails is a division within the City of Santa Fe. Both agencies operate
on a fiscal year (FY) beginning July 1 and ending June 30. As a small urban area, Santa Fe Trails
reports transit system data annually to the Federal Transit Administration’s (FTA's) National Transit
Database (NTD). NCRTD is considered a rural fransit provider and they report similar data
annually to the New Mexico Department of Transportation (NMDOT). Data from both subrnittals,
along with various other sources, were used to develop this summary. Other sources include:

s NCRTD

» NCRTD Fiscal Year 2017 Budget (adopted June 10, 2016)
» Santa Fe Trails

» City of Santa Fe Operating Budget, Fiscal Year ending 2017

« City of Santa Fe Comprehensive Annual Financial Report for the year ending June 30,
2015

» City of Santa Fe 5-Year Capital Improvements Plan FY 2015/16 — 2019/20
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2. Expenses

Operating and capital expenses were evaluated and compared for NCRTD and Santa Fe Trails.
Operating expenses include the expenses associated with the operation and administration of a
transit agency, as well as the goods and services purchased in support of operations. Capital
expenses include projects related to the purchase of non-expendable, tangible equipment.

2.1.

Operating and Administrative

Actual operating and administrative expenses for FY 2015 were compared using data from the
NCRTD Fiscal Year 2017 Budget and from the Santa Fe Trail 2015 NTD submiittal. NTD expense
object classes were used for direct comparison. The following NTD expense object classes were
summarized and compared:

Operators’ Salaries and Wages (501.01)

* The labor of transit ageney employees who are classified as revenue vehicle aperatars
or crew,

Other Salaries and Wages (501.02)

* The labor of transit agency employees who are not classified as revenue vehicle
operators or crew,

Fringe Benefits (502)

* The payments or accruals to others (insurance companies, governments, etc.) on
behalf of an employee and payments and accruals directly to an empioyee arising from
something other than a piece of work. These payments are transit agency costs over
and above labor costs but still arising from the employment relationship.

Services (503)

* The labor and other work provided by outside organizations for fees and related
expenses.

Fuels and Lubricants (504.01)

* The costs of gasoline, diese! fuel, propane, lubricating oil, transmission fluid, grease,
etc., for use in vehicles.

Tires and Tubes (504.02)

® The lease payments for tires and tubes rented for a fime period or an mileage basis, or
the cost of tires and {ubes.

Other Materials and Supplies (504.99)

* The costs of materials and supplies not specifically identified in the Fuel and Lubricants
(504.01) and Tires and Tubes (504.02) object classes issued from inventory or
purchased for immediate consumption.

Utilities (505)

* The payments made to various utilities for use of their resources, such as electric, gas,
water, and telephone.

Casualty and Liability Costs (508)

* The cost elements covering protection of the transit agency from loss through insurance
programs, compensation of others for their losses due to acts for which the transit
agency is liable, and recognition of the cost of corporate losses.

65




Norman Silverman
April 25, 2017
Page 3

» Taxes (507)
= The taxes levied against the transit agency by Federal, state, and local governments.

» Miscellaneous Expenses (509}
= The expenses that cannot be attributed to any of the other major expense categories.
Santa Fe Trails miscellaneous expenses includes funds to other city departments in
support of transit operations, e.g. human resources, legal, finance, and building
maintenance,

in addition to these NTD expense object classes, debt service was summarized and compared.

Appendix A is Santa Fe Trail's 2015 National Transit Database (NTD) F-40 Submitial which
shows Santa Fe Trails’ expenses by expense object class. A comparable version for NCRTD is not
readily available, as they do not transmit to NTD in a comparable farmat.

Table 1 compares the operating and adminisirative expenses by agency for FY 2015.

Table 1. Operating and Administrative Expenses FY 2015
NTD Catsgories | NCRTD Santa Fe Trails
Operators’ Salaries and Wages $2,908,817
$1,800,582
Other Salaries and Wages $1,328,572
Fringe Benefits $812,237 $2,006,808
Services $269,364 $581,7086
Fuel and Lubricants $366,008 $444 561
Tires and Tubes $52,000 $62.725
Other Materials and Supplies $243,282 $151,972
Utilties $26,079 $118,291
Casualty and Liability Costs $97,372 $245,131
Taxes $4,704 $0
Miscellaneous Expenses $258,997 $808,126
Debt Service 30 $336,466
Total Operating Expenses $3,929,626 $9,083.175

Sources: Santa Fe Tralls FY 2015 NTD Submittal, MCRTD FY 2017 Budget, City of Santa Fe

Table 1 does not include the non-RTD expenses that transfer from NCRTD to Railrunner
($2,196,109), Los Alamos County (31,362,820), and the City of Santa Fe ($953,274) in support of
other transit provider services.

The City of Santa Fe’s miscellaneous expenses category captures the funds allocated to other
supporting departments/service divisions within the City. This includes Human Resources/Payroll,
City Attorney, Fleet Maintenance, and Other General Fund Services. The City of Santa Fe's NTD
reported miscellaneous expenses has fluctuated from year to year, averaging around $645,000,
from the last seven years. The total for these services in FY 2016/2017 was $940,766. Table 2
shows the breakdown by supporting department/service division for FY 2016/2017.
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Table 2. Supporting Department/Service Division Allocations for FY 2016/2017
Service Division . Amount
Human Resources / Payroll $104,035
City Attarney $79,550
Fleet Maintenance $0
Other General Fund Services $757,180
Total $940,766

The Gther General Fund Services includes supporting services such as the City Clerk, the City
Manager, and Info Tech and Telecom.

The City of Santa Fe’s Finance Department has indicated that they are maving to a different way of
calculating the service costs to each department starting in this next budget year. The new
methodology will be more sophisticated and services will be charged based on a more precise
inventory of equipment and services used by each supported department.

2.2 Capital

The NCRTD Fiscal Year 2017 Budget includes a long-range capital improvement plan that
currently forecasts capital expenditures through FY 2027. The NCRTD Capital Investment Plan
describes projected capital expenditures resulting from long-term plans, asset management, or
other capital needs. Similarly, the City of Santa Fe summarizes its anticipated capital
improvements in the transportation section of the City of Santa Fe 5-Year Capital Improvement
Pian. These plans include estimates for capital programs and projects that may have already
received grant funding, are in the application phase, or are 100 percent iocally funded. Funding for
these expenses come from a combination of sources: (1) cash funded/pay-as-you-go, (2} grants —
Federalfstate/other, (3) debt financing and special loans, and (4) bonds/taxes.

The NCRTD Capital Investment Plan and the City of Santa Fe 5-Year Capital Improvement Plan
include projected expenditures for the following project/program types:

* Bus and paratransit vehicle replacement programs

« Bus stop amenity and shefter improvement projects/programs

» Transit center/maintenance facility design and construction projects

= Tachnological improvement programs for equipment and vehicles

» Facilities improvement programs
The City of Santa Fe 5-Year Capital Improvement Plan provides a short-term plan for facilities
improvement programs; however, the information provided does not include long-term projection

for large facility maintenance capital expenses, such as roof replacement, HVAC, or other large
equipment replacement. Per FTA, select capital expenses are included in the operating budget.

The City of Santa Fe changed its approach to developing its 5-Year Capital Improvement Plan for
FY 2017/18. The 2017-2022 CIP only reflects projects without identified funding. it has been
forecast that SFT will require an average of $300,000 for fixed route vehicle replacement on an
annual basis, and approximately $250,000 for paratransit vehicle replacement on a biannual basis.

There are three major infrastructure capital improvements currently underway with funding in place
to support them. These projects are the Downtown Transit Center, the Southside Transit Center
and the CNG Fue! Station upgrade. However, due to the irreguiar nature of major facility capital
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projects, estimates for capital projects of this nature cannot be forecast and included beyond the
next few years and outside the timeframe of the current 5-year CiP. The City has indicated that
they do not anticipate any other major infrastructure projects in the near to mid-term and also noted
that projects of this nature are typically phased as funding is identified.

The 2017/2018 CIP identifies the following projects as lacking identified funding sources:

» FY 2018 Transit Division Facility - repaving and ADA upgrades

» FY 2018 Paratransit Vehicle Replacement — anticipating receipt of Section 5310 funding
FY 2020 and FY 2022 Paratransit Vebhicle Replacement — anticipate applying for Section
5310 funding

¢ FYs 2018-2022 Fixed Raute Vehicle Replacement — No funding source identified

» FYs2018-2022 Bus Stop Facility Upgrades — anticipate applying for receiving Section 5339
funding

The City also has an Infrastructure Capital Improvement Plan includes projects that may or may
not have identified funding sources. A detailed summary of the physical assets of each agency is
provided in the Task B — Physical Assets Analysis. For this analysis, projected capital projects
listed under the CIP have been evaluated as expenses to identify required revenues (including
funds already secured).

Appendix B includes a complete list of projects, as outlined in the NCRTD Long Range Capital
Improvement Plan and the City of Santa Fe 5-year Capital Improvements Plan FY 2015/16 -
2019/20, and City of Santa Fe 2017-2022 Capital improvement Plan — showing unfunded transit
projects. Table 3 compares the projected capital budget for NCRTD and the City of Santa Fe

through the FY 2023.
Table 3. Capital Budget Through FY 2023
NCRTD City of Santa Fe

Y 2016 $1,771,307 $5,736,732
FY 2017 52,410,415 $3,425,169
Fy 2018 $976,000 $4,383,361
FY 2018 $1,267,000 51,140,786
FY 2020 $2,588,357 $1,337,500
FY 2021 $6,625,552 $1,087,500
FY 2022 $954 445 $1,337,500
FY 2023 $534,492 Mot Availabte

The foﬂéwing summarizes how the projected capital revenues and expenditures for SFT were
addressed in this financial summary:

« The FUNDED major infrastructure capital improvements (Downtown Transit Center, the
Southside Transit Center and the CNG Fuel Station upgrade) were treated as revenue
neutral

+ Unfunded projects were treated solely as expenditures

« Projects with anticipated funding identified as requiring an 80/20 federal/local match
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Table 4 compares the projected capital revenues and expenditures for the City of Santa Fe
through the FY 2018-FY 2023, with the assumptions outlined above. A sensitivity analysis showing

the projected expenditures if funding is received for projects “anticipating” Section 5310 or 5339
funds.

Table 4. City of Santa Fe Expenditures vs Revenues FY 2018 through FY 2023
Revenues w/ Revenues wio
anticipated anticipated
Expenditures funding funding
| FY 2018 $4,383,361 32,897,346 $2,653,286
Fy 2019 $1,140,786 $203,286 $53,286
FY 2020 $1,337,500 $350.000 $0
FY 2021 $1,087,500 $150,000 $0
FY 2022 $1,337,500 $350,000 $0
FY 2023 $900,000 $150,000 50

2.3 Debt Service

NCRTD currently has no debt service. Santa Fe Trails has an existing New Mexico Finance
Authority (NMFA) Transit Bus Loan that is due in 2026. The original loan amount was $3.5 mifiion.
As of July 2016, the outstanding principal was $2,993,873 and the outstanding interest/fecs were
$434,710. Debt service payments were $343,287 in 2016 and will be $342,859 in 2017. For the
purposes of this study, $250,000 of debt service is included annually between 2018 and 2023,
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3. Revenues

The following describes revenue sources for NCRTD and the City of Santa Fe Transit operating
fund:

« NCRTD Gross Receipts Tax (GRT) — The 1/8 cent GRT collected in the NCRTD
four-county area accounts for nearly 75 percent of NCRTD revenues or about $7.2 million
annually. Through intergovernmental contracts, a portion of the GRT collected supports
other transit agencies serving the region, including $2.2 million to RMRTD, $1.4 miflion to
Atomic City Transit, and $950,000 to Santa Fe Trails. It is anticipated that consolidation of
the two services would eliminate the transfer of funds between NCRTD and Santa Fe
Trails. This funding source sunsets in 2023 and would require a vote in the four-county area
to extend or inCrease .

» Santa Fe GRT - The fifth one-quarter percent increment of the municipal gross receipts tax
was identified for transit funding on January 1, 1892, Ordinance 2016-15 (effective date
January 13, 2018) clarified that up to 11 percent of this GRT can fund other programs;
transit is guaranteed 89 percent. This GRT does not sunset.

Since Ordinance 2016-15 had an effective date of January 13, 2018 it did not apply to the
GRT for FY 2015 and the first half of FY 2016.

Prior to the approval of Ordinance 2016-15, transit was not guaranteed 89 percent of the
revenues. The % cent Quality of Life GRT collected by the City of Santa Fe was used to
fund approximately $5.3 million of Santa Fe Trails operations in FY 2015,

For FY 2016 budget year, which was appraved prior to Ordinance 2016-15, the transit
budget was 84.45% of the budgeted MGRT. Budgeted MGRT totaled 7,871,500, and
therefare, transit received $6,647,488. MGRT actuals at the close of FY15/16 were
$8,248,011. These revenue reflect the total amount transferred to transit (including the
portion ultimately transferred o NCRTD).

For FY2017 (the first complete FY post Ordinance 2016-5) allocation to the General Fund
has ceased and based on the Finance Department’s interpretation of Ordinance 2016-
15, transit's 89% of the fifth one-quarter percent of the MGRT should have been
$7,120,278.57 and $7,180,979 (89.76%) was transferred.

s FTA 5307 — The City of Santa Fe receives funding from the Urbanized Area Formula
Funding program which makes federal resources available to urbanized areas and to
governors for transit capital and operating assistance in urbanized areas and for
transportation-related planning. During the FY 2015, almost ail the funds eamed were
expended on operational expenses. Beginning in FY 2017, $72,950 of the Section 5307
Funds allocated to the Santa Fe UZA will be provided to NCRTD for the Mountain and La
Cienega Routes to cover approximately 25% of operating costs. This transfer of funds from
SFT to NCRTD is projected to continue annuaily.

» FTA 5309 — The City of Santa Fe received grant program funding from the Capital
investments Grant for funding major transit capital investments. This is a discretionary grant
program. The funds received from this grant during the FY 2015 were not reported as
revenue on the City's Transit Qperating Fund nor were projected revenues included in their
budget projections. For this effort, 80 percent of the Santa Fe Trails capital budget
expenditures are assumed as capital revenues.

» FTA 5311 - NCRTD receives capital and operation grants under Section 5311. The
Formula Grants for Rural Areas program provides capital, planning, and operating
assistance to states to support public transportation in rural areas with populations of less
than 50,000, where many residents often rely on public transit to reach their destinations.
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For the capital grants, resources are allocated per a formula and are matched on an
80 percent Federal and 20 percent local basis for capital and administration expenses and
50 percent Federal and 50 percent local for operating expenses.

Los Alamos County contribution ~ FY 2016 was the fourth year in which the Transit GRT in
Los Alamos County declined due to reduced spending by the Los Alamos National
Laboratory. The decline in Los Alamos revenues was offset by increased GRT revenues in
Santa Fe and Taos County. Projected revenues from Los Alamos County have been
integrated into the FY 2017 budget. However, due to the uncertainty surrounding whether
the contribution will continue for future years, revenue from Los Alamos County has not
been included in the long term revenue projections (FY 2018 — FY 2023).

Transit Fares — NCRTD provides primarily free transit services with a few fare-based bus
transit services. The NCRTD “Blue Buses” and Chile Line Buses are fare free. The
weekend Taos Express service is $5.00 one-way between Taos and Santa Fe, and $2.00
ane-way between Espariola and Santa Fe and Espafiola and Taos. The 255 Mountain Trait
to Ski Santa Fe costs $5.00 one-way during the winter season schedule. During the winter
season, uphill riders will be presented with a $5.00 discount token that can be redeemed at
Ski Santa Fe for anything on the mountain, exciuding alcohol. During the non-winter
schedule season, the cost is $5.00 uphill, fare-free downhill. Conversely, Santa Fe Trails
service is fare-based; the current Santa Fe Trails one-way fares are summarized in the
table below. Santa Fe Trails offers discounted Daily, Monthly, Semi Annual and Annual
pass options. Additionally, children 18 and under and Veterans ride the Fixed Route
System for free. See www.takethetrails com for additional fare options and costs,

One-Way Trip
Adult (19-59) $1.00
Senior (60+) $0.50
Disabled $0.50
Student $1.00

Cantractual Reimbursements or Contributions, Interest on Investments — Both NCRTD and
Santa Fe sell advertising space as a source of revenue. This revenue category also
includes insurance proceeds and interest on investments.

Lodgers’ Tax — The Lodgers’ Tax is imposed on persons using commercial lodging
accommodations. Not less than one-half (1/2) of the procseds derived from the first

3 percent increments and not less than one-fourth (1/4) of the proceeds of the tax in excess
of 3 percent increments shall be used for advertising, publicizing, and prometing tourist-
related attractions, facilities, and events. Historically Santa Fe Trails has received $300,000
annually but this is not a guaranteed annual revenue source.

State/Local Funds — Operating and capital assistance from state and/or local funds is
available in addition to Federal funds. These funds vary and are not a guaranteed annual
revenue source and therefore, have not been included in the projections developed for this
project.

Table § summarizes the assumptions used to conduct revenue projections for NCRTD and
Santa Fe Trails through the FY 2023, NCRTD provided a 3 percent revenue growth estimate. SFT

did not

provide revenue growth projections; therefare, the same 3 percent revenue growth in

applicable categories as projected for NCRTD was applied to the Santa Fe Trails data.
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Table 5. Revenue Projection Assumptions
NCRTD City of Santa Fe
GRT! Assumes 3 percent annual growth, Assumes 3 percent annual growth; to

consistent with the FY 2017 Budget

Assumes 35 percent of NCRTD GRT
revenue remains with NCRTD

be consistent with the NCRTD FY 2017
Budget assumptions. FY 2018, usad
projected revenues of $7,255,808, as
provided by City of Santa Fe.

Assumes 14 percent of NCRTD GRT
Revenue goes to Santa Fe Trails

Special Use Lodgers’ | Not & current or projected revenus

Held constant at $300,000 annual

Tax Revenue source revenue

2014 CIP GRT Bond Not a current or projected revenue Transfers into/out of the Transit fund for
source the CIP GRT Bond are revenue neutral

Other Transfers in Not a current or projected revenue Assumed to be $0 for FY's 2018-2023
source :

Federal Operating 5311 — Assumes 3 percent annual 5307 — Assumes 3 percent annual

Grants growth, consistent with the FY 2017 growth; to be consistent with the
Budget NCRTD FY 2017 Budget assumptions;

historical 5307 allocations vary widely,
but have increased approximately 4
percent annually. Therefore, a
conservative 3 percent increase was
assumed for this project.

Federal Capital Grants | 5311 - 80 percent of projected flest

5309 — 80 percent of projected capital

consistent with the 2017 FY Budget
and represent 95 percent of projected
maintenance facility capital costs

replacement costs costs for projects with identified funding
TIGER Maintenance TIGER Grant projections have been Not a current or projected revenue
Facility Grant inclyded in the NCRTD projections SOUFCE

Tribal Transit Grants Held constant at $120,000 annual

Not a current or projected revenue

revenue source
Los Alamos County Assumed to be B0 for FY's 2018~ Mot a current or projected revenue
Contribution 2023 to reflect the uncertainty of source

future revenues from Los Alamos

County
State Capital Qutlay Projections cansistent with the FY Not a current or projected revenue
Appropriation 2017 Budget source
Interest Savings, Assumed 3 percent annual growth for | Assumed to be $0 for FYs 2018-2023
Short Term CD FY's 2018-2023, consistent with the
{Investments) 2017 FY Budget

Advertising Revenue | Assumed fo be 3 percent annual
growth for FYs 20182023 consistent
with the FY 2017 Budget

Held constant at $160,000 for FYs 2018
- 2023; consistent with discussions with
the City and new 4-year advertising
contract beginning FY 2018.
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NCRTD City of Santa Fe
nsurance Proceeds Have been beld constant at $20,000 Not a current or projected revenue
S0Uce
Fare Revenues Have been held constant at $40,500 Have been held constant at $400,000
for FYs 2018-2023 for FYs 20182023

! Non-RTB GRT revenues have been subtracted from the total NCRTD revenue calculations;

Table 6 summarizes net revenue for NCRTD (minus nen-RTD revenue) fo avoid double counting; NCRTD to Santa
Fe Trails transfer is captured in the Santa Fe Trails revenue projections.

Table & provides a comparison of the total projected revenues for NCRTD and Santa Fe Transit,
These values represent the total aggregated revenue from the sources cutlined in Table 4.

Tabie 6. Comparison of NCRTD and Santa Fe Trails Revenues through FY 2023

NCRTD Santa Fe Trails

FY 2014 (A/A) $4,974613 $7,846,995

FY 2015 (A/A) 35,062,167 $8,904,901

FY 2016 {(A/B) $7,090,239 $14,450,877
FY 2017 (B/B) $7,837.533 $13,214,258
FY 2018 (P/P) $6,565,932 $13,723,252
FY 2019 (P/P) $7.024,630 $11,227,358
FY 2020 (P/P) 38,518,716 $11,681,182
FY 2021 (P/P) $12,733,821 $11,797,506
FY 2022 (P/P) $7.245963 $12,323,320
FY 2023 (P/P) $7,014,755 $12,308,908

1 Represents a net revenue; does not include the $1 00,000 transfer inftransfer
out for the 2014 CIP GRT Bond Fund/ 2014 CIP GRT Debt Service [4127]

ZFY 2016 revenus totals reflect NCRTD FY estimated revenues and the Santa
Fe Trails FY budgeted revenues:

Sources: NCRTD Long Range Financial Stratedic Plan and Fund Balance
Analysis (Moderate scenario}, City of Santa Fe FY 2016/17 Proposed Budget,
Santa Fe Trails NTD data

A -~ Actual, B - Budget, E ~ Estimate, P - Projected

As shown in Table 6, there is a projected increase in total net revenues for NCRTD reflected in the
FYs 2020 and 2021. The reason for this spike in projected revenues is the need to fund projected
capital projects (as shown on Table 3). The NCRTD Capital Improvement Plan includes a large
budget for a maintenance facility in the Long Range Capital Improvement Plan {Appendix B). The
projected revenue source for this project is TIGER grant funding; TIGER Grant projections have
been included in the NCRTD revenue projections consistent and account for the spike in projected
revenues for FYs 2020 and 2021.
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A projected increase in the total net revenues for SFT reflected in FY 2016 and extending through
FY 2018 is also shawn in Table 6. The FY 2016 revenues include the NMFA loan received for bus
replacement as a revenue source. Similarly, FYs 2016-2018 include capital revenue associated
with the Downtown Transit Center and Southside Transit Center Capital projects. These capital
projects are discussed in greater detail in the Task 2B memo. As discussed in the memo, the
Southside Transit Center and the Downtown Transit Center projects have secured funding that has
been included as a revenue source in FYs 2016-2018.

4, Reserves
4.1 NCRTD Revenue Reserves

NCRTD, at the direction of the board, has a palicy of maintaining 25 percent of its operating
revenue as an unrestricied cash reserve. This reserve covers unexpected revenug decreases or
unexpected costs such as a fuel cost increase. It also includes funds directed to a capital and
capital replacement reserve and service enhancements.

4.2 Santa Fe Trails Revenue Reserves

While the City of Santa Fe does maintain an approximate 10 percent cash reserve, Santa Fe
Trails, as a division of the City, does not maintain a separate reserve balance. Transit is an
enterprise fund and, as such, does not have direct access to fund reserves. However, Santa Fe
City Council could decide to make these funds available to Santa Fe Trails in an emergency.

5. Conclusion

The MS Excel spreadsheets (Appendix C) that camplements this memo provide a comparison of
overall revenues and expenditures for both transit agencies. Based on the assumptions
documented in this memo, NCRTD is expected to receive adequate revenues to cover both capital
and operating costs, see Table 7

Santa Fe Trails is projected to operate with a $442 000 deficit in FY 2018. This is primarily due to
the tack of identified funding for the Transit Division Fagility paving project. For FY's 2019 — 2023,
Santa Fe Trails is expected to operate with an average surplus of $70,000. This surplus may not
materialize once additional capital requirements for Santa Fe Trails are identified for years 2021,
2022, and 2023.

Prior calculations indicated a budget deficit for FYs 2017 — 2023 for SFT. SFT has provided update
projections and additional clarification on the funds received by transit from the MGRT. This
information is summarized in Section 3, and the updated revenue projections are reflected in SFT's
improved revenue outlook, as summarized in Table 7.
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Table 7. Agency Revenue and Expense Comparison by Year

Fiscal Year 2017 2018 2019 2020 2021 2022 2023
NCRTD
Total Expenses NCRTD  g7337,530  $6,565930  $7,024630  $8,518,710 $12,733,820 §7.245960  $7.014.750
Total Revenues NCRTD 37837530 $6565030  $7,024620  $8518710  $12733,820 $7.245960  $7.014,750
Difference 0 $0 30 $0 %0 0 50
Santa Fe Trails

Total Expenses SFT $13,040,850 $14,165320 $11,191400 $11,666,690 $11,705.620 $12,255,330 $12,128,790
Total Revenues SFT $13,214260  $13,723,250  $19,227 360 $11,681,180  $11,797,510  $12,323.320 $12,308,910
Difference $173.410  (3442.070) $35.560 $14,490 $91,890 $67,990 $180,120

The impacts of the previously discussed sensitivity analysis showing the projected expenditures if
funding is received for projects “anticipating” Section 5310 or 5339 funds are summarized in Table
8. Table 8 summarizes the projected agency revenues and expenses for a scenario where the City
of Santa Fe is unable to secure federal funding for its projected fixed route vehicle replacement,
paratransit vehicle replacement and bus stop facility upgrades.

Without the anticipated federal funding, the Santa Fe Trails is projected to operate with an average
annual deficit of $265,000 from FY 2018 to FY 2022. Excluding FY 2018 and the currently
unfunded Transit Division Facility paving project, Santa Fe Trails is projected to operate with an
average annval deficit of $165,000 from FY 2019 to FY 2022.

Table B. Agency Revenue and Expense Comparison by Year {including Santa Fe Trails
Federal Funding Sensitivity Analysis)
Fiscal Year 2017 2018 2019 2020 2021 2022 2023
NCRTD
Total Expenses NCRTD  §7837,630  $6,565930  $7,024,630  $8.518,710 $12,733,820 $7.246960  $§7,014.750
Tottl Ravenues NCRTD 57,637,530 $6.565.030 _ $7,024.630 _ $8518710  $12.733.820  §7.245960  $7.014,750
Difference $0 $0 $0 30 $0 $0 £0
Santa Fe Trails

Totai Expenses SFT $13,040,850 $14,509,380 $11,341,400 $12,016690 $11,855620 $12,605330 $12,328,790
Total Revenues SFT $13,214,260  $13723,250  $11,227,360  $11.681,180  $11,797.510 $12,323320 $12,308.910
Difference $173410  ($786,130)  (3114,040)  ($335,510)  ($58,110)  ($282.040)  ($19.880)
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Operating Expenses Summary (F-40)

Page 1 of 2

NTOID 80977
Reportar Name Santa Fe Trails - City of Santa Fe
Report 2015 (Revision: 3)

Operating Expenses Summary (F-40)

Tolal Operating Expenses (F-30)

Vahicle Vehicle Non-vehicle General
Expense Object Class Operations Maintenance  Maimtenance  Administration Total
{010) {D41) {842} (180}

Operators' Salarias and

Wages {101.01) $2.903 817 50 b} 50 $2.508.817

g‘;‘f;f,a'a"“ and Wages 757,320 $572,876 $39,912 $458,464  $1,308,572

Fringe Benefits (502} 1,581,026 $264 339 $25.043 $225 500 2,086,008

Services (503} $68.200 $384,080 $1,871 $127,575 $581,706

Fueis and Lubricants

{504.01) £408,661 $37,900 30 30 $444 361

Tires and Tubes (504.02) $53,159 $9,586 50 50 62,725

Other Materials and ~

Supplies (504 99) 546,050 556,859 50 540,063 $151,972

Utllities (505) 3¢ 50 30 511823 $1148,291

Castralty and Liability

Costs {506) 50 30 sQ 5245131 $245,131

Taxes {507} 50 80 50 50 50

In Report (508.01) 50 $Q 56 G $0

Flling Separate Raport

{08 02) 50 30 $0 50 $0

:‘;‘;;f“a““"’ Expanses $524.944 138378 $40,102 $104,612 308,126

Total $5,846,177 $1,463 978 $107.918 $1,329,636 $8,736,709

[ADA Related Expenses 52,037,430 |

Funds Mot Tomal Expenses

Reconciling ftams Funds Applied Agplied For Period

Interest Expenses (314) 30 50 $0

Leases and Rantals (512) 80 50 %0

Purchase Lease Agreements (814) 30 50 $0

Related Parties Laase Agreement (515) 50 50 $0

Dapreciation (513] 50 4] 0

Amortization of Intangibles (513.13) 30 S0 o

Other Reconciling Iltams (516} %0 B $0

Tatal Reconciling ltems $¢ 50 $a

File: 20 KEITH 620 Files N TV 201 S Final*n20 $ubmittal/Operating®a20E spenses 208 .. 070172016
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Operating Expenses Summary (F-#})

Page 2 of 2

" . Funds Not Total Expenses
Reconsiling tems Funds Applied ‘p';"ed i Fgr Per’i(gd
DA —
Tatal Eupenses from Published Reports for Transit - $3,748,709 5 $B.,746,709
Operations
ADA Related Reconciling ltems %0 %0 $0

file G K EITI s %20 Files NTDV 20 15/ Fina %208 ummittal:Operating?s20E xpenses®™e205... 77012016
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MCRTD Long Range Capital Improvement Plan

Capital improvement Plan 4-22-2016
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Appendix A
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National Transit Database (NTD) 2015 Submittal
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Operating Expenses Summary (F-40) Page Lof 2
NTDID 50077
Reporter Name Santa Fe Traiis - Cty of Santa Fe
Report 2015 (Revision. 3)
Operating Expenses Summary (F-40)
Total Operating Expenses (F-30)
Vehicla Vehicie NonWehicle General
Expanse Object Class Operations Maintenance  Maintenance  Administration Total
{01} {Q41) {042) {160}
Qperators’ Salarles and
Wages [501.01) $2.908817 30 50 50 $2,908,817
g anea and Wages $257,320 $572,876 539,912 453,464 31,128,572
Eringe Benefits {542) $1,581026 5264338 $25,943 $225,500 52,096,808
Services (503) £68,200 %384 DAD $1,871 §127.575 $5B1,706
Fuaig and Lubricants
(804.01) $406,661 $37.900 50 50 $444 561
Tires and Tubes (504.02) 553,159 $9.565 io] 50 62,725
Other Matertals and -
Supplies (304 93) 46,050 $55,859 50 549,063 $151,972
Utilities {505) S0 30 j2u) 3118.201 $113,.20
Casualty and Liability
Costs {506) 5Q S0 S0 245131 $245131
Taxes (507} 30 S0 %0 80 sa
in Report (508.01) 30 50 50 S0 k4]
Filing Separate Report
{809.02) 50 $0 50 50 $0
?g‘::;"am“s Expanses $524,944 £138,373 540,792 $104 512 $808,126
Total 55,846,177 $1,463,978 167,318 §1,323,626 $8,746,708
[ADA Retated Expenses $2,037,430 |
. . Funds Not Total Expanses
Recanclling tams Funds Applied AppH:d For Perkfd
ltiterest Expenses (811} 50 $0 $0
Leases and Rentals (542) 50 50 30
Purchase Lease Agreememnts (S14) 30 50 30
Related Partles Lease Agreemant (515) sq 50 50
Depreciation {513) £0 50 0
Amortization of intangibles (513.13) 30 30 30
Othar Racanciling items (S16) s0 50 30
Total Reconciling tems 50 30 0

titess /G K EITEH s%620Files NTD/ 20 13/ Final®3 208 nbmittal Operating 6 20E xpenses 6208

a7:01:2016
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Operating Expenses Summary (F-40)

Page 2 of 2

. ; Funds Not Total Expenses
Reconcifing ltems Funds Applisd Applied Ear Parlod
- B—— T T
Totar Expenses from Publlshed Reports for T ransi $8.748,709 0 §8,746.703
Qperations
ADA Rulated Reconciling items %0 %0 $0

file G K ETT T 20T les N'TDy 20 1 5/ Final¢ o 205 ubmittal Operating®u20E xpenses®s208... 077012616
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NCRTD Long Range Capital Improvement Plan
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Physical Assets Analysis

Introduction

The following document provides an overview of each agency’s physical assets. This includes bus and
support vehicle fleets, maintenance facilities, and passenger amenities. This section will also cover the
capital improvement plans for each transit provider in bath the near- and long-term. The physicail assets
of each agency are particularly useful in determining resource maximization and efficiencies in a
potential consolidation.

NCRTD

Fleet and Facilities
Fleet

NCRTD operates a fleet of 54 service vehicles and 11 support vehicles. This includes an assortment of
cut-away buses and vans of varying size. The fleet’s average vehicle age is just over three years old and
consists mostly of Ford- and Chevrolet- manufactured vehicles, NCRTD's fleet is fueled by diesel and
gasoline, but the district has begun testing one compressed natural gas {CNG)-fueled vehicle and ane
propane-fueted vehicle. NCRTD currently maintains a fleet spare ratio of 37 percent. This somewhat
high spare ratio is the result of NCRTD owning a large diversity of vehicle sizes/types and the current
lack of in-house maintenance capability. One of NCRTD's near term goals is to reduce this spare factor
through the future purchase of more uniform vehicle types.

District Administration Facility

NCRTD’s fim West Regional Transit Center serves as its main administrative and operational base. The
district moved to this new Espaficla headquarters in 2013. The center is 12,500 square feet and houses
offices for administration, operations, and fleet management, as well as an executive conference room
and space for driver training and breaks. Currently, the second level is used for arganizational storage,
and NCRTD hopes to eventually expand into the garage for greater administrative space.

Fleet Maintenance Facilities

The Jim West Regional Transit Center was converted from an old tire shop and features secure vehicle
storage and a light maintenance bay. The current facility is not tall enough for bus lifts, and thus all but
the very light-duty maintenance must be externally contracted. The center is located on a seven-acre
piece of progerty, and NCRTD foresees district expansion in both near and long term plans. Possible
additions include the installation of a fuel dispensing facility and full maintenance bay as the agency has
a goal to service and maintain vehicles internally. Some longer term plans even indicate the potentiai for
creating mixed-use, transit-oriented development on the property, which is currently under evaluation.

The district’s recently acquired Taos facility is capable of light-duty maintenance. This facility cannot
fully provide system-wide needs and cannot accommodate bus lifts for heavy-duty maintenance. The
Taos facility is a 6,400-square foot building with eight bays for vehicle storage and maintenance. The
property includes an office trailer and smail loft for administrative use and storage. A consolidation

2

100




could obviate the need for a new maintenance facility by utilizing the existing resources of both
agencies. Maintenance capacity and potential expansion will be further explored in the development of
consalidation options,

Parking and Possenger Facilities

NCRTD primarily stores and dispatches its vehicles at its Espafiola and Taos facilities, the NMDQT office
yard, and at Al Aboard America, the contractor for NMDOT Park and Ride. NCRTD has also made parking
exchange agreements with NMDOT to store vehicles in Santa Fe, while NMDOT may store its Park and
Ride vehicles in Espafiola. This is particularly beneficial in reducing deadhead miles and other
inefficiencies for both agencies, especially when considering NCRTD's langer routes. NCRTD also has
satellite parking locations in Red River, Pefiasco, Chama, and Edgewaod for a select number of buses.

NCRTD currently has aver 459 bus stops in its system, 66 of which have passenger shelters. in order to
assess ADA accessibility, NCRTD's Americans with Disabilities Act Transition Plan identified stops and
shelters requiring improvements for passenger ease. In £Y 2016 and 2017, NCRTD has identified funds to
implement this plan and associated improvements.

Vehicle Technologies and Communications
intefligent Transportation System

In 2013, NCRTD received a federal grant to upgrade its scheduling and routing seftware and develop a
fully integrated Inteiligent Transportation System ({ITS). NCRTD partnerad with Los Alamos Transit and
awarded the project to Avail Technologies. The project included implementation of automatic vehicle
location (AVL), computer-aided dispatch {CAD), mobile data terminals (MDT) on each vehicle, global
positioning system {(GPS), real time passenger information, bus arrival related technologies, and
paratransit dispatch software.

In 2015, NCRTD unveiled an IT5-based capability that provides riders with real-time bus tracking
information accessible by computer, tablet, and smartphone app. Each bus stop in the system includes a
QR ¢ode or stop-specific number that passengers can scan or text ta find out arrival information. NCRTD
hopes to add connection infarmation for Santa Fe Trails, Atomic City Transit, NM Park & Ride, and the
Rail Runner to further improve passenger-district communications.

The implementation of NCRTD's real time arrival information system has greatly improved passengers’
trip-planning process. The system also allows the district to accomplish more active route and schedule
planning.

Fare Colfection on Premium Routes

NCRTD charges a fare on two of its routes—the Mountain Trail and Taos Express. All other routes are
fare-free. NCRTD does not sell bus passes, hut instead accepts exact change on board. During the non-
winter schedule for the Mountain Traii, there is a $5.00 fare eastbound and the westbound trip is fare-
free. During the winter schedule on this route, the fare is $5.00 per trip. A $5.00 token will be provided
upon boarding the eastbound bus which can be used at Ski Santa Fe. Additionally, a transfer token will
be provided to riders disembarking at the Ten Thousand Waves spa to allow them to re-board the
NCRTD bus at no additional cost. The spa will also provide a $5.00 discount when shown the transfer
token.
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Capital Plans

During NCRTD's planning cycle for the 2017-2027 Capital improvement Plan (CIP), the number of capital
project requests greatly exceeded projected available resaurces. Thus, NCRTD established capital
project improvement criteria and priority areas to efficiently guide district investments. These priority
areas include ridership, cyclic vehicle replacements, health and safety, federal and state mandates,
technologies/efficiencies, environmental impact, and transit-oriented development.

Negr Term Capitol Plans

According to NCRTD's 2017-2027 CiP, the district will continue its planned bus replacement program
that began in 2014. This replacement schedule will average 11 buses per year for 10 years. Cyclic vehicle
replacement is the largest portion of the 2017 Capital Budget with appropriations at 27 percent, totaling
$1.4 million in project costs. The CIP includes plans for replacement buses, demand response vans, and
commuter vehicles.

Other near-term capital projects outlined in the 2017 CIP include bus shelter improvements,
technological upgrades to vehicles and supporting equipment for the district’s TS elements, and
improvements to the main Espafiola Transit Center facility. A significant portion of bus shelter
improvements is dedicated to continuing the ADA Transition Plan implementation, which includes
upgrading NCRTD stops for greater passenger accessibility. NCRTD's total Capital Improvement Budget
for FY 2017 is $2,410,415.

Table 1: NCRTD Neor-Term Capitol impravement Plan FY 2017

- NCHTD Near-Term Capital improveiment Plan: FY 2017
Fleet replacement Continued cyclic replacement plan 51,452,885
lim West Regional Transit Eme.rgency electrical generator $103,000
Center Improvements Copier rep] a'cement - 340,000
Office addition and furniture 522,000
Bus Stop and Shelter Capital | Bus stop surface improvements $10,000
Plans Bus stop solar lighting $25,000
- . Automatic passenger counters $191,537
'"te"'gs‘;';i:::f::s”a“‘m [ Automatic IVR $30,993
Bus DVR replacements 425,000
Other ADA Plan implementation $360,000
Transit Orieated Development (TOD) study $150,000
Total 52,410,415

Source: NCRTD 2017-2027 CIP
Long Term Capitaf Plans

NCRTD's Long Range Capital Improvement Plan designates the district’s long-term capital projects outto
FY 2027. Regular substantial investments include the fleet replacement plan, and the average
investment is $615,000 per year over the ten-year period.

NCRTD allocates a substantial amount of its ten-year capital plans to improving the Jim West Regional
Transit Center. Such investments include paving the bus parking area, installing a fueling facility, vehicle
suppart and maintenance equipment, office additions, and general improvements to the maintenance
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facility. As the current facility is capable of very light-duty maintenance only, the district has allocated
over 56 million in FY 2020 and 2021 to maintenance facility improvements alone. The district also plans
to improve its Taos facility and acquire satellite facilities.

The district allocates a significant amount to upgrading passenger facifity infrastructure. NCRTD's CIP
designates approximately $300,000 for new shelters over the ten-year period, $10,000 per year to bus
stop surface improvements, $30,000 for cutfitting bus stops with amenities such as trash cans, signage,
and schedule holders, and $50,000 every other year to outfitting bus stops and shelters with solar
lighting.

Long-term capitat investments in technologica) and software improvements include the replacement of
finance and archival software, automatic annunciators, bus surveillance, interactive voice response,
automatic passenger counters, mobile data terminals, and more. The level of future investment
amounts to approximately 51.3 million to improve the district’s TS capabilities.

The table below summarizes the capital improvements in NCRTD's Long-Term Copital Improvement Plan
2018-2027.

Fable 2: NCRTD Long-Term Copital Improvement Plan FY18-FY27

B NCRTD Long-Term Capital Improvement Plan: FY 2018-2027 4 (
Fleet Replacement Continued cyclic replacement plan 56,150,000
Maintenance facility improvements $6,171,552
Jim West Regional Transit Paving bus parking area —— 5200,000
Center improvements Py p'aneis tcf power RTD facilities $150,000
Fueling facility $200,000
Copier replacements $95,000
Tans Facifity Improvements Paving and site improvements 530,000
District Expansion Satellite facilities $150,000
Transit-oriented development site planning 570,000
New shelters $300,000
, Bus stop amenity enhancements $30,000
Bus Stop ““::::"e’ Capital 5 ctop solar lighting $250,000
Bus stop surface improvements $100,000
Bus protective awnings $422,500
Mobile Data Terminals £20,000
Bus DVR replacements $75,000
Intelligent Transportation Automatic Passenger Counters $469,857
System Plans Automatic Annunciators $229,445
Automatic Bus inspection 557,492
Automatic IVR $30,993
Other Technological h{lain server replacement 545,000
(mprovements Finance software replacement $60,000
Records software and archival system $75,000
Tatal $15,381,839

Source: NCRTD Long-Term Capital improvement Plan 2018-2027
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Santa Fe Trails
Fleet and Facilities

Fleet

Santa Fe Trails operates a fleet of 34 mid-size transit buses and 18 paratransit vehicles. The agency also
utilizes 16 support vehicles for various agency tasks, but these are not in regular operation. The average
age of its fixad-route fleet is approximately five years, The fleet replacement plan for both fixed-route
and paratransit vehicles depends on the type of vehicle, its age, and available funding. (n the event of a
consolidation, vehicle replacements for both agencies towards a more standardized fleet would result in
considerable savings. Porential fleet, facility, and technology standardization will be further discussed in
the evaluation of proposed consolidation options.

The agency has a maintenance spare factor of 8 total buses out of a total peak schedule requirement
including its fare free downtown shuttie service of 26 buses or 30%. Santa Fe Pick-Up and Santa Fe
Trails’ bus capacity ranges between 25 and 35 passengers per vehicle, while its paratransit vehicles carry
4 to 8 passengers. Available funding, vehicle type, and route capacity for accommodating larger buses
wil! dictate whether Santa Fe Trails will continue {o procure mid-size transit buses or opt for larger
vehicles, Al of the agency’s buses and mare than haif of its paratransit vehicles are fueled by
compressed natural gas (CNG).

Agency Administration and Mointenance Facility

Santa Fe Trails’ main facility is in a relatively central part of its service area in the City of $anta Fe. This
facility complex provides space for daily administrative, scheduling, and operational needs, including
offices, conference rooms, and a breakroom for drivers. The agency can maonitor service as well as
perform light, medium and heavy duty vehicle maintenance. Santa Fe Trails’ maintenance facility
includes a slow-fill CNG fueling station, bus lifts for heavy-duty maintenance, vehicle washing station,
and secure fare collection facilities.

While no formal evaluation of facilities expansion has been conducted, the agency has noted there is no
additional space to expand its current maintenance facility. There may be limited opportunities to
expand its administrative space given current parking capacity at the facility and the opportunity for
additional shifts {0 accommodate some NCRTD maintenance.

The agency is incorporating a small amount of office space into its proposed Southside Transit Center, as
well as exploring the possibility of occupying the other half of the building. Proposed transit facilities are
further discussed in the Capital Plans section of this report. The potential exists for some modifications
to proposed capital projects in order to accommodate the maintenance needs of both agencies and will
be discussed in the development and evaluation of proposed consolidation options of this plan.
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Parking and Passenger Facilities

Santa Fe Trails’ secure vehicie storage is also located at its primary facility. The agency has indicated that
there Is limited to no space available for additional vehicle starage, but this needs to be carefully
evaluated in the context of a potential consolidation.

tn terms of passenger facilities, there are 433 active bus stops in the city of Santa Fe. A recent inventory
of bus stops in the city revealed that nearly 90 percent of these stops have service informational signage
and 32 percent have an information case with route schedules and maps. Of the total number of stops,
just over 17 percent had shelters while 38 percent had benches.

Vehicle Technologies and Communications
inteifigent Communications System

Santa Fe Trails operates the One Call Center out of its main office. This call center utilizes the Avaya
phone system and provides information on services and multi-modal connections through regional
transit providers. Using RouteMatch to supply “Where’s my Bus” technology, Santa Fe Trails provides
riders with real-time arrival estimates. Transit riders can access this real-time traveler information
through the agency’s website or via the Santa Fe Trails smartphone appilication. Santa Fe Trails does not
currently have any planned replacements for phone, computer, and software assets.

Fare Collection Equipment

Santa Fe Trails utilizes Genfare for on-board bus pass sales and fare collection. Bus passes purchased en
the bus and at the Santa Fe Place Mall business office are cash only, while Santa Fe Trails’ main office
accepts cash, check, and most credit cards. Besides one-way trip fares, passengers can purchase non-
automated 1-day, 31-day, semi-annual and annual bus passes. Daily and monthly passes can be
purchased on the bus with exact change. Monthily or 120-day student passes are available for purchase
at Santa Fe Community College, St. John's College, and the Transit Administrative Office.

Passenger Resources

Passengers can view the real-time location of Santa Fe Trails buses through the agency’s smartphone
app and on its website.! Santa Fe Trails contracted with Route Match Software to provide a fixed route
application programming interface (AP} for real communications through Santa Fe Trails’ database and
an SMS module for real-time arrival infarmation, This contract enables up to 35,000 annual texts for bus
arrival information.

Capital Plans

This sectian is largely guided by the City of Santa Ee’s 2017-2021 Infrastructure Capital Improvements
Plan (ICIP) and the city’s five-year capital improvements plan out to FY 2015-2020. Both of these are
citywide documents and are thus not transit-specific. The City’s ICIP does not identify actual funding
sources, but instead establishes the need for funding. Projects must be listed in the City of Santa Fe's

T www.takethetrails.cam
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ICIP in order to be eligible for potential state or federal funding. Historically, the ICIP has served as a sort
of capital “wish list” for the transit division. Therefore, depending on how successful Santa Fe Trails is in
acquiring funding for eligible capital projects, it is difficult to project which of these projects may be
implemented and which projects may not advance in the requested timeframe.

Santa Fe Trails’ main capital improvement projects are centered on vehicle and facility improvements.
Through the ICIP, the agency identified a need for $500,000 per year for bus stop amenities, for a total
of $2.5 million. In June 2016, the Santa Fe MPO completed an assessment of all 433 Santa Fe Trails bus
stops and identified some level of improvements were needed at 81 percent of the stops. This report
estimated the total cost for these improvements to be between $500,000 and $600,000. In FY 2015-
2016, Santa Fe Trails conducted the second phase of their bus shelter improvement project, largely
funded through a Section 5339 grant, totaling $397,602. The agency spent $191,744 on the purchase of
bus shelters, benches, and signage. The remaining balance will be used in early 2017 for installation of
the purchased shelters, benches and signage as well as bus stop infrastructure improvements.

The agency currently does not have any planned fixed-route or paratransit fleet growth; only a need for
vehicle replacement. The agency used a $3.5 million NMFA loan to purchase 7 replacement buses and 4
vans for the Santa Fe Pickup shuttle in 2015 and 2016. Santa Fe Trails had also identified a total cost of
$6.25 million for bus replacement purchases through the 2017-2021 1CIP, for an average of $1.25 million
per year, Santa Fe Trails now estimates that the cost of replacement fixed route buses are around
$450,000 each and has a need to replace two buses per year for the foreseeable future at an estimated
cost of $900,000 per year. Although there is no funding source currently identified, Santa Fe Trails is
looking at utilizing some of the GRT funding dedicated to transit for this purpose. For paratransit vehicle
replacement, the agency has been successful with applications for Section 5310 small urban funding
through the NMDOT. In FY2016 the agency received $192,834 which it used to purchase 4 replacement
paratransit vehicles. The agency has an application under review by NMDOT for the replacement of four
additional paratransit vehicles in FY2018.

The agency’s identified facility improvements in the 2017-2021 ICIP include resurfacing the transit yard
and adding a roof structure at Santa Fe Trails’ main facility to cover the paratransit vehicle parking area.
Santa Fe Trails has received a $30,000 in state grants for this canopy which has been included in the
plans for the upgrade of the CNG Facility. A design for the CNG Facility upgrade was completed, and the
project included the construction of a new pumping station, replacement and expansion of existing fuel
bays at the main transit facility, the construction of new fuel bays for Solid Waste, and upgrade of the
public fueling bays. The transit division had allocated a total of $1.5 million for this project and will
share costs with the Solid Waste Division. The project was put out to bid in October 2016. The bids came
back substantially over the engineers estimate and the available funding. The City is now exploring the
possibility of extending the current cantract with Clean Energy to include upgrading the pumping station
and associated improvements and additions to the fueling bays.

The agency is also currently in design for the Southside Transit Center. The transit center will be moving
to 2521 Camino Entrada, a city-owned lot with an existing building from its current location at the Santa
Fe Place Mall. The designs include the renovation of a portion of the existing building to include a
waiting area, office space, vendor area, and eight bus bays with shelters, The project Is currently at 60
percent design with an estimated cost of $2.5 million. Santa Fe Trails has secured $1.14 miltion in City
Traffic Impact Funds and $440,000 in state grants for construction of the project. The agency hapes to
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gain approval to use the balance of a previous FTA earmark of approximately $400,000 for the previous
mall site, as well as two years of Section 5339 funding, and funding from the sale of an adjacent city
property to fully fund the project. Based on the current schedule, construction will likely begin in
summer of 2017.

The City of Santa Fe Is also proposing facility improvements to the Downtown Transit Center on
Sheridan Avenue, which currently serves as the major transfer hub for downtown Santa Fe Trails routes
as well as NCRTD and Park and Ride services. The transit center's design is complete and includes a new
roadway and transit center layout with bus shelters, street and pedestrian safety lighting, storm drain
improvements, sanitary sewer system replacement, and landscaping. This project was awarded
$2,000,000 in FFY2016 FHWA Transportation Alternative Program funding. These funds were transferred
to the FTA and Santa Fe Trails will apply for a funding agreement through the FTA’s Transit Award
Management System upon receiving Categorical Exclusion documentation from the FTA. Construction is
expected to begin in Fall 2017.

The agency is proposing improvements such as a new roadway and transit center layout with bus
shelters, street and pedestrian safety lighting, storm drain improvements, sanitary sewer system
replacement, and landscaping. Santa Fe Trails aims to improve downtown intermodal connectivity for
pedestrians, bicyclists, and transit users. Table 4 outlines the various components of this project.

Table 3: Santa Fe Trails ICIP Needs FY15-FY21

Santa Fe Trails Infrastructure Capital Improvemient (ICIP). Needs: FYs 2015-2021
Bus Replacement Purchases 56,250,000
Fleet Managament System 547,000
Fleat lmprovements Four ADA Vans for SF Pickup $537,860
3 Replacement Paratransit Vans | 5192,834
Bus Stop Amenities $2,500,000
Southside Transit Center 5890,000
Transit Yard Roof Structure $275,000
Facilities Improvements Resurface Transit Yard $350,000
Public Access CNG Station $275,000
Bus Shelters—Phases 2 & 3 $953,570
Entry card security system $106,572
Downtown Transit Center 52,902,711
Totai $15,280,547

Source: City of Sonta Fe 2017-2021 infrostructure Copital Impravements Plan, 5 Year Copitol Impravements Plan

Table 4: Downtown Transit Center Irprovements

Santa Fe Trails Downtown Transit.Center Project Comiponents s
Widen existing sidewalk and passenger waiting
area from 7 feet to 20 feet while adding bus
shelters to the waiting area

Roadway reconstruction Eliminate 14 existing parking spaces, narrow two
traffic lanes, and add a dedicated bus lane
Construct ADA-compliant sidewalks, bike racks,
crosswalks, and bulb-outs
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Additional bus shelters

Construct bus shelters that fit the requirements
of the downtown historic district while impraving
transit user experience

Storm drain improvements

Reconfigure storm drain inlets and piping to
improve drainage in the roadway

Sanitary sewer system replacement

Relocate system under the roadway adjacent to
the proposed expanded sidewalk

Lighting and sighage

Improve way finding and enhance safety for
pedestrians, bicyclists, and transit users

Landscaping

Add trees and landscaping to the expanded
sidewalk, new hulb-outs, and along the road

Source: City of Santa Fe Transit Division
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North Central RTD and City of Santa Fe Transit System Consolidation Study

Labar Force Analysis

Introduction

This section will analyze and compare the separate labor status and associated contracts that currently
exist for the North Central Regional Transit District (NCRTD) and Santa Fe Trails (SFT). One of the key
differences between the two is that the NCRTD contract is exclusively for transit service employees,
whereas the SFT contract is part of a city-wide municipal contract which is lacking in specificity for transit in
a number of important areas.

Current Status and History
NCRTD

NCRTD operational employees are represented by Chauffeurs, Teamsters and Helpers Local No. 42.

The Union and Employees; Dispatcher (Customer Service Representatives) and Drivers commenced
the unionization process on February 27, 2012. The Union became certified per the Public Employee
Labaor Relations Board, order Na. 303-12, on lune 6, 2012,

The first contract was negotiated and ratified by the parties on April, 2013 and was for a 15-month
period starting April 5, 2013 and terminating on June 30, 2014. The parties then negotiated and
ratified the second contract for the period of July 1, 2014 through June 30, 2016. The former Taos
network {formerly called the Chili Line) was subsequently incorporated into this contract in 2015,

The third contract, which is the current one, commenced July 1, 2016 and will terminate on June 30,
2019. Itis generally 5 transit specific contract that cavers the following job categories:

» Transit Driver (Level }, I, i)
s Customer Service Representative (Level I, 11, L1}
= Transit Software Specialist.

As NCRTD currently contracts with external vendors for all vehicle maintenance, there are no
maintenance related represented titles in the current contract. The dispatcher job title has changed
from previous contracts to the current titie of Customer Service Representatives and are also referred
to as dispatchers, and are part of the union contract.
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All other NCRTD employees are non-represented, including emergency appointments. Additions to
the workforce, including new classifications, will be added to the bargaining unit if deemed to be
within the job classifications of covered unit positions.

SFT

SFT operational employees are represented by the American Federation of State, County and
Municipal Emgloyees (AFSCME)} and are covered by a general labor agreement with zll of the
municipal empioyees for the City of Santa Fe. Operations commenced in 1992 and representation by
this union commenced in 1994 with a serfes of 4-year contracts. The current contract commenced
July 1, 2014 and terminates June 30, 2017.

In this city-wide contract, Santa Fe Trails operation is categorized as a “Division” within the city
municipal contract. This contract, while having some references to the Transit Division, is not a transit
specific contract and does not provide all of the details and specificity unique to transit operations.
As a result, additional supplemental documents have heen utilized to detail specific operating,
administrative, and safety procedures for the SFT workforce. In terms of the transit division it
includes a large number of job categories including:

Administrative Secretary

Customer Service Representative

Database Specialist

Mechanics

Bus QOperators (fixed route, paratransit, shuttle)

Q0 0 0 0

Wage Rates
NCRTD

The current pay rates for NCRTD represented employees are detailed beiow.

luly 1, 2016 thru June 30, 2017

Hourly Wage Rates
Title Minimum Midpoint Maximum
Transit Driver | $13.62 $16.34 $19.07
Transit Driver |l 514.23 $17.08 $19.92
Transit Driver [l $15.24 $18.29 $21.33
Customer Service Rep | $13.91 $16.69 $19.47
Customer Service Rep Il $15.02 $18.02 521.02
Transit Software Specialist $15.02 $18.02 $21.02
Lead Customer Service Rep It $15.47 $18.56 $21.65

The following describes the differentiation within the job categories and how the Minimum,
Midpeoint, Maximum are determined.
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Fransit Driver | — The entry categary does not require a CDL license but does require five years of
experience. They are limited as to the passenger capacity of the vehicles they can operate.

Transit Driver il — This category does require a CDL license and five years of experience and has
increased passenget carrying capacity.

Transit Driver ilflead — This category does require a COL license, but must have at least 6 years of
experience. These individuals also assist in field training of other drivers, can be assigned as route
supervisors on a temporary basis, and was created as both a career ladder apportunity and a
mechanism to deveiop a cadre of future transit supervisors.

Minimum, Midpeint and Maximum rates are determined as follows.

a.
b.

All new drivers are hired at the minimum rate.

Drivers can be anywhere in the range depending on their years of service with the District in
addition to performance based raises that were in effect for empioyees hired prior to
unionization. The actual rate of pay for an individual is reflective of their longevity with the
organization provided they were hired before the District became unionized ar were acquired
through a consolidation. The key rates that matter are the Minimum for hiring and the
Maximum which cannot be exceeded.

Since the drivers and dispatchers organized, all annual salary increases are across the board.
As a result, most newly hired drivers will always be at the minimum since everyone gets the
same increase and the range moves with the COLA. Only tenured employees will have pay
reflective of dispersion within the range. For drivers at the maximum of the pay range, they
will remain at the top of the pay range if the ranges are adjusted consistent with the increases
in the collectively hargalned COLA. Prior to unionization, 2 driver’s increase was based on
individual performance and as a result their progression through the pay range was reflective
of their annual performance increase {which usually ranged from 0-3%). At that time, prior o
unionization, the District did not negotiate the board increases. Therefore, a driver could
eventually reach the top of the range if they consistently received performance based
incraases relative to their peers.

For the remaining years of the NCRTD contract, wages will be increased 'by 2.7% for FY 2018 (July 1,
2017 to June 30, 2018) effective on July 1, 2017, and an additional 2.7% for FY 2019 {luly 1, 2018 to

June 30, 2019, effective on July 1, 2018.

SFT

The current wage rates for Santa Fe Trails represented employees are detailed in the chart below.
Hourly Wage Rates

Title

Admin Secretary
Customer Service Rep

Database Specialist

Dispatcher

Electronic Repair Shop Technician
Eauipment Service Worker

Heavy Equipment Mechanic
Paratransit Operator

Transit Qperator

Minimum Midpgint Maximum
$12.741 $17.795 $22.849
$12.067 $16.536 $21.006
$15.311 $21.209 $27.106
$15.311 521.209 $27.106
$18.422 $25.339 $32.257
$12.741 $17.795 $22.849
$18.422 $25.339 $32.257
$12.067 $16.536 $21.006
$13.965 $19.420 $24.876
4
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Transit Shuttle Operator $13.965 519.420 524 876
Transit Specialist $13.965 $19.420 $24.876
Sign Technician Senior $22.185 $30.337

All other SFT employees are non-represented.

Newly hired AFSCME represented employees generally come in at the minimum salary, but it is not
a requirement. For COLA or across the board increases that are implemented, the percentage or
specific dollar increase is the same for everyone. To date the 50 cent hourly raise was provided in
2014 and is included in the above numbers; no raise was provided in 2015 nor 2016.

The current City of Santa Fe / SFT contract is discussed for each of the relevant items below, with
highlights noted. Note that ali of these are generally in an overall city municipal worker setting;
specifics for the Transit Division where provided are noted.

Management Rights

NCRTD
¢ Determine qualifications for employment, evaluate employee perfarmance, re-assign

SFT

employees, and determine standards for work, hiring, promotion, transfer, assignment,
employee retention, employee discipline and safaty.

Determine qualifications for employment, evaluate employee performance, re-assign
employees, and determine standards for work, hiring, promotion, transfer, assignment,
employee discipline and safety.

Drug and Alcohol Testing

NCRTD
© Assure conformance with CDL and NCRTD Reasonable Suspicion Drug and Aicohol policy. In

SFT

addition, NCRTD participates in the NMDOT Drug and Alcohol Testing Program for various
types of tests to detect the presence of drugs and/or alcohol. NCRTD has a zero tolerance
policy for employees detected with positive alcohol and/or drug usage detected during
random testing which then results in termination.

Drug and alcohol palicies were amended to be consistent with the requirements of the
Omnibus Transportation Employee Testing Act of 1991 and FTA regulations which set
standards for collections and testing. Any safety sensitive employee who tests positive for
drugs or alcohal for a post-accident test or who has a second confirmed positive is tarminated
from employment.

Employees with their first confirmed positive drug or alcohol test are immediately remaoved
from duty and suspended for two weeks without pay. Employees with a verified positive test
are not subject to termination under one of eight criteria established and are offered
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conditional retention of employment if submitting to a substance abuse professional
evaluation and other procedural steps.

Seniority Provisions

NCRTD
o Espanola and Taos to remain separate “domiciles” with separate seniority rosters. Transfer is
permitted between the two, but a transferee goes to the bottom of the seniority list at the
transferred domicile.
o District has the right to acquire new facilities and establish new domiciles within the District

service territory.

o City seniority is defined as the length of continuous service with the City of Santa Fe

o Divisian seniority is the length of continuous service an employee has in his/her current Division.
Division senlority is broken by reassignment to another division.

o Classification seniority Is the entry date the bargaining unit employee began working in his/her
current job classification.

O In the event an employee is re-hired by the City after the employee has been separated for more than
12 consecutive months, the employee wil be considered a new hire for seniority purposes. Employees
rehired within 12 months shalt retain their original hire date and seniority. However, this provision
does not apply to bargaining unit employees who have been terminated.

Probationary Employees

NCRTD
o Probation period for new hires is six months subject to satisfactory performance. Probationacy

employees are not covered by the collective bargaining agreement.

SFT
o Probation period for new hires is six months subject to satisfactory performance and may he
extended up to three more months. Probationary employees are not covered by the collective
bargaining agreement. Non-union employees follow the City's Rules and Regulations.

Filling Job Vacancies

NCRTD
o Standard posting process. Seniority only applied where the qualifications of the prospective

employees are equal.
o External advertisement of vacant positions may occur at the discretion of the District.

SFT
o Standard municipal posting process with priority to seniority within the City system based
upon Division and classification.
o With approval of Department Director and City Manager, employee may transfer from one
position, division, department to another as lang as they meet the new job gualifications,

6
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there is no adverse performance in the currant job, the union if formally notified 14 days
prior to transfer.

Bidding of Jobs
NCRTD
o General bid conducted semi-annually (March and September).
o Drivers seiect their domicile, but management has the right to re-assign individuals based
upon seniarity, operator qualifications.
o 5pecial bids may be held between general bids reflective of the management’s desire to
implement service changes.
SFT
o While City contract requires a minimum of one bid per year, a special exemption is provided
for the Transit Division in which it is indicated that this is on as needed basis as agreed to by
management and the union
o It has been the practice of the Transit Division to have three bids per year, generally on a 4-
month interval.
o Drivers and support staff select their work assignments based upon Division seniority.
o Ingeneral, 2/3 of bus operator bids are straight runs, 1/3 are split runs. All assignments have
consecutive days off.
Training
NCRTD
o All drivers will receive mutually agreeable training an any new route per the CBA.
o AQuarterly training for all drivers on various mandatory training topics per NMDOT
specifications.
o {Quarterly training on supplemental District policies and practices.
SFT
o All drivers receive 8 - 12 hours of refresher training annually. Each driver receives a minimum
of & hours, but typicaily receives 12 hours per year of refresher training.
o FT provides each driver with a detailed handbook that outlines rules, current operating

procedures and general information.

Layoff and Recall Provisions

NCRTD

o]
O
&)

An employee may be laid off at NCRTD discretion with sufficient notice,

Employee may exercise bumping rights based upon seniority.
NCRTD may exercise right to recall [aid off employee with sufficient notice to employee. Laid

off employees have priority for any bargaining unit position opening.
After 12 consecutive months in layoff, a farmer employee is no longer on the recall list.
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SFT

Employee may be furloughed or laid off after a minimum 28-day notice.

City may exercise right to recall laid off or furloughed employees with 5 days’ notice to
employee.

A laid off empioyee may refuse one recall offer. A second recall refusal will serve as a
voluntary resignation.

After 12 consecutive months in layoff, a former employee is no longer on the recall list.

Full time employees can be subject to a furlough, a temparary {not to exceed six manths)
reduction of work hours from 40 to 24 hours.

Employee Discipline
NCRTD

o}

o]

SFT

Reprimand - NCRTD may issue written reprimand not subject to grievance. Upon 6 maonths of
improvement, employee may request that reprimand be removed from personnel file.
Suspension - for just cause in the following instances: failure to comply with District, state,
federal statutes and policies, conviction of a felony, negligence, disorderly conduct, chronic
ahsenteeism, unauthorized leave, falsification of District records, under the influence of
alcohol or drugs while on duty, gambling, unauthorized release of confidential documents,
harassment or discriminatory behavior.

Dismissal ~ for just cause is not required by the CBA for the following instances (but not limited
to them): intoxication, drinking intoxicating beverages, or possession or use of illegal drugs
while on the District’s premises, fleet or facilities, arriving on the job under the influence,
misuse of drugs, mishandiing of District revenues or resources, insubordination, physically
striking a supervisor, fellow employee, or a customer.

Reprimand - SFT may issue written reprimand not subject to grievance, but can be used as 2
basis for progressive discipline. Upon 9 months of improvement, reprimand is removed from
personne! file,

Suspension — for just cause in the following instances: failure to comply with City, state,
federal statutes and policies, conviction of a felony, negligent use of City property equipment,
and funds, disorderly conduct, chronic absenteeism, unauthorized leave, faisification of City
records, under the influence of alcohol or drugs while on duty, gambling, unauthorized release
of confidential documents, harassment or discriminatory behavior.

SFT aiso utilizes an infarmal discipline approach, consisting of supervisory coaching and
guidance sessions.

Dismissal - Empioyees will be terminated if they use, possess or sells alcohol or controlled
substances on duty or on City praperty, consume alcohol within 4 hours of scheduled report
time or within 8 hours following an accident, refuse to submit to a drug and/or alcohof test
when so directed, test positive and was invalved in an accident causing death or serious injury,
test positive and have not completed their initial probationary period following hire into the
ernployee’s first position with the City of Santa Fe, have a second confirmed positive drug or
alcohol test, and do not appear, fails to appear in a timely fashion to complete a random or
follow-up drug or alcohol test or refuses to provide a breath or urine sample.

8
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Grievance and Arbitration Procedures

NCRTD

o 2-step grievance process. Department Director, Executive Diractor.
o Option for arbitration after fulfilling grievance process.

SFT

o 4-step grievance process. Section Manager, Division Director, Department Director, City
Manager.

o Option for arbitration after fulfilling grievance process.

Temporary Employees

NCRTD
o District has the right to hire and use temparary and emergency drivers for short term
operational purposes, up to 9 months in duration. An emergency appointment cannot exceed
100 days or 800 haurs in any nine manth period,

SFT
o City has the right to hire and use temporary employees for short term operational purposes.
At the end of 12 months in temporary positions, City shall meet with union to discuss the
conversion to classified subject to budget constraints. Emergency appointments can be made
for a period not to exceed 90 days.

Union /Shop Steward Representation

NCRTD
"o Union to be represented by Shop Steward.

SFT

o Hierarchy of union officials ascribed to entire City iabor farce; not defined for transit division.

Hours of Service and Pay

NCRTD

o Standard work week is 40 hours within a 7-day periad.

o Pay period consists of two work weeks.

o Lunchis provided for a maximum of 1 hour and is unpaid

© Separate paid 15-minute break provided as close to the midpoint of the first half of their shift
and a second 15-minute break as close as possible to the midpoint of the secand half of their
shift. Contingency conditions may require on selected basis for employee to work through
either of both of the paid breaks. Paid breaks may be considered as part of scheduled layover.

o Overtime for work in excess of 40 hours {excluding lunch break) during the wark week shall
be paid at 1.5 times the normal rate.

9
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Sick Leave

Holiday pay is 8 hours of pay for 11 annual holidays. Employees who work on a holiday receive
1.5 times their rate of pay in addition to the 8 hours of holiday pay.
Drivers having a schedule report time are guaranteed a minimum of 2 hours pay.

Each daily transit work assignment must have a 30 minute to 60 minute lunch break.

Pay period consists of two work weeks.

Split shifts, defined as those having more than a 2-hour break in work, receive a $35.00 split
shift differential per pay period provided that they work four or more split shifts during the
14-day pay period.

Work in excess of 40 hours per week is paid at 1.5 times the regular hourly rate.

A total of 11 days are recognized as legal holidays. Employees who work on holidays receive
an additional 1.5 times their regular hourly rate.

Night differential pay of $1.00/hour is paid for work performed between 3 pmand 11 pm, and
$1.75/hour for work between 11 pmand 7 am.

NCRTD

Q

Q

Requirement is to notify supervisor in a timely manner; 24 hours for scheduled medical
appointment; two hours’ notice for unexpected illness or accident.

Union employees who have accrued more than 80 hours of sick leave after 13 months can at
their discretion, sell back up to forty (40) hours of sick leave according to a prorated schedule.
Non Union employees can sell back up to 80 hours of sick leave or transfer up to 80 hours of
sick leave to their vacation balance according to a prorated schedule.

Employees accrue sick leave at a rate of 80 hours per year or 6.67 hours per month, up to a
maximum of 720 haours.

Unused sick leave is not paid upon separation of employment.

No specification related to timely notice to employer.

To qualify for sick leave buy back, non-exempt union employees shall have a minimum balance
of 450 hours at the end of each caiendar year to participate, while exempt employees must
have 500 hours to participate. in addition, payment for sick leave buy back is limited to a
maximum of 96 haurs sold back each year as long as the 450 hour {500 for exempt) minimum
bani is not breached. It should be noted that due to fiscal difficulties, the City of Santa Fe has
not offered SFT employees the opportunity to buy back sick leave in the past 5 years. Itis
unciear if the lack of a buyback program has adversely affected absenteeism.

Non-exempt employees accrue sick leave annualily based on a formula that incorporates years
of service applied to a percentage of hours worked and paid leave. This schedule ranges from
3.46% of hours worked in the first year of employment to 7.66% for employees with 20 or
more years of service. Based on 80 hours every two weeks, at the maximum % employees can
accrue 160 hours annually.

Exempt employees accrue 160 hours per calendar year.

10
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Unused sick leave is not paid out upon separation. Represented employees can choose to
donate up to 200 hours of sick leave to an AFSCME bank if desired. However, if an employee
is planning to retire, they can use existing sick leave balances on a two hour to one hour
conversion basis to accelerate the retirement date. if an employee dies in service, unused sick
leave is paid out to their estate.

Vacation Selection/Accrual

NCRTD

@]
Q

SFT

Bid in seniority ance annually for calendar year during prior December.

Vacation selection may be taken in full week, full day, or hourly basis with the prior approval
of the supervisor,

Vacation time of two weeks per year is awarded after one year of service, increasing to a
maximum of five weeks paid vacation after 25 years of service.

Upon separation, employees shall be paid for all unused earned vacation.

Similar to the sick leave formula previously noted, non-exempt employees accrue annual
{vacation) leave per pay period based on a schedule for years of service and hours worked
plus paid leave. For new employees they receive 4.62% of total hours, up to 9.62% for
employees with 20 or more service years,

Exempt employees accrue 7.69% of hours worked and paid in their first year of employment
up to the same 9.62% after only 5 years of service. Based on 80 hours for each bi-weekly
period, a senior emplayee at the maximum 9.62% rate can accrue 200 hours per year.

A bargaining unit employee can carry over to the next calendar year a maximum of two years
of annual leave based on their existing years of service accrual rate. Exempt employees can
carryover all unused leave.

Both exempt and non-exempt empioyees can sell back a maximum of 80 hours per year,
however the balance cannot exceed the maximum two year carryover rate in relation to their
years of service. It should be noted that, the City of Santa Fe has not offered SFT employees
the opportunity to sell back annual leave hours in the past 5 years.

Both non-exempt and exempt employees are compensated for all unused/unforfeited annual
leave at separation,

Longevity Award/Accrual

NCRTD

O

Q

Full time employees with between 5 and 10 years of service will receive a one-time annual
payment in December of 5312.

Full time employees with more than 10 years of service will receive a ohe-time annual
payment in December of 5728.

Far the current FY 2017, eligible employees will only receive 50% of the longevity amounts
stated above,

11
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SFT

o

Longevity in City service benefit is granted effective January 1st annually beginning on the 5
year anniversary date, in accordance with a defined schedule as follows: 5-10 years +8 hours
for full time, +4 hours for part time; 10-15 years +16 hours for full time, +8 hours for part time
Longevity ieave is not accruable and must be used within the calendar year it was earned.

Health and Welfare
NCRTD

o]
o

SFT

o 0 0 0

Pension
NCRTD

G

Cost sharing for health care plan options is 80% by the District, 20% by the employee.
Employees can select one of 3 different health plans offered, and receive dental and vision
plan benefit coverage as well. They also offer employees a Roth IRA option in addition to
enrolling in the PERA pension plan for retirement, as weli as incentives for health and weliness
lifestyle choices, and disability and life insurance policies.

Current premiums paid by the employee for the three health care plans ranging from
employee only to family coverage: $48.71 every two weeks (employee oniy} to $143.71 (family
coverage) every two weeks.

Employer pays 76.5% of annual health care premium, employee pays 23.5%.

Employer pays 65% of dental pian for those employees who participate.

Employer provides up to a maximum of $175 per year for prescription glasses.

Employees have a choice of three different health plans; Premium, Core and HRA. The
Premium plan has no deductibles for in-network providers, and costs to the employee range
from $79.26 every two weeks for employee only coverage, to $189.44 for family coverage.
The Core plan costs from $74.90 {employee only) to $179.01 {family coverage) per bi-weekly
pay period, with higher deductibles than the Premium plan, The HRA plan has the highest level
of deductibles and is the lowest cost to the employee each pay period, ranging from $64.20
to $153.44 for family coverage.

The District is part of the Public Employees Retirement Act {PERA) of New Mexico Municipal
Plan 2 which requires a contribution of 20.20% of employee pay. The District agrees to pay
75% of the contribution (15.15% of total pay) and the employee pays 25% of the contribution
({5.05% of total pay).
In June 2013, changes were implemented to PERA plans, creating two tiers of benefits. An
employes was covered by Tier 1 if hired or retired on or before June 30, 2013, or if they had
member contributions on account prior to that date. An employee was in Tier 2 if hired on or
after July 1, 2013,
Retirement eligibility requirements for Tier 1 and Tier 2 participants mirror the Santa Fe
guidelines listed below, including the Rule of 85 for Tier 2 participants.
For Tier 2 participants hired after August 2013, itis mandatory to participate in both PERA and
Social Security.

12
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SFT

o PERA Municipal Plan 3 covers all City of Santa Fe employees including thase in the Transit
Division. Plan 3 has twa tiers with different age and years of service reguirements. All City of
Santa Fe employees, including those in the Transit Division, are captured under PERA both
Tiers, the employer’s contribution equates to 19.41% of employee pay for salaries under
$20,000, and 20.54% for salaries over $20,000. Employees earning less than $20,000
contribute 3.29% of salary, and employees with annual salaries over $20,000 contribute 3.66%
of their wages.

O For Transit Division employees in Tier 1 (hired on or before June 30, 2013), they receive 3%
for each year of service, up to a maximum of 90% of the average of the three highest years of
annual salary exclusive of overtime. An employee can retire at any age with 25 or more years
of service credit, or beginning at age 60 with 20 or more years of service and declining to 5
years of service needed to retire at age 65.

o For Tier 2 pension participants {those hired July 1,2013 or after), retirement is based on the
rule of 85 (minimum of 8 years of service credit and age at retirement plus years of credit must
equal 85, except for age 65 or older where at least 8 years of service Is sufficient to retire).
Tier 2 employees receive 2.5% for each year of service, up to a maximum of 90% of the average
of the three highest years of annual salary exclusive of overtime salary for 36 years of service.

Significant Differences Between the Two Current Contracts

This section will cite some of the key contractual differences noted above that affect
potential consolidation options.

» NCRTD contract is exclusively for transit service employees, whereas the SFT contract is partofa

city-wide municipal contract. The latter is lacking in specificity for transit in a number of important
areas, and as a result the Transit Division relies on several supplemental documents {e.g., City of
Santa Fe Administrative and Safety Manual, Training Manual/Operator’s Handbook, etc.}

= The time frames for the two cantracts are different. The NCRTD contract s valid through June 2019,
while the SFT contract is valid only until June 2017.

o The pay levels for the basic transit functions are somewhat different with NCRTD being higher at the
entry fevel, but SFT rates are higher at the midpoint and maximum levels. This differential toward
higher rates for SFT may be exacerbated by the 2017 contract expiration date.

NCRTD
Title Minimum Midpoint Maximum
Transit Driver | $13.62 516.34 $19.07
Transit Driver H 514.23 $17.08 $19.92
Transit Driver I 515.24 $18.29 $21.33
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SFT

Paratransit Operator $12.067 $16.536 $21.006
Transit Qperator $13.965 $19.420 524876
Transit Shuttle Operator $13.965 519.420 524.876

Grievance process is shorter at NCRTD than at SFT. 2-step vs 4-step, reflecting @ much more
carmpact and transit specific arganization rather than a broader based municipality.

Vehicle maintanance at NCRTD is exclusively handled by external vendor contracts, while SFT has in-

house personnel to handle this work.

SFT Emplovees contribute substantially less to their pension than NCRTD emplovees, either 3.29%

(under $20,000 salary) or 3.66% of salary {over $20,000) as opposed to 5.05% for NCRTD

employees. This is attributable to the City of Santa Fe’s substantially higher level of employer
contribution to the plan.

NCRTD health insurance costs on a bi-weekly basis are less for employees than for SFT employees.
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North Central RTD and City of Santa Fe Transit System
Consolidation Study

Task 2D - Fixed Route Service Evaluation
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North Central RTD and City of Santa Fe Transit System Consolidation
Study

Fixed-Route Service Evaluation
intraduction

The Fixed-Route Service Evaluation is a key component of the consolidation analysis for NCRTD and
Santa Fe Trails. It offers insights into how transit currently serves the greater Santa Fe area. The Fixed-
Route Service Evaluation will provide an overview of each agency’s service structure, role, aperations,
and performance. The findings from this analysis will be used to identify the opportunities and
challenges for transit consolidation in Santa Fe.

NCRTD Structure, Design, and Role
Service Area

The Narth Central Regional Transit District (NCRTD) began service in 2007 and currently operates within
a 10,079-square mile service area in North Central New Mexico. NCRTD's Blue Bus fleet serves the
counties of Los Alamos, Taos, Rio Arriba, and Santa Fe, as well as six regional pueblos with a total
population of approximately 235,000. According to NCRTD's updated Five Year Transit Service Pian,
Santa Fe County has the greatest population within the NCRTD service area, as well as the highest
population density at 77.4 persons per square mile. Santa Fe County is also a key employment hub: 66
percent of county residents work within county boundaries, while 23 and 18 percent of Rio Arriba
County and Taos County residents work in Santa Fe. A substantial number of riders commute to Santa
Fe, a segment of the population which NCRTD aims to serve.

More specifically, the City of Santa Fe is a major trip generator within NCRTD's service area. Santa Fe
welcomes a variety of residents, students, tourists, and regional commuters each year, placing a higher
demand on local transit. Within the context of this study, “regional” refers to service that provides
access to the greater four-county service area under NCRTD's jurisdiction. Regional services typically
connect distant parts of the service area with longer trip lengths. On the other hand, “lacal” refers to
service that is more highly targeted within a small service area. In this case, the City of Santa Fe provides
local service within its city and does not include routes with service to distant parts of the county or
state. Thus “regional commuters” are a group that uses regionai transit from distant areas to reach
major destinations such as Santa Fe, wha may then use local transit within the city limits. With a
significant number of potential passengers flowing into 5anta Fe, this places a higher demand on local
transit.

Network Overview

NCRTD operates a total of 24 fixed and flex-routes in additian to Dial-A-Ride, Demand Response and
Paratransit services. Twenty fixed-routes operate fare-free Monday through Friday, while one premium
service operates seven days a week with a fare and one operates on weekends only. NCRTD provides
paratransit and complementary services in conformance with the American Disabilities Act (ADA).
Dermand Response service is also available for Rio Arriba County and City of Espafiola residents that live
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within a 15-mile radius of the Espafiola Transit Center and/or do not have accass to fixed-route service.
Diai-A-Ride is available in the Pojoague/Nambe arga,

NCRTD runs different service types' to meet the varying maobility needs across the region: local service,
pueblo feeder service, regional/rural routes, pueblo/local/regiona! kybrids, and demand response
services. Nine fixed-routes operate in the City of Santa Fe area, most of which are regional/rural routes
of pueblo feeder services and two which are deemed smail urban system routes.

NCRTD services connect rural communities to major destinations, hubs, and transportation services in
Espafiola, Santa Fe, Los Alamos, and Taos. Some of the hubs and transportation services include the
Espaticla Transit Center, New Mexico Rail Runner Express, and Santa Fe Trails.

! As defined by NCRTD's Tronsit Service Plan
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Figure 1: NCRTD Service Area
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Table 1: NCRTO Nelwark Qverview ~ Route Listing

NCRTD Network Overview — Route Listing

Route® Service Type Regions Served
100 Riverside Local Ohkay Owingeh Pueblo and Espaifiola
110 Westsi
C 0 Westside/ Local Espafiola

rosstown

. . Las Trampas, Truchas, Cordova, Chimayo, La Puebia,
h r '’ ’

150 Chimayo Regional/Rural Santa Cruz, and Espafiola

. Pueblo/Local/Regional | S$anta Clara Pueblo, Chamita, Ohkay Owingeh Pueblo,
1

60 Santa Clara Hybrid Espafiola, Cities of Gold Park & Ride, and Santa Fe
180 El Rito Regional/Rural El Rito, Ojo Caliente, and Espaiiola
190 Chama Regional/Rural Chama, Tierra Amarilla, Canjilon, Ghost Ranch, Abiguiu,

and Espaficla

200 Santa Fe

Regional/Rural

Santa Fe, Tesuque, Pojoaque, and Espafiola

220 Tesuque

Puebio/Local/Regional
Hybrid

Santa Fe, Tesuque, Pojoaque, and Espaiicla

230 San lldefonso

Pueblo Feeder Service

San lldefonso, El Rancho, Jaconita, and Pojoague

255 Mountain

Regionai/Rural

Teail Regional/Rutal Santa Fe, Santa Fe National Forest, and Ski Santa Fe

260 La Cienega Regional/Rural La Cienega, La Cieneguifla and Santa Fe

i:;lTurquume Regional/Rural Santa Fe, Turguaise Trail, Los Cerrillos, Madrid

380 Eldorado Regional/Rural Santa Fe, Eldorado, Galisteo, Stanley, Moriarty, and
tdgewood

290 Edgewood Regional/Rural Santa Fe, Eldorado, Galisteo, Stanley, Moriarty, and
Edgewood

300 Taos Regional/Rural Taos, Pilar, Dixon, Velarde, Alcalde, and Espafiola

305 Taos Express | Regional/Rural Taos, Espafiola and Santa Fe

310 Red River Regional/Rural Questa and Red River

320 Questa Regional/Rural Cuostilla, Cerro, Questa and Taos

330 Pefiasco Regional/Rural Taos, l:as Trampas, Chamisal, Picuris Pueblo, Pefiasco,
{and Sipapu Ski Resort - seasonal)

340 Chile Line Red | Local Taos

341 TSV Green Regional/Rural Taos, El Prado, Arroyo Seco, Valdez, and Taos Ski Valley

350 UNM Taos Local Taos

360 Tres Piedras Regional/Rural Tres Piedras, El Prade, and Taos

400 Los Alamos Los Alamos, Pojoague, Santa Clara Pueblo, San lidefaonso,

and Espaitola

Source: Transit Service Plan, route schedules

Frequency and Service Span

A majority of NCRTD's fixed-route service operates on a trip-level basis, with service limited to the AM
and PM peaks. Four NCRTD routes have more regular service every 30-60 minutes, none of which are

? Routes highlighted in green indicate those that stop within the City of Santa Fe.

5
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located in the Santa Fe area. Most NCRTD routes in Santa Fe are trip based, providing one to six
roundtrips per day. Some routes do offer shart-line midday service.

NCRTD's fixed-route service operates from approximately 6:00 AM to 7:00 PM?. Almost all of NCRTD's
fare-free fixed-routes operate Monday-Friday, while the two premium routes offer weekend service
(Taos Express and Mountain Trail) and one operates 7 days per week {Mountain Trail). 341 TSV Green, a

seasonal route that operates December — March, provides fare-free service seven days a week.

Table 2: NCRTD Network Overview — Frequency and Span

NCRTD Network Querview — Frequency and Span

. Frequency
a4
Route Service Type Fare (trips by direction) Span
S 30 minutes; long-line 7 . )
100 Riverside | Local Free $B trips, 6 NB trips 5:55AM—7:05PM
110 Westside/ | | ) Free 60 minutes 6:15AM—6:15PM
Crosstown
; . 60 minutes; long-line 2 . e
150 Chimayo | Regional/Rural Free WB trips, 2 EB trips T:00AM~—~5:54PM
160 Santa Pueblo/Local/Regional | 4 SB trips, 4 NB trips 6:45AM—6:15PM
Clara Hybrid
180 El Rito Regional/Rural Free 3 5B trips, 3 NB trips 8:55AM—5:15PM
190 Chama Regional/Rural Free 3 5B trips, 3 NB trips 5:50AM—7:10PM
200 Santa Fe | Regional/Rural Free 4 SB trips, 4 NB trips 6:554M —6:00PM
220 Tesugque :‘;;l:i':{ Local/Regional | 5 SB trips, 5 NB trips 7:00AM —6:00PM
230 5an . . . ]
Pueblo Feeder Service | Free 4 WB trips, 3 EB trips 7:50AM—5:25PM
lidefonsa

255 Mountain

Winter: $5 each way
Non-winter: $5 EB/

Weekday 2 EB trips, 2

52 per trip

i ips; 9:.00AM—5:
Trail Regional/Rural uphill, fare-free ‘;v\?\;gltp: sWeekend 3EB, M-—5:45pM
we/down hill P
260 La . . .
. Regional/Rural Free 3 5B trips, 3 NB trips £:00AM—4:21PM
Cienega
%:::ET"'” QUOISE | Regional/Rural Free 6 SB trips; 7 NB trips 6:25AM —6:05PM
280 Eldorado | Regional/Rural Free 5 $B trips, 5 NB trips 7:10AM~5:40PM
290 . - . ) .
Edgewood Regional/Rural Free 158 trip; 1 NB trip 5:45AM—6:30PM
300 Taos Regional/Rural Free 4 5B trips, 4 NB trips 5:55AM—7:02PM
Taos-Santa Fe: $5 per
305 Taos . trip; Espaiiola-Santa . .
trips, 2 :h5AM—8:
Express Regional/Rural Fe or Taos-Espafiola: 2 5B trips, 2 NB trips 8 M —8:15PM

3 NCRTD recently converted the Pojoague-Nambé line to a Dial-A-Ride service that operates between 8:00 AM to
4:00 PM, Monday through Friday in the Pojpague and Nambé pueblo areas.
4 Routes highlighted in green indicate those that stop within the City of Santa Fe.
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310 Red River | Regional/Rural Free 8 EB trips, 8 W trips 5:55AM—6:40PMvt
320 Questa Regional/Rural Free 5 SB trips, 5 NB trips 6:10AM—G:25PM
330 Pefiasco Regional/Rural Free 4 5B trips, 4 NB trips 6:03AM—4:55PM
::g Chile Line Locat Free 35-40 minutes 7:30 AM—5:28PM
?3‘:;;: ! Regicnal/Rural Fr :Viee'k 33: issdt r'llpssiis " Dec 20-Mar 30
glonal/hura ce rips; Yreeken 7:35AM—6:45PM
trips, 7 NB trips
350 UNM . . School session
Taos Local Free 4 SB trips, 5 NB trips 8:30AM—6:25PM
360 Tres . . . Wednesdays only
Biedras Regional/Rural Free 1SB trip, 1 NB trip 8:55AM —3:05PM
400 Los Regional/Rural Free 1 SB trip; 1 NB tri 12:00PM—2:30PM
Alamos J & P P ) )

Source: Transit Service Plan, route schedules
Role

NCRTD is largely a trip-based service defined by limited frequencies and longer-distance trips. This
design coupled with its rural service area make the Blue Bus a lifeline service. Lifeline sarvices often
connect low density areas to key activity centers for school, work, and health-related trips. The limited
service levels do not allow for spontaneous travel; they require advanced planning as passengers who
miss a trip will be left with few other trave! alternatives.

NCRTD does provide mare frequent, local service in areas where NCRTD is a primary public transit
provider. Mergers with City of Espafiola, Rio Arriba’s Los Valles Transit and Town of Taos Chile Line have
made NCRTD the primary provider in these cities and counties with frequencies to reflect this role.
NCRTD'’s four routes that operate at regular frequencies ranging between 30 and 60 minutes are 100
Riverside, 110 Westside/Crosstown, 150 Chimayo, and 340 Chile Line routes. These local routes operate
primarily in Espafiola and Taos, the former service areas of City of Espaiiola, Los Valles Transit and the
Taos Chile Line. These communities are both reliant on NCRTD for regular public transit service. These
areas are also relatively dense compared to other portions of the greater service area. These higher
frequency lines represent a small section of a predominantly rural system,

Of the four counties within NCRTD's service area, Santa Fe and Los Alamos counties have other transit
service in the form of Santa Fe Trails and Atomic City Transit, respectively. NCRTD’s role in these
communities is different. Both Santa Fe Trails and Atomic City Transit provide regular service ranging
between 12 to 60 minute frequencies within their jurisdictions. These cities are not reliant on NCRTD to
provide regular, frequent service within their territories, Instead, NCRTD routaes in Santa Fe and Los
Alamas consist of long, trip-based regional service. These NCRTD routes do not operate frequently, but
instead connect these cities to other major destinations within NCRTD's service area. For example,
Route 400 Los Alamaos is the only NCRTD route that serves Los Alamos and provides one midday
roundtrip to Espafiola and Pejoaque Pueblo. Similariy, NCRTD routes that provide service to Santa Fe
operate a select number of daily roundtrips to regional hotspots instead of regular freguencies. NCRTD's
role within an area often depends on the availability of other connecting transit options. in areas where
NCRTD is the primary provider, Blue Bus frequencies are increased to provide regular service. In areas

129




where other transit agencies operate within NCRTD service area, NCRTD's role shifts to serve as a
regional connector.

NCRTD Planning and Operations
Service Planning

NCRTD has several reports that help guide the agency in planning its service. NCRTD's 2015 Long Range
Strategic Plan discusses the agency’s vision, role in regional transportation, and performance-based
strategies. This document prioritizes investments and resources as far as 20 years inta the future,
NCRTD's Five-Year Transit Service Plan (TSP}, updated in 2014, provides short term guidance to
supplement its long-range goals. The TSP provides processes for determining service area needs, route
revisions, route discontinuations, and future funding strategies. These documents, along with monthly
performance measure reports, provide regular monitoring of system ridership, demand, and expenses.

Fleet Operation and Muaintenance

NCRTD operates a fleet of 54 regular in-service vehicles and 11 non-revenue vehicles. in-service vehicles
range from three-passenger minivans to cutaway buses that can seat up to 40 passengers, while most
vehicles seat 12-14 passengers. Almost alf of these vehicles are gasoline or diese! fuel operated, but
NCRTD has begun testing service on one propane and one compressed naturaf gas-fueled vehicle, The
agency’s facilities do not currently have on-site fueling; fueling is done off-site with contracted vendors.

NCRTD's fleet requires a variety of light to heavy-duty maintenance. The agency currently has two
maintenance facilities—the main Jim West Regional Transit Center and the recently acquired Taos
maintenance garage. The main Jim West facility is capable of light-duty vehicle maintenance only, while
the new Taos facility is capable of light and some medium-duty maintenance. Most medium duty and ali
heavy-duty maintenance must be contracted out, sometimes as far as Santa Fe and Albuquerque,
potentially increasing maintenance costs and significantly affecting fleet availability. NCRTD has as a
futyre goal to shift its maintenance effort in-house.

Fleet Technology

NCRTD partnered with Avail Technologies in 2013 to develop an Intelligent Transportation System (ITS)
for operations management. The 9 Tacs-based NCRTD routes currently have these latest technology
components within the fleet, and the agency will continue to upgrade the ITS in the entire fleet to the
full suite of components. Features of this ITS will be further detailed in the Physical Asset Analysis
section of this study.

Operated and Funded Services

In additian to operating its own Blue Bus service, NCRTD provides funding for other regional routes,
NCRTD performance data is categorized into NCRTD-operated and NCRTD-funded routes. NCRTD-
operated routes are those directly managed, funded, and operated by NCRTD. NCRTD-funded routes
include the Rail Runner train service, three Atomic City Transit routes in Los Alamos and four Santa Fe
Trails routes and special event services. For the purposes of this study, NCRTD ridership refers to
NCRTD-operated routes only.
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NCRTD Performance
Historic Ridership

Ridership on NCRTD service has grown significantly since its first year of operation in 2007, The District
has since merged with the City of Espafiola, Rio Arriba’s Los Valles Transit and the Taos Chile Line,
greatly expanding service, NCRTD's ridarship has guadrupled since 2008, providing transportation for
268,050 people in FY 2016,

Figure 2; NCRTD Annugi Histaric fidership

NCRTD Systemn Ridership
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Saurce: NCRTD Muoster Ridership Tracking Document {fune 2016}
Systemn Ridership

NCRTD provides service within four counties and six tribal entities. In an average month, about 42
percent of NCRTD ridership occurs within Taos County, while 30 and 17 percent accur in Rio Arriba and
Santa Fe counties, respectively.

340 Chile Line, 100 Riverside, and 200 Santa Fe form the spines of the NCRTD network. Together, these
routes account for 53 percent of all NCRTD ridership. The 340 Chile Line and 100 Riverside routes
provide frequent service within the cities of Taos and Espafiola, and operate with frequencies ranging
between 30 to 35 minutes. Route 200 Santa Fe provides a critical connection between Espariola and
5anta Fe, and operates four roundtrips per day. These routes serve the more densely populated areas
within NCRTD's vast jurisdiction.
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figure 3: NCRTD Annual Beardings by Route
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Weekday Ridership

Total weekday system ridership is approximately 1,000 passenger boardings per day. Over haif of these
boardings occur on the top four routes, which includes the three core routes.

Figure 4; NCRTD Weekday Boardings by Route
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NCRTD Productivity

Productivity is a service effectiveness metric that measures ridership (passenger boardings) per unit of
service, making it possible to compare the performance of similar types of routes with greatly differing
ridership and service levels. In fiscal year 2016, NCRTD transported 268,050 passengers in just over
45,000 revenue hours. NCRTDYs average productivity acrass alf routes is 4.8 passengers per revenue
hour. NCRTD's top three most productive routes carry between 11 and 13 passengers per revenue hour.

Route 340 Chile Line has the highest productivity within the NCRTD system, at 15 passengers per
revenue hour. This route operates at a regular frequency ranging 30-45 minutes throughout the Town of
Taos. The three routes with the highest ridership are also the most productive, indicating a positive
balance between current transit supply and demand. Four routes generate fewer than two passengers
per revenue hour.

Figure 5: NCRTD Annual Route Productivity
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Source: 5311 Ridership Spreadsheet; Master Ridership Tracking Qocument (June 2016); *only portiol FY16 dato available: 255
Mountain Troil began operations September 2015, 260 La Cienega began operations March 2016

NCRTD Financial Effectiveness

Farebox Recovery Ratio

NCRTD is largely a fare-free system. NCRTD charges a fixed fare for its demand response services as well
as for its premium 255 Mountain Trail and 305 Taos Express routes. Farebox recovery is the ratio of fare
revenue to operating costs. The higher the farebox recovery, the lower the subsidy a route requires to
operate, leaving more funding avaiable to operate more service, Routes with a high farebox recovery
ratio have the greatest share of the operating cost paid by passengers.
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MCRTO's 255 Mountain Trail has a farebox recovery ratic of 17 percent according to the latest budget
data. Passenger fares make up approximately 17 percent of total revenues for this route, while member
local match funds contribute nearly 60 percent.

While NCRTD does not evaluate individual operating costs for the 305 Taos Exprass compared to other
rautes, the District estimates cost allocations per route. Thus, given the most recent allocations, Taos
Express’ farebox recovery ratio is estimated to be 10 percent.

Operating Cost Per Passenger

The cost per boarding measures operating costs on a per passenger boarding basis. Operating costs can
be reduced through efficient service design, efficient scheduling, and lower resource requirements.

Routes 100 and 200 continue to be top performers within the NCRTD system with average costs
between $6 and $8 per passenger. The cost per passenger by route varies significantly between NCRTD's
top perfarmers and routes that are heavily subsidized such as the 305 Taos Express, with a difference of
nearly $80 per passenger. The 305 Taos Express operates on weekends only, while most NCRTD routes
aperate five days a week,

Figure 6: NCRTD Cost Per Passenger by Route®
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* Operating cost per passenger Is calculated by dividing route operational costs by passenger boardings. This metric
does not include any applicable farebox revenue to offset operating costs.

12

134




Santa Fe Trails Service Structure, Design, and Role
Service Area

Santa Fe Trails began service in 1992 and currently operates within a 52.5-square mile service area in
the City of Santa Fe, New Mexico and a small portion of Santa Fe County (Community College district}.
Santa Fe Trails provides a small urban transit system for the City, extending out into Santa Fe County
through its fixed route and paratransit service. The City of Santa Fe currently has a population of about
23,200.

In addition ta being home to a sizeable population, Santa Fe hosts a number of visitors and commuters.
Santa Fe is the state capital of New Mexico and is also home to several state agencies and governmental
offices. Asmall number of colleges and universities are located within north-central New Mexico,
making up a student population of approximately 14,218, more than half of which attend school within
the city of Santa Fe. Additionally, Santa Fe MPO’s Metropolitan Transit Plan 2015-2040 reports that
approximately ane million tourists visit the city and its historic downtown each year.

Due to the city’s attraction as a major employment and tourist destination, Santa Fe Trails must cater to
both regular resident riders and tourists throughout the year. Santa Fe's denser, more centralized
service area requires a different level of service than NCRTD's regional role. The following section
discusses the design of the Santa Fe Tralls system and how it serves the city of Santa Fe.

Network Qverview

Santa Fe Trails operates ten fixed-routes, two Santa Fe Pick-Up shuttle routes, and Santa Fe Ride
paratransit services. All but two of Santa Fe Trails’ fixed-routes operate Monday-Saturday and more
than half operate seven days a week, all with a scheduled frequency throughout the service day. Santa
Fe Trails charges a base fare of 51.00 per trip on its fixed-route service and provides fare-free downtown
tircufator shuttle service every day marketed as the “Santa Fe Pick-Up”. Santa Fe Trails’ paratransit
service fare (s $2.00 per trip for eligible passengers and $5.00 per trip for seniors. Seniors are granted
automatic eligibility at this premium fare, and may still apply far paratransit service as an ADA-eligible
passenger,

Santa Fe Trails operates primarily local service. Some kay routes facilitate everyday residential and
cammuter travel, while others serve tourists traveling throughout downtown, Santa Fe Trails’” urban
routes serve key destinations such as shepping plazas, Rail Runner stations, historic landmarks, and
other activity centers. Several high traffic carridors feature many commercial and retail destinations.
The Santa Fe Pick-Up offers downtown circulation for residents, employees, and tourists.

There are five main transit connection points within Santa Fe: Santa Fe Place Mall, Santa Fe Depot,
South Capital and 599 Rail Runner stations, and Sheridan Transit Center. Thase locations allow for
connections between NCRTD and Santa Fe Trails routes, in addition to other regional transit providers
such as NMDOT Park and Ride and the Rail Runner Express.
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Figure 7: Santa Fe Trails Network
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Table 3: Santa Fe Troils Routes

- SantafeTrmilsRoutes. -
Route Service Key Fare Frc(e::.i::r;cy Span Span Span
i . Saturd
Type Corridors (AM/PM) (Weekday) | (Saturday) | (Sunday)
. 5:56 AM— | 8:11 AM— | 8:30 AM—
1 Local Agua Fria $1.00 | 30;60 9:58 PM .53 PM 6:08 PM
Cerrillos 5:30 AM— | 8:15 AM— | B:30 AM—
2 | local Road 51.00 | 15;30 10:16PM | 8:10PM | 6:46 PM
. ) 5:41 AM— 8:03 AM— 9:00 AM—
4 Local Southside $1.00 | 30; 60 10:30 PM 7-70 PM 5:1% PM
6:26 AM— | 9:20 AM—
5 Local Crosstown | S$1.00 | 60 751 PM 515 PM —
5:41 AM— | 9111 AM—
6 Local Rodeo Read | $1.00 | 60 8:02 PM 703 PM —
Santa Fe
. 7:30 AM—
21 Local Community | $1.00 | 60 10:04 PM —
{oliege
HSD/Rancho 7:09 AM—
22 Local Viejo $1.00 | 60 624 PM —
Country . 5:57 AM— | 8:18 AM~—~ | 3:18 AM—
24| tocal Club S100 13570 | ohopm | easpm | 5:38PM
Santa Fe 8:05 AM— | 8:38 AM— | 8:38 AM—
26 | Local Place 100 | 70 7.05fM | 6:28PM | 5:18PM
10:20 10:15
M | tocal MU 1$1.00 | 60 o ﬁ‘m T | AM—6:04 | AM—5:59
‘ PM PM
Santa Fe Pick Up Routes
:'iss’;’i”cf Downtawn | c 10 6:30 AM— | 8:30AM— | 10:00AM—
circulator wntown | Free 5:30 PM 5:30PM | 5:30PM
shuttie
Museum | Downtown | Museum Er 30 10:00 AM— | 10:00AM— | 10:00AM—
shuttle | circulator | Hill ee 530PM | 5:30PM | 5:30PM
Frequency and Span

Santa Fe Trails routes operate more often with frequencies ranging between 10 to 70 minutes, The
Historic District Shuttle, a Santa Fe Pick-Up route, operates at the highest frequency in the Santa Fe
Trails system. This shuttle, geared towards tourists, connects major destinations within downtown Santa
Fe such as the capitol, visitor's center, canvention center, and historic plaza. Half of Santa Fe Trails
routes operate on an hourly frequency, while other roytaes vary between 12 and 7Q¢-minute frequencies.

Santa Fe Trails’ weekday fixed-route service operates from approximately 5:30 AM to 10:30 PM. Santa
Fe Trails offers Saturday service on ten routes between approximately 8:00 AM and 8:00 PM, and
Sunday service on eight routes between approximately 8:15 AM and 6:45 PM. n addition to fixed-route
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service, Santa Fe Trails provides the supplemental Santa Fe Ride paratransit service. Santa Fe Ride
operates during the same days and haurs of operation as fixed-route service.

Role

Compared to the Blue Bus, Santa Fe Trails provides more frequent service that can be used for a variety
of trip purposes. Santa Fe Trails is designed to provide local, community circulation. Most of the routes
will stilt require some level of advanced trip planning, but the service levels offer more flexibility.

Santa Fe Trails Planning and Operations
Service Planning

There is no formal planning element within the City of Santa Fe Transit Division. The Division's guiding
docurnents are the City of Santa Fe’s 1999 General Plan and Santa Fe MPO’s Transportation Plan 2015-
2040. These documents provide only general transit goals for the city and greater region, highlighting
the importance of a multimodal transportation system; there is no element of on-going service planning
and adjustment.

Fleet Operation and Maintenance

Santa Fe Trails operates 2 total of 62 vehicles comprised of 34 buses, 18 paratransit vehicles, and 16
support vehicles. The agency currently has a contract with Clean Energy to fuel its bus fleet entirely with
compressed natural gas (CNG). Santa Fe Trails’ goal is ta fuel its entire vehicle fleet with CNG, and is
exploring options to take over the fueling process once this cantract expires.

Santa Fe Trails’ maintenance facility has a slow-fill system to fuel its vehicles as well as one slow and one
fast-fill pump for public use, enabling City Solid Waste trucks and NCRTD vehicles to use CNG. The
agency is able to perform heavy-duty maintenance for its fleet at Santa Fe Trails’ main facility, although
some af the unit re-buitd efforts are performed via external contract.

Fleet Technology

Santa Fe Trails’ buses are outfitted with Genfare’s Qdyssey farebox, which allows the agency to sell bus
passes onboard. The agency also uses RouteMatch software to provide RouteShaout, a real-time bus
tracker that allows riders to text for arrival information at a given stap.®

Santa fe Trails Performance
Historic Ridership

Santa Fe Trails ridership has experienced overalf growth since 2007, transparting roughly ane million
annual passengers for the last several years. Ridership peaked in 2013 at 1,065,690 passengers and has
slightly declined in the foliowing years. In the {ast fiscal year, Santa Fe Trails transported 936,579 riders.

While Santa Fe Trails service has remained unchanged in recent years, fixed route system ridership has
expertienced a 12 percent decline in annual boardings since 2014. This has conformed with national

8 See www.takethetrails.com
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trends in transit ridership which have shown a decline over the past few years. A variety of local market
factors have likely influenced this decline, including lowered gas prices {gasoline prices have hovered
around the low 52 per gallon}, lowered tocal empioyment due to a decline in state governmental activity
resulting from state budget constraints {Santa Fe is the state capital and declining ofl and gas revenue
has impacted state revenue and therefore state governmental activity), and the availability of
alternative modes such as Uber and Lyft. Taken collectively these have resuited in a reduction in transit
usage. Proactive service planning and associated adjustments may better address declining ridership in
future years and attract some discretionary ridership.

Figure 8; Santu Fe Trails Historic Ridership
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System Ridership

Santa Fe Trails’ core spine consists of Routes 2 (Cerrilios Road), 4 (Southside}, and 1 {Agua Fria). These
three routes operate with relatively high frequency ranging 15-30 minutes, and run zlong three central
corridors into downtown, The routes are spaced roughly half a mile from each other for the majority of
their length.

Route 2 alone makes up approximately half of Santa Fe Trails’ total ridership and operates far above the
system’s average annual boardings. This route connects the downtown transit center to Santa Fe Place,
a shopping mail in the center of town. Route 2 stops along popular destinations such as Santa Fe Depot
and South Capitol stations, with endpoints that connect to other Santa Fe Trails and NCRTD routes.
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Figure 9: Santa Fe Annuai Boardings by Route
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Weekday Ridership

Santa Fe Trails total weekday system ridership is approximately 3,200 passenger boardings per day.
Figure 10 shows the distribution of these average weekday boardings across the system. As with annual

system ridership, nearly half of all daily beardings occur along Route 2.

Figure 10: Santa fe Trails Weekday Beardings by Route
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Weekend Ridership

A majority of Trails route operate on Saturday, and more than half operate on Sunday as well. According
to Santa Fe Trails’ 2015 NTD report, Saturday ridership averages just over 2,800 passengers, while
Sunday ridership is approximately 1,400 passengers.

Route Productivity

System-wide passengers per revenue hour (PPRH) is calculated by dividing system ridership by tota)
number of revenue hours and can help measure a system’s effectiveness. Santa Fe Trails’ system-wide
PPRH is 12.7 for fiscal year 2016, in which Santa Fe Trails transported a total of 536,579 passengers
acrass its system. Figure 11 shows Santa Fe Trails productivity by individual route. Route 2 is the most
popular route in the system and has the highest rate of productivity.

Figure 11. Santa Fe Troils Route Productivity

30

15
20
16 -
5
0
2

o

Passengers Per Revenue Hour
2
L

Trails System Average

AN TR TES GER SEF WA AWA I AR Y AR aah e b A aEE s e S
] . .

& {((_@ o9 ) %&@ & &

R & S

& o &
o

3= R

Route

Source: 5anta Fe Monthly Ridership by Route; SFT Hours_Miles FY15-16
Santa Fe Traifs Financial Effectiveness

Farebox Recovery Ratig

Santa Fe Trails does not measure operating expenses by route, but evaluates this cost on a system-wide
basis. Therefore, similar cost-specific financial effectiveness is not available for Santa Fe Trails. Santa Fe
Trails’ system-wide fixed-route farebox recovery ratio is approximately 4.5 percent when evaluating
total passenger fare revenue and operating expenses for its fixed-route service. The agency’s paratransit
farebox recovery ratio is approximately 3 percent,
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Operating Cost Per Passenger

The cost per boarding measures operating costs on a per passenger boarding basis. Route 2 continues to
be a top performer within the Santa Fe Trails system with an average cost of just under $3.50 per
passenger. The cost per passenger by route varies between Santa Fe Trails’ top performers and routes
that are heavily subsidized such as Route 21, with a difference of over $36 per passenger.

Figure 12: Santa Fe Trolls Cost Per Passenger by Route’
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Connecting Statewide Service Providers

NCRTD provides regional fifeline transit options far a large mostly ruraf and partially urban service area,
while Santa Fe Trails provides community circulation for a much more centralized city population,
Together, these two agencies help connect Santa Fe to other parts of the state by combining both
regional and local service types. The transit hubs created by NCRTD and Santa Fe Trails are critical for
both area residents and visitors. These passengers can make connections to cities such as Albugquergue
and Las Vegas by transferring in Santa Fe, Thus, individuals in distant areas of New Mexico can utilize
these regional transit providers to reach their ultimate destinations in Santa Fe.

Other transit providers in the region include the New Mexico Department of Transportation (NMDOT)
Park and Ride and the Rail Runner Express. These providers operate simitarly to NCRTD by providing
regional access to jobs and schools in the greater Santa Fe area. Appendices A, B, and Cinclude system
maps for NMDOT Park and Ride and Rail Runner Express.

7 Operating cost per passenger is caleulated by dividing route operational costs by passetger bodrdings. This metric
does not include any applicable farehox revenue to offset operating costs.
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The New Mexico Rail Runner Express has three major rail stations in Santa Fe--Santa Fe Depot, South
Capital Station, and NW 593 Station. This rail service provides regional premium fare connections to
3anta Fe and Taos via connectiag bus, and direct rail service as far south as Atbuguergue and Belen, Rio
Metro, a neighboring regional transit district, operates the Rail Runner Express.

- The NMDOT Park & Ride service operates nine routes and three station shuttles throughout New
Mexico. All but two routes serve North Central New Mexico, mostly withint the NCRTD service area and
charge a premium fare, Several routes connect Santa Fe to other major cities in the state, such as
Albuquerque, Las Vegas, Espafiola, and Los Alamos. NMDOT Park & Ride shuttles provide service to
Santa Fe’s rail stations.,
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Key Consideratians for Cansolidation

The following section will provide an overview of the key considerations within this study. This includes
the inherited roles of each agency and how they operate and perform. Each agency is designed to
provide differant types of services, and operate at different fevels. The following table includes a high-
level comparisan of agency operations, This section will also include potential efficiencies that could be
achieved through consolidation.

Figure 13: Study Area
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Agency Characteristics

* NECRTD Santa Fe Trails
Service Area 10,079-square miles 52.5-square miles
Service Area
population 235,000 L83,200
N
umber of 24 12
Routes
Typical Days of .
Service Monday - Friday Sunday - Saturday
Frequency Trip-based, ranges 15-120 minutes 15-70 minutes
Span ©:00 AM to 7:00 PM 5:30 AM to 10:20 PM
Fare Mostly fare-free $1.00
FY 2016 Annual
Ridership 268,050 936,579
Average
Weekday 1,000 passengers per weekday 3,200 passengers per weekday
Ridership
Fixed-Route
System 4.8 passengers per revenue hour 12.7 passengers per revanue hour
Productivity
Fixed-Route .
Farebox 13.5 pe8 rcent on its two fare-based 4.5 percent®
routes
Recovery
System Roles by Design

NCRTD and Santa Fe Trails provide different levels of service to the greater Santa Fe region. NCRTD
provides rural lifeline service through its trip-based system while Santa Fe Trails provides frequent
community service in its smaller, more urban setting.

NCRTD's system has long and much less frequent routes, providing pre-planned travel between cities
within its jurisdiction. NCRTD's service is distinctly rural in general character, as it focuses an connecting
major destinations in a relatively low density service area, NCRTD's jurisdiction is vast—nearly 250 times
farger than Santa Fe Trails’ service area—and operates twice as many routes albeit with much less
service intensity. NCRTD's systam is built for lifeline mobility rather than spontaneous or unplanned
transit use. Alternatively, Santa Fe Trails pravides more frequent service for a small urban area. Santa Fe
Trails enables regular travel across its city and circulation within downtown, lending itself to lifestyle
transit options for both residents and visitors,

3 Applias to NCRTD's two premium routes 255 Mountain Trail and 305 Taos Express
? Fixad-route farebox recovery rate; Santa Fe 2015 NTD Submittal
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Agency Operations—Differing Fare Structures

One potential challenge in consolidation is the difference in fare structure between the two agencies.
Almost all NCRTD routes are fare-free while Santa Fe Trails charges a base fare of $1.00, While the
amount of farebox revenue currently received by each system is relatively small, the issue in terms of
service policy for the customer in a consolidated system is noteworthy.'° These differing fare structures
are an issue to be addressed as part of the potential consolidation, as it could influence the ability for
service integration/interlining, associated levels of service, systern complexity and potential funding
sources. Santa Fe Trails has defended the need to have a fare on their small size urban bus system
despite the low farebox recovery ratio as a way to manage demand for fixed route and paratransit
services. This fare policy is consistent with most small urban systems that offer full day fixed route
service.

Agency Operations—Fleet Maintenance

NCRTD's and Santa Fe Trails’ fleets have distinctly different characteristics as well. While all of Santa Fe
Trails’ buses are fueled by compressed natural gas, the majority of NCRTD's fleet is fueled by diesel or
gasoline. Santa Fe Trails is able to fuel its vehicles at its own maintenance facility, while NCRTD currently
fuels off-site,

While both agencies have comparable fleet sizes overall, within the range of 55-65, these buses are
configured and utilized in very different ways. NCRTD disperses their fleet of small van type vehicles
over 24 routes and four counties for a variety of trips. 5anta Fe Trails, on the gther hand, concentrates
their heavy-duty transit fleet of similar size within a small territory ta allow for mere frequent service
along a few main corridors. In a consolidated operation, the consideration and balancing of frequency
and coverage with current fieet sizes hecomes even more critical.

Santa Fe Trails buses are typically larger than the NCRTD 8lue Bus fleet, requiring heavy-duty
maintenance that Santa Fe Trails can perform largely in-house. NCRTD does have a variety of generally
smaller bus sizes, and #ts current maintenance facilities are capable of light and some medium-duty
maintenance only. Agency consolidation would improve regional integration of vehicle maintenance and
significantly decrease associated costs for NCRTD. The underiying question, however, is if the current
capacity of existing facilities could accommodate the maintenance needs of the two agencies. Santa Fe
Trails’ maintenance operation would likely need additional {including overnight) daily (including
weekends) shifts to properly maintain both agencies’ vehicles. Santa Fe Trails has indicated that there is
insufficient space to accommodate the maintenance of additional vehicles.™ A detailed review of this
capacity in terms of additional work shifts, fueling capability, lift/pit capability, and parts
compatibility/storage should be considered if consolidation moves forward.

System Performance

Santa Fe Trails’ urban system carries many more riders than NCRTD's rural service. In FY 2016, NCRTD
and Santa Fe Trails transported a total of 1,186,220 passengers, most of which occurred on the Santa Fe

W ganta Fe Trails’ system wide farebox recovery ratio is 4,5%. The NCRTD system is largely fare free, except for its
two premium routes—255 Mauntain Trail and 305 Taos Express.

1 santa Fe Trails currently operates faur weekly averiapping shifts when fully staffed: {5:00 AM to 2:00 PM; 9:00
AN to 6:00 PM; 12:00 PM to 9:00 PM; and 2:00 PM to 11:00 PM),
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Trails system (Figure 14). In the past several years, Santa Fe County riders have accounted far roughly
one quarter of NCRTD's ridership. This proportion has slightly decreased in the last year as the town of
Taos has become a greater stakeholder in NCRTD service through the Chile fine acquisition.

On an average weekday, Santa Fe Trails transports more than three times the number of passengers
than NCRTD. One particularly popular Santa Fe Trails line, Route 2 along Cerrillos Road, transports more
passengers on an average weekday than the entire NCRTD system. This is due to the dense,
concentrated nature of Santa Fe relative to the rest of NCRYD's service territory. It is in these
comparisons that NCRTD's rural service and Santa Fe Trails” urban service become even more distinct,

in terms of system productivity, NCRTD operates an average of 4.8 passengers per revenue hours (PPRH)
across 24 routes, while Santa Fe Trails operates at a rate of 12.7 PPRH across 12 routes, Across each
agency’s fixed-route service, Santa Fe Trails operated a total of 71,269 revenue hours and NCRTD
operated a total of 45,040 revenue hours in fiscal year 2016.

Figure 14: Annual System Ridership—NCRTD and Santa Fe Trails

1,200,000
1,000,000
Santa Fe Trails

800,000
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Annual Ridership
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200,000 —
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Source: Master Ridership Tracking June 2016; Sonta Fe Monthly System Ridership

Potential Efficiencies

While there is overlap in the service areas of the two agencies, there is not much duplication in actual
service. While both agencies serve major destinations around Santa Fe, such as Rail Runner stations,
NCRTOD typically provides lang-distance trips across the region while Santa Fe Trails provides frequent
short-distance trips within Santa Fe. A consolidation could provide further opportunities for
coordination and timed transfers at Santa Fe transit centers, Rail Runner stations, and NMDOT pick up
locations.
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Active Planning

Agency consolidation would require a higher level of active service planning. A performance-based
approach to service planning could help balance resources in an expanded service area. Balancing
service needs of high-demand corridors and opportunities for service efficiency enhancements on
routes with low productivity is especially necessary in such a complex consolidation. It appears that
NCRTD employs an ongoing service planning effort while Santa Fe Trails seems to be static in this regard.

NCRTD has acknowledged the opportunity for interlining within its own agency, specifically in corridors
with high ridership and service. In NCRTD's Transit Service Plan, the agency noted the corridors
connecting Espafiola to Santa Fe and Taos as areas demanding & higher number of NCRTD buses relative
to the rest of the system. In a consolidated operation, the agencies could potentiaily identify other
major corridors with overlapping service to improve regional transit efficiency. A motivating force
behind this study is to evaluate options for improving regional transit effectiveness, and the potential
for resource maximization is a critical factor. Through consalidation, the agencies could assess regional
transit needs on a larger scale. This waould be most beneficial to the City of Santa Fe given their current
small leve! of transit service planning efforts. As an example, the basic schedule making process and
associated adjustments to optinmize service and minimize cost could be updated by utilizing modern
scheduling techniques and software as part of a routinized process.
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Appendix A; Roil Ruaner Express System Map
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Appendix B: MMDOT Park & Ride Shuttles Santa Fe
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Appendix C: North-Central NMDOT Park & Ride Map
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North Central RTD and City of Santa Fe Transit System
Consolidation Study

Task 2E — Paratransit, Dial-A-Ride, Demand Responsive
Service Evaluation
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Paratransit Service Analysis

Introduction

The Americans with Disability Act (ADA} requires that all recipients of federal transit funding provide
wheelchair accessible paratransit service for mobility impaired customers, This demand responsive
service i5 in addition to the requirement that all fixed route service be wheelchair accessible. The
specified minimum geographic coverage of the paratransit service is % of a mile of the fixed route
canfiguration with span of service equaling the fixed route service and fares limited to na more than
twice the regular full fare.

The following details the paratransit services operated by NCRTD and SFT, both those that comply with
the federal requirement, as well as any other specialized paratransit that they provide.

NCRTD

NCRTD provides fare-free curb-to-curb service for ADA paratransit-eligible passengers to complemant its
fixed-route service. Door-to-door service is available for a fare of $1.00 each way. Trip type
differentiation for the various paratransit and demand responsive services is further outlined in Table 2
below. Trip requests can be made via telephone between one to four days in advance with both regutar
reservation and subscription services available. NCRTD paratransit service operates Monday through
Friday, 6:00 am to 6:00 pm.

NCRTD's paratransit service has identified two main service areas: the core Espafiola-area and expansive
regional-area fixed-route territories and the Chile Ride in Taos. NCRTD provides complementary ADA
paratransit service within the City of Espancla and Taos, its core service area. For routes outside of this
area, the fixed-route bus will “flex” up to three-quarters of a mile of fixed-route service for quafifying
individuals, This is known as NCRTD Flex service, NCRTD Flex Service can also be scheduled to
accommodate transfers to ADA service provided by other regional agencies. Table 1 Yists the routes that
offer this flex service. Table 2 provides an overview of alf NCRTD's non-fixed-route servicas.

The Espaiiola-area territory includes service within the same area as Demand-Response service,
incorporating a fifteen-mile radius of the Espafiola Park & Ride Iot. Demand-Response is available to
residents who do not have a fixed route readily available to them. Paratransit service within the
regionai-area fixed-route territory extends to within three-quarters of a mile of regional fixed-route
service, as mandated by the FTA's paratransit guidelines. This includes necessary road-to-driveway,
curb-to-curb, and dear-to-door service when roadway conditions meet NCRTD safety standards.

Table 1: NCRTD Flex Service

NCRTD Flex Service

Fixed-Routes Flex Routes
100 Riverside 160 Santa Clara
110 Westside Espafiols 180 EIRito
340 Chile Line Red 190 Chama

200 Santa Fe

220 Tesugue

230 San lidefonso

153




255 Mountain Trail
260 La Cienega
270 Turquoise Trail
280 Eldorado

290 Edgewood
300 Taos

305 Taos Express
310 Red River

320 Questa

330 Peiiasco

341 TSV Green

350 UNM Taos

360 Tres Piedras
400 Los Alamos Route

Table 2: NCRTD Paratransit, Demand-Response, and Diol-A-Ride Services

Table 2: NCRTD Paratransit, Demand-Response, and Dial-A-Ride Services

Sewvice Service Area Price Type!

ADA Paratransit City o f Espafiola core Free Curb-to-Curh
service area

ADA Paratransit City of Espafiola core | ¢ 49 Daor-to-Door
service area

RTD Chtle_RlDE —ADA Town of Taos Free Curk-to-Curb

Paratransit
Rio Arriba County and

Demand-Response City of Espafiola’ $1.00 Curb-to-Curb

Dial-A-Ride Pojoague-Nambé area | Free Curb-to-Curb
Fixed-route buses will

NCRTD Flex Service fiex” up to ¥ of a mile Free Origin-to-destination

off fixed-route for
qualifying ADA persons

Paratransit Policies

NCRTD's paratransit eligibility process inciudes an application and professional verification form. This
requires a licensed healthcare professional to provide information on an individual’s disability. Eligibility
is based upon four main criteria that includes complications in reaching origins and destinations from
fixed-route service bus stops; ease of boarding and alighting vehicles; destination recognition; and trip
transfers. These and related tests are applied when processing candidates for paratransit service
eligibility.

! Door-to-Door service available upon reguest, as roadway conditions permit
2 Also includes residents within a 15-mile radius of the Espafiola Park and Ride or those that do not have a fixed-
route available to them
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Paratransit service access is granted to individuals for all trave! needs or on a trip-by-trip basis. Trip-by-
trip eligibility enables curb-ta-curh or roadway-to-driveway service when certain circumstances, such as
weather and inaccessibility, prevent individuals from traveling freely.

NCRTD paratransit service permits any trip type, doas not prioritize by trip purpose, and does not
restrict the number of trips an individual can take. In order to monitor the availability of paratransit
service, NCRTD collects data on the number of late pick-ups and drop-offs, missed or denied trips,
missed reservation calls, and trips of excessive length. This data then guides the decision-making process
in adjusting paratransit capacity for the system.

ADA Transition Plan

In 2015, NCRTD implemented its ADA Transition Plan. This plan specifies and prioritizes bus stops that
require modifications in order to become ADA caompliant. The district conducted an inventory of all
transit staps in the system using a self-evaluation form that assesses level of impact and required
investment for stop compliance, NCRTD has budgeted for the implementation of this plan through FY
2017,

Demand-Respanse and Dial-A-Ride Services

Demand-Response and Pojoaque-Nambé Dial-A-Ride services were designed to supplement the network
in areas with limited access to fived-route service. Both Demand-Response and Dial-A-Ride provide curb-
to-curh setvice, while door-to-door service is considered on an individual basis. Dial-A-Ride service is
limited solely to the Pojoaque-Nambé area.

Reservation and subscription services are available for Demand-Response and Dial-A-Ride trips via
telephone. Demand-Response service charges a one-way fare of 51.00, while Dial-A-Ride is fare-free.
The generai public can request flex service within three-quarters of a mile of the fixed-route network for
a fare of $10.00. This flex service is fare-free for ADA passengers.

NCRTD Demand-Response service provides coverage to residents of Ria Arriba County and the City of
Espafioia that do not have access to fixed-route service. This also incorporates a 15-mile radius of the
Espafiola Park and Ride Lot within Rio Arriba County operates from 6:00 a.m. to 6:00 p.m., Monday
through Friday. NCRTD’s Dial-A-Ride serves residents of the Pojoaque-Nambé area and operates from
2:00 a.m. through 4:00 p.m., Monday through Friday.

Chile Ride Paratransit and Demand-Response Performance

In fiscal year 2015-2018, the Chile Ride carried an average of 0.8 passengers per revenue hour (PPRH).
The Chile Ride provided 1,136 trips during this time with a total of 8,495 revenue miles. NCRTD's
Demand-Response ADA service carried an average of 1.8 PPRH. This service provided 2,001 trips in fiscal
year 2015-2016.

In the same year, NCRTD's non-ADA demand-response service carried 1.8 PPRH for a total of 4,870 trips.
Both ADA and non-ADA Demand-Response services had the same rate of productivity. The Pojoagque-
Nambé Dial-A-Ride service provided 1,093 trips at a rate of 1.7 PPRH. NCRT('s system average on its
fixed-routes is 4.8 PPRH,
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Santa Fe Trails
Paratransit Services

Santa Fe Trails does not have Demand-Respanse or Dial-A-Ride services within its territory, but does
provide ADA paratransit services through Santa Fe Ride. The sarvice is a van or sedan shared-ride service
that is available to eligible paratransit passengers at a fare of $2.00 per one-way trip. Senior citizens not
otherwise efigible for ADA service are able to use this service at a fare of $5.00 per one-way trip. Santa
Fe Ride operates the same hours as the Santa Fe Trails fixed route bus system, seven days a week.

Santa Fe Ride’s paratransit service corridors extend to three-quarters of a mile on each side of all fixed-
routes, plus three-guarters of & mile radius at the ends of each fixed-route. For areas in the core service
area within the boundaries of the City of Santa Fe that are not within a fixed-route corridor, Santa fe
Ride will provide service to areas surrounded by corridors. As noted in the succeeding table, if there is a
gap within the service area between corridors, 5anta Fe Ride will still serve that gap.

Paratransit Policies

Santa Fe Ride’s paratransit eligibility process includes an application and professional verification form.
This requires a physiclan, nurse, or social worker to provide information on an individual’s disability.
Paratransit service is automatically granted to senior citizens at a premium fare of $5.00 per ane-way
trip.

Santa Fe Ride primarily provides curb-to-curb service but can provide door-to-door service upon
request. Personal care attendants ride the service for free if assistance is required.

Similar to NCRTD's service, Santa Fe Ride permits any trip type, does not prioritize by trip purpose, and
does nat restrict the number of trips an individual can take. In order to monitor the availability of
paratransit service, Santa Fe Trails collects data on the number of late pick-ups and drop-offs, missed or
denied trips, missed reservation calls, and trips with excessive ride time. This data then guides the
decision-making process in adjusting paratransit capacity for the Tralls system.

Paratransit Performance

in fiscal year 2015-2016, Santa Fe Ride provided 37,720 ADA passenger trips and 39,570 total trips,
which includes service for senior citizens. On an average weekday, Santa Fe Ride provided 128 trips per
day with approximately 9 vehicles in operation per day, while Saturday averaged 71 trips on 5 vehicles
and Sunday averaged 51 trips on 4 vehicles. Qverall, Santa Fe Ride's praductivity averaged about 1.8
passenger trips per revenue hour for all trip types.

In its 2015 NTD report, Santa Fe Trails reported $2,037,430 in ADA-related expenses. Paratransit fares in
this same period amounted to just aver $70,000, making Santa Fe Ride’s farehox recovery roughly 3
percent, The FTA's 2015 National Transit Summaries & Trends Report cites that it is common to see low
farebox recovery ratios on demand response services. The report indicated an average farebox recovery
ratio for dernand responsive services of 7.7 percent.
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Paratransit Service Comparison Between NCRTD and Santa Fe Trails

In following ADA paratransit protocol as established by the USDOT, both Santa Fe Ride and NCRTD
paratransit services do not restrict trip purposes or limit service availability. Both agenctes monitor
performance data so as to determine future capacity constraints. NCRTD and Santa Fe Trails primarily
provide curb-to-curb service, but do provide door-to-door service upon request. In fundamental origin-
to-destination paratransit service, the two agencies operate in very similar ways, There are, however, a
few distinct traits that set the two agencies apart.

Service Area

NCRTD's system-wide service area is significantly larger than Santa Fe Trails’, as discussed in the Fixed-
Route Service Evaluation. Each agency operates their paratransit service as corridors within three-
quarters of a mile of fixed-routes {the minimum requirement under ADA), with additional coverage in
main service areas such as Espafiala for NCRTD and central Santa Fe for Santa Fe Trails.

Fare

NCRTD's largely fare-free structure is extended to Its paratransit services as well. For ADA-eligible
passengers, all paratransit services are free and additional door-to-door service can be requested for
$1.00 per one-way trip. Santa Fe Ride charges a fare of $2.00 per one-way trip for ADA-eligible
passengers in conformance with federal paratransit service policy which permits paratransit fares up to
two times the price of regular fixed-route service. Santa Fe Ride also offers a service to all senior citizens
who are not otherwise eligible for ADA service af a fare of $5.00 per one-way trip.

Performance

Both agencies operate with relatively similar productivity. NCRTD's Demand-Response ADA service and
Santa Fe Ride both transport passengers at a rate of 1.8 passengers per revenue hour {PPRH}. In fiscal
year 2015, NCRTD’s combined ADA services transported just over 3,000 trips, and Santa Fe Ride
provided nearly 40,000 trips.

Non-Fixed-Route Service

In addition to ADA paratransit service, NCRTD provides Derand-Response service for a fare of 51.00 per
trip. The agency also provides a fare-free Dial-A-Ride service to a limited service area in the Pojoague-
Nambé area. Besides Santa Fe Trails” paratransit operations, the agency does not have other services to
supplement its fixed-route service.

ADA Complementary Paratransit Services
Santa Fe Trails NCRTD
Within City limits and 3/4-mile buffer of
fixed-route setvice outside the City
Reservations accepted 1-14 days in
Response Time | advance; same-day on demand

Service Area 3/4-mile buffer of fixed-route service

Reservations accepted 1-4 days in

. . advance
reservations when slots are available
Fares $2.00 per one-way trip Fare-free curb-to-curh senvice
Trip Purpose - -
P . p No restrictions No restrictions
Restrictions
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Operating
Hours

Monday - Friday: 6:00 am—10:00 pm
Saturday: 8:00 am-8:00 pm
Sunday: 8:30 am-6:30 pm

Monday — Friday: 6:00 am—6:00 pm
No weekend service

Capacity
Constraints

Performance data collected and
reported to determine capacity
constraints.

Performance data collected and
reported to determine capacity
constraints.

Number ?f 40,000 3,000
Annual Trips
Performance | 1.8 PPRH Demand Response - 1.8 PPRH

Chile Ride — 0.8 PPRH
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Task 3A ~ Financial Analysis of Consolidation Options

Introduction

This document will utilize the data and findings from the Task 2A analysis and subsequent
updates td assess financial opportunities and constraints for consolidation of the North Central
Regional Transit District (NCRTD) and Santa Fe Trails (SFT) operations into a single transit
agency. The most likely critical consideration in the evaluation of the decision to consalidate
will be the ability for these currently independent transit agencies to have a financially
sustainable environment over the short and long term.

The basic premise of this document is that the agencies would operate as a consolidated entity
under an NCRTD managed organization, with FY2019 serving as the first year of the
consolidation far evaluation purposes. However, based on the Task 2A analysis, there are a
number of key financial issues that will have to be considered and addressed priar to any final
decision to cansolidate as well as to facilitate consolidation if such a decision is reached. Given
the criticality of this aspect of the analysis, and its complexity given the various funding streams
associated with each currently independent transit system operation, an Executive Summary
has been provided below followed by a detailed discussion of each of the financial aspects
identified in Task 2A and their applicability in a potential consolidation. This report also
incorporates discussion pertaining to how prioritized investments in NCRTEY's Long Range
Strategic Plan (LRSP), which was created to develop a vision and path to the future for transit
service in NCRTD's current service area and role, can be fulfilled.
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Executive Summary

Based on financial projections and assumptions detailed in this analysis as currently
separate entities, Santa Fe Trails (5FT} is projected to have sufficient operating revenues
from Fiscal Year 2018 through Fiscal Year 2022 to support day-to-day operations and
service levels. However, in that same five-year time period the North Central Regional
Transit District (NCRTD) must rely on drawdowns from their reserve cash balances to
sustain a balanced budget. As a result, NCRTD is forecast to fall below its board required
25% reserve reguirement level by FY2020 given current revenue and expenditure
projections,

The primary source of operating revenues for NCRTD, the 1/8 cent County Regional
Transit Gross Receipts Tax {GRT), is scheduled to sunset in 2023, Approval to extend this
tax, at the same ot at an increased level, is critical to NCRTD's operations and necessary
for any consolidation to be successful. The NCRTD Board, in developing its LRSP in 2015,
recammended a series of action steps to remove the sunset provision to achieve the
future visions and goals of the agency. Removal of the sunset vision and potential
change to the current GRT rate requires voter approval within the four-county region.
This tax currently generates over $7 million per year in revenues for transit operations,
and more than half of it is presently distributed by NCRTD to other regionai providers to
suppaort their transit services.

A consolidated transit agency, under the management of NCRTD, would allow for a
rational and strategic evaluation of required Capita! Improvement needs and priorities
and potentially providing over the longer term some economy by taking advantage of
the synergy affarded by each other’s current separate capital plans. An example would
be the procurement of a consolidated modern fixed route scheduling system.
Additianally, this approach would facilitate a review of the useful remaining life of
existing assets and a transit focused perspective on specific upgrades and replacements
that are necessary L0 improve transit services in the region, particutarly with regard to
implementation of new technologies, consistent with available funding.

$941,000 of annual costs were charged to SFT by other City of Santa Fe departments to
provide a variety of administrative and support functions. Under a consolidated transit
agency, this work would need to be absorbed by NCRTD to align the fwo separate
agencies under a single organization. Similar {o the Capital Program above, it is
anticipated that a consolidated agency would permit NCRTD to absorb these support
expenses at a lower annual cost. An initial assessment of NCRTD hiring raguirements to
replace the services now provided to SFT by City of Santa Fe departments indicates that
a net total of 9 new positions would be needed for the start of consolidation, at a cost of
approximately $470,000 yielding a net savings of approximately $500,000 annually over
SFT expenses for these services.
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*  Dver the longer term through FY2035, consolidation outcomes factoring in personnel
cost savings (after reinvestment of staff resources currently supplied by City of Santa Fe
departments}, and/or adoption of revenue generation strategies such as an increased
regional GRT, would allow for a financially sustainable combined agency that would
have funding available to implement a series of long term strategic initiatives developed
by NCRTD in 2015 for the benefit of transit customers throughout the region.

Overview

The first tab of the enclosed spreadsheet (Figure 1) summarizes the revenue and expenditure
calculations for NCRTD and SFT as separate entities. This spreadsheet provides the starting
paint for the merger scenarios. The forecasts through FY2023 are consistent with projections
summarized in Task 2A and were updated with the following adjustments:

e Al projections have been expanded to extend from an assumed merger beginning
FY2015 through FY2035.

* The scenarios assumed 2 baginning FY2019 reserve fund balance consistent as reflected
in the fund balance analysis for the moderate scenario of the NCRTD LRSP.

*«  SFY oparating expenditure growth assumptions have bean updated o reflecta 3
percent annual growth rate across all expense categaries, consistent with NCRTD
growth assumptions.

= SFT capital expenditures have been updated using the newly provided capital cast
projections with projected revenues from FTA capital grants as presented in Task 2A for
FY2019 - FY2023, and assumed for evaluation purposes in this report to cover 80
percent of fleet replacement costs for FY2024 and beyond (this approach is consistent
with the federal grant projectians for NCRTD as reffected in the fund batance analysis for
the moderate scenaria}.

s Scenarios were evaluated using the Board reserve balance requirements {25% for
F¥2017-2020, 20% for F¥Y2021-2025 and 15% for FY2026-2035) and calculated from the
reported FY2017 starting fund balance as reported in the NCRTD fund balance analysis
for the moderate scenario. A gradual reduction of the current 25% reserve requirement
o 15% beginning in FY2026 was programmed into the analysis. This lowering of the
reserve is consistent with the larger consolidated organization.

This financial assessment is derived by combining all sources of revenues from both aperating
and capital funding mechanisms in place, and comparing these revenues against a combined
projected total of operating and capital expenses in each fiscal year for the period covering
FY2018-2035. This document reviews key assumptions made for revenues and expenses, and
highlights risks and opportunities inherent in these projections as they can impact the potential
for a successful consolidation. The dacument also assesses two potential scenarios and
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outcames for funding the consolidated agency beginning in FY2019, beyond the base case,
which serves as the starting paint for the merger forecast.

Table 7 of the Task 2A analysis as prepared by FHU indicated that NCRTD was projected to have
a balanced budget for the period covering FY2018 through 2022, as anticipated revenues match
combined operating and capital expenditures. However, this calculation does not incorporate
any of the propased strategic investments in NCRTD’s LRSP and is based on currant service
tevels. in addition, FHU has noted in the updated forecast for Task 3A that NCRTD budgets,
when considered as a separate entily under 2 base case scenario, are balanced only as a result
of drawdowns fram the cash balance reserves at amounts that will place reserve balance levels
approximately 11% below the Board approved reserve requirement in FY2020.

Following the five-year outlook, SFT subsequently provided their long-range estimates to
Y2035 for proposed Capital projects. Those expenditures represent an update from the Task
2A report as well since SFT was only able to pravide projected capital revenues for FY2018, For
FY2019 and beyond, this analysis assumes that projected revenues from FTA Capital Grants
would cover 80% of fleet replacement costs through FY2035. This approach is consistent with
the federal grant projections for NCRTD. For this document, SFT pravided updated projections
on funding related to capital grant revenues in FY2018 only, as well as expenditures for the
FY2Z018 to FY2023 period, in addition to cost projections to FY2035 for Capital investments.

NCRTD Revenues

e Almost 2/3 of NCRTD's gross annual revenues are currently generated by the 1/8 cent
County Regional Transit Gross Receipts Tax {GRT) collected in the NCRTD 4-county area.
However, NCRTD retains only 35% to 40% of this revenue as a result of
intergovernmental agreements to support other transit agencies in the region as
elements of this funding, including Rail Runner and Atomic City Transit, as well as
approximately 51 million annually or 14% of the total annual GRT received that is
transferrad to Santa Fe Trails (SFT). The GRT is scheduled to sunset in 2023 unless
extended, and given its significance as the primary source of revenue for NCRTD and
support to other transit agencies in the region, as noted previously, the sunsetissue
must be addressed up front as a central part of any merger discussions. Also, the 14%
of GRT revenues that are currently transferred annually to SFT would remain available
as internal funding under a consolidation scenario of the two agencies. A 3% annual
growth rate in GRT revenues has heen prajected by NCRTD through the FY2035 period.

» The balance of annual revenues is primarily comprised of federal operating grants,
federal capital grants, tribal transit grants, state capitai outlay appropriations, and local
match funds through FY2017. These local match funds are not projected to be received
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beyond 2017. Itis notable that passenger fares comprise less than 1% of NCRTD's
annual overall revenue base, given their largely free fare operation. Also, at [east 10%
of NCRTD's revenue base consists of using cash balances fraom reserve funds set aside
and accumulated annually, for the purposes of meeting capital project match
requirements and service enhancements for a three-year period after implementation.

The projection assumes receipt in FY2021 of approximately $6.1 million in Federal
Transit Administration (FTA) discretionary grant funds to construct a new maintenance
facility in Espanola. This will require a successful application to receive the grant funds,
which is subject to changes in federal funding priorities.

The anticipated continued reliance on the use of reserve funds to support capital match
requirements. This annual drawdown from cash balances will put pressure on NCRTD's
ahility to maintain its Board required commitment of a 25% cash reserve level. The
NCRTD financial reserve policy outlines practices that govern the management of the
District’s financial reserves. This includes a commitment 1o seek to maintain at all times
an amount equaling 25% of its aperating revenue as an unrestricted cash reserve. The
cash reserve policy includes four specific categories of use of the reserve fund: for
operations, capital and capital replacement, service enhancements and debt service. it
should be noted that this 25% cash reserve level as imposed by the NCRTD Board is
three timas the required cash reserve imposed by the New Mexico State Department of
Finance and Administration {DFA) for minimum reserve balance requirements, DFA
requires at all times 2 minimum of one month {approximately 8.3%) of operating
revenue as a cash reserve to meet their requirements. As will be noted later in this
document, the 25% reserve requirement may serve as a substantial impediment to
achieving a successful consolidation effort, particularly in the near term, if not relaxed
or supplemented with significant new revenues. Use of these cash balances resuits in
NCRTO falling below the FY2020 board approved reserve requirement level of 25%, and
reserve fund balances are in a deficit position the following year in FY2021, based on
FHU's updated analysis reflected in the revenue and expenditure comparison tah of the
attached spreadsheet. '

SFT Revenues

Similar to NCRTD, SFT relies primarily on a separate % percent Municipal Gross Receipts
Tax {(MGRT) to provide revenues for transit operations. In the annual budget, the MGRT
generally accounts for more than hailf of all revenues, except in select years where SFT
received a substantially higher amount of federal capital funding {5309} for large facility
projects. Asa result of a local ordinance in effect as of January 2016, SFT began to
receive a more favorable and predictable allocation of GRT revenues from the City of
Santa Fe. The ordinance guaranteed SFT 89% of the % percent gross receipts received;
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prior to implementation of the ordinance SFT received approximately 80-85% of MGRT
receipts, with the balance used to fund other City of Santa Fe priorities. This ordinance
does provide the Transit Division the opportunity to obtain up to 100% of the % percent
GRT if it can show justification for the need of these funds; however, the ability of this to
occur may change with a consolidation.

SFT also receives approximately another $1.0 million revenue per year (about 10% of
their total revenue base) resulting from the NCRTD transfer of the County Regianal
Transit Gross Receipts Tax. This revenue source would presumably remain availabie for
transit use under a consolidated transit entity. With a combination of higher MGRT
revenues generated and the NCRTD transfer of funds, SFT actually is projected to have
an operating funds surplus over the FY2018-22 period averaging $400,000 per year over
the five year period. This is the net result of revised assumptions outlined in this analysis
for projected revenues from FTA capital grants and operating expenditure growth. In
fact, based on the revised capital revenue assumption that 80% of fleet replacement
costs will be covered by Federal funding through FY2034, surpluses are forecast for all
years through FY2034. FY2035 includes a placeholder for a $2.5 million CNG facility
upgrade and, as a result, that final year of the analysis reflects a one year deficit.

The balance of 5FT's revenue base as included in the approved Task 2A report for
FY2017-18 is comprised of federal operating grants ($1.6 million) (approximately 15% of
total revenue), federal capital grants ($3,000,000), primarily for the Downtown Transit
Center construction, passenger fares {approximately 5400,000 combined fixed route
and paratransit), a special use Lodger’s Tax {$300,000) and advertising ($160,000).
Passenger fares only represent 3-4% of the entire revenue base. It must be noted that if
the assumptions made for capital grant expectations for funding capital projects are not
met, this will represent a very significant risk to SFT’'s overall financial position, and the
resulting impact on its operations. The ability of SFT” to successfully plan and implement
capital projects is substantially hindered by the lack of certainty regarding long term
funding. This results in a year to year process for SFT to secure capital funding
approvals, and can resuit in delays for necessary asset replacements and upgrades.

NCRTD Expenses

Personnel costs (salaries and wages plus fringe benefits) account for about 73% of all
operating expenses. The balance of annual expenses is attributabie to materials,
contracts, fuel, tires and other miscellaneous costs. Going forward through FY2035,
operating expenses are projected to increase by 3% per annum in ali categories without
any consideration of a consolidation. Capital expenses through FY2035 represent
mainly fleet replacement purchases, with the exception of the proposed new
maintenance facility, as well as automatic passenger counter and annhunciator
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installations on the vehicle fleet. These are detailed in the agency’s Long Range
Strategic Plan (LRSP) as shown in Figure 6.

SFT Expenses

Direct Personnel costs including benefits represent 72% of operating expenses.
However, this amount excludes almost 10% of total expenses {over $900,000) charged
annually to SFT from other City of Santa Fe departments that perform suppart services
an hehalf of SFT. These support functions include Human Resources, Purchasing,
Janitorial services, Facility Maintenance, Legal, Payroll, Information Technology (1T) and
Tefecom services; services that would need to be provided directly by NCRTD under a
consolidation scenario.

Projected Capital expenses peak during FY2018 as a result of two major facility projects,
the Downtown transit center and the Southside transit center, totaling a combined $5.0
million in planned and funded expenditures. Beyond these two projects, FY2018-2023
Capital expense prajections are limited in scope, largely due to uncertainties regarding
the current City of Santa Fe requirement to have dedicated funding in place for each
proposed project. The only other funded Capital projects in the FY2017/2018 period are
replacement of two fixed route buses and two paratransit vans. Other projects
proposed in the next five years of the SFT Capital plan {bus stop upgrades, paratransit
van and importantly fixed route vehicles) are seeking funding sources. In recent years
the lack of definitive funding appravals for proposed capital investments impedes SFT's
ability to improve their transit operations in an effective way.

It should be noted that SFT has indicated that it expects to issue an RFP shortiy to
design, construct, operate and finance the upgrade of their existing CNG facility. They
anticipate that the capital costs of this proposed upgrade would be repaid over an 8-
year period through the use of a gas compression fee, and that these costs would be
shared with the City of Santa Fe’s Environmental Services Division. SFT states that there
is no anticipated upfront capital costs with this arrangement, therefore this project was
excluded from all financial calculations in this document SFT also projects that far FY2035,
this same CNG facility will require another upgrade. This proposed expense of $2.5
million is included in the analysis as unfunded.

SFT also incurred an annual expense in 2016 and 2017 of approximately $342,000 for
debt service for a New Maxico Finance Authority bus loan due in 2026. The analysis
projects annual payments of $280,000 going farward until the loan is retired in 2026.

The recent ordinance ensuring SFT with a guaranteed minimum of 89% of MGRT will
result in an improved revenue picture to support operating costs. This analysis projects
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operating expenses to increase 3% per annum in all expense categorias, similar to the
NCRTOD projection.

= It will be very important for NCRTD and SFT to carefuily assess the fiscal implications of a
pending City of Santa Fe contract settlement with their current labor organization
{assuming a new contract is reached prior ta any merger) against the current financial
projections for SFT, as the current SFT contract expires in june 2017,

e Current SFT projections reflect a surplus averaging approximately $1 million per year
starting in FY2023 until FY2034, after operating costs and debt service payments. This
can serve as a cushion or hedge against revenue shortfalls or higher than anticipated
expenses in future years, and also can be used to fully fund their proposed capital
requirements if expected Federal funding does not materialize at forecasted levels.

Analysis of Scenarios

In addition to the baseline case scenario, which represents Scenario 1, two other future
financial scenarios were explored to determine what mix of new revenues, cost savings and
elimination of revenues might serve to place a consolidated transit agency on a fiscally
sustainable path, starting in FY2019. A brief definition of the three scenarios and associated
assumptions is as follows:

Scenario 1 — consolidation with no cost savings — baseline.

Scenarig 2 - consolidation with $500,000 operational savings heginning in FY201% and growing

by 3 percent annually, S0 capital savings and elimination of the Lodgers’ Tax as a revenue
stream beginning in FY2021.

Scenaria 3 — consolidation with 5500,000 operational savings beginning in FY2019 and growing

by 3 percent annually, SO capital savings, removal of SFT GRT, implementation of 1/3 cent
Regional GRT across the four-county NCRTD Region, and eliminatign of the Lodgers’ Tax as a

revenue stream beginning in FY2021.

Assumptions for All Scenarios
» Scenarios were evaluated using the Board reserve balance requirements as modified

over the full-time period as agreed to by NCRTD {25% for 2017-2020, 20% for 2021-2025
and 15% for 2026-2035} and calculated from the reported FY 2017 starting fund balance
as reported in the NCRTD fund balance analysis for the moderate scenario. The
exception relates to the FY2017 opening fund balance which comes from the Audited
FY2016 “Ending Fund Balance” as reparted in the Fund Balance Analysis Moderate
{Capital Plan FY2017-FY2028 for budget FY18 v2).
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» Consistent with Task 24, sources for revenue/expenditures are from NCRTD Long Range
Financial Strategic Plan and Fund Balance Analysis ~ Moderate Scenario (FY2017 Final
Corrected v2), City of Santa Fe FY2016/17 Proposed Budget, Santa Fe Trails NTD data

e Scenarios were also evaluated using the State of New Mexica DFA 8% cash reserve
hatance requirement.

The series of attached spreadsheets (Figures 1 thru 6) outline the annual detait for each
scenario on separate tabs at the end of this document for projected revenues, expenses and
assumptions inherent in the individual caiculations. In addition, a summarized tab outlining the
annual revenues and expenses for both agencies from FY2017 to FY2035 isincluded,

A summary of the financial implications and key findings from each of the three scenarios is
depicted in Table 1 below. NCRTD and SFT acknowledge that if revenue shortfalls oceur from
the assumptions in the study, then mitigating actions would be taken to reduce the resulting
deficits.

Table 1: Comparison of Financial Consofidation Scenarios, FY2019-2035

Comparison of Financial Consolidation Scenarios, FY2019-2035!
Scenario 1 2 3
Total Revenues $373,253,909 $368,759,909 $471,500,624
Total Expenditures $381,427,921 §370,547,127 $453,524,093
Total Surplus/{Deficit) | $(8,168,013) 5(1,787,218) $17,976,532
Annual Surplus {Deficit) | ${480,471) $(105,131) $1,057,443
Average Reserve 2% 14% 34%
Balance %
Meets Board Reserve No FY2019, FY2033-34 No: FY2013-22
Requirement’ only Yes: FY2023-35
Meets New Mexico FY2019-21 only Yes, all years Yes, all years
DFA Requirement

Scenario 1 — consolidation with no cost savings — baseline
+ Average annual deficit of $480,000 {revenues — expenditures).

= At the 8% State of New Mexico DFA cash reserve balance, consclidated systems
maintain district reserve requiremaent through FY2021.

* For board reserve requirements {initially 25%, dropping to 15% by 2026) consolidated
systems will fait of the board reserve requirement for all years evaluated (the
unrestricted fund balance hits a deficit in 2028).

t Assurne FY2019 as first year of consalidation

? Reftects assumption of modified Baard reserve requirement as follows:
25% {current) FY2015-FY20
20% FY2021-Fv25
15% FY2026-FY35
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* Noadditional funding for District Long Range Strategic Plan (LRSP) initiatives would be
available.

Scenario 2 - consolidation with $500,000 ocperational savings beginning in FY2019 and growing
by 3 percent annually, $0 capital savings and elimination of the Lodgers’ Tax as a revenue
stream beginning in FY2021

s Operate with a deficit between 2019 and 2022, requiring use of cash reserves to
supplement revenues.

= At 8% State of New Mexico DFA cash reserve balance, consclidated systems maintain
district reserve requirement through 2035,

#» For board reserve requirements consolidated systems fall short of board required
reserve between FY2020 and FY2025 {board reserve requirements met for FY2026
through FY2035) and the reserve balance is projected to grow thru FY2034; reserve
balance drops in FY2035 to fund the projected FY2035 52.5M CNG Fueling Facility
project.

* No additional funding for LRSP initiatives would be available.

Scenario 3 - consolidation with $500,000 operational savings beginning in Y2019 and growing
by 3 percent annually and $0 capital savings, removal of SFT MGRT (approximately 57.4
million}, implementation of 1/3 cent Regional GRT across the 4-county NCRTD Region, and
elimination of the Lodgers’ Tax ($300,000) as a revenue stream beginning in FY2021

+« Annualized all LRSP initiative costs; included a 1.5% annual growth in cost estimates to
reflect inflation but not growth in expenditure levels (estimates were in 2015 dollars).

e Federal Funding for LRSP capital investments have been assumed at a 70/30 split across
the board.

s Overall, the capital portion of the LRSP initiative accounts for approximately 23 percent
of the total budget estimated ($98.4 million} to implement all of the LRSP initiatives
through 2035.

¢ To offset the remaoval of % cent SFT MGRT and to fund the LRSP initiatives, increase the
NCRTD County Regional Transit Gross Receipts Tax {GRT) within the four counties to
approximately 1/3 cent from the present 1/8 cent |evy.

= At 8% State of New Mexico DFA cash reserve balance, consolidated systems maintain
district reserve requirement through 2035.

* For board reserve requirements consalidated systems fall short of reserve through
FY2022. After FY2022 with the reduced proposed reserve level of 20%, reserve levels
easily meet the new thresholds through FY2035.
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Options: Risks and Opportunities

There are many important considerations to address if NCRTD and SFT were to consolidate
their currently separate transit systems. While many of these issues will be addressed in the
other sections of Task 3 documents, each issue is likely to have financial implications that can
impact the implementation and ultimate success of a consolidation. The following will outline
key short, medium and long-term merger aspects to address under a consolidation scenario
from a revenue and expense perspective, and incorporating outcomes from the three
scenarios,

Currently, both NCRTD and SFT rely on a form of a gross receipts tax to provide the
largest single portion of their revenue base, The single most important factor for future
sustainability of a merged transit agency is the continuation of the County Regional
Transit Gross Receipts Tax (GRT) also known as the NCRTD GRT, collected in the four
counties, currenfly scheduled to sunset in 2023. Not only is a long-term or permanent
extension of this tax critical, but it is also important to emphasize during sunset
discussians prior to any public vote within the faur-county region how an increase in the
amount of tax assessed from the current 1/8 cent value would represent a substantial
boost to the merged transit agency’s ability to enhance service for the region. Scenario
3 of this analysis imposes a proposed 1/3 cent County Regional Transit Gross Receipts
Tax in place of the current NCRTD GRT and would permit full elimination of Santa Fe’s
MGRT and Lodger’s tax revenues, as well as implementation of NCRTD's prioritized LSRP
investments over the FY2019 to FY2035 period. The scenario 3 use of a County Regional
Transit Gross Receipts Tax rate of 1/3 cent was calcuiated to start in FY2021 for this
forecast, to establish a rate in which necessary additional revenues were generated to
offset FY2021 expenditures and establish surpluses beyond FY2021, GRY revenues were
then grown using the 3 percent annual growth rate. it is important to note that under
this methodology, revenues begin to exceed expenditures in FY2021, resuiting in a rapid
growth of the fund balance beyond required levels,

Alternatively, it may be important to revisit the agreements to provide the current
percentage of GRT funds transferred {o the Rail Runner and Atomic City Transit
(approximately 50% of total annual GRT revenues) once a consolidation scenario is
agreed upon, if there is resistance to increasing the leve! of GRT as suggested in Scenario
3.

While the Santa Fe Trails MGRT does not sunset, and SFT is now guaranteed a minimum
of 89% of the gross revenues from one of the six %% increments, the remaining 11% of
MGRT revenues (presently valued at approximately $800,000 annually) that is used by
the City of Santa Fe to fund non-transit programs/initiatives represents a significant
portion of the tax diverted from transit purposes. This is also an important area to
consider in any negotiations for a merger under Scenario 1 or 2.

11
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One other revenue source, contributions from Los Alamas County to NCRTD, kas
steadily declined in recent years. In fact, projections in the Task 2A document of this
study reflect no further contributions from Los Alamos beginning in 2018. Thisis
another source of revenue that could be part of the discussion if consolidation talks
advance, since the consolidated entity may need zll potential revenues to cushion any
revenue shortfalls {especially if overall economic conditions deteriorate and impact GRT
revenues) or unanticipated expenses such as fuel or benefit cost increases, or potential
legacy payments to employees separating from service after a merger.

The final major sources of revenue for both agencies are federal operating and capital
granis. Fortunately, the annual ievel of federal operating grants received by NCRTD and
SFT has remained fairly consistent and stable in the recent past. Federal capital grants
are timing dependent based on specific project requirements and asset useful life
considerations, and the grant amounts received annually can vary greatly from year to
vear. It may be more challenging to project federal funding levels for transit initiatives
since new federal transit priorities are not clear yet.

One area that can have wide ranging impacts, in a consalidation scenario is the
imposition of fares where none exist today, and/or an increase in fare fevels on routes
where they are presently charged. This action will aid in establishing the premise that
enhanced service and aperational performance is dependent on customers paying a
nominal price for the service. It is estimated that this would generate approximately
5200,000 in farebox revenue annually based upan current NCRTD ridership and SFT fare
levels. However, in New Mexico, per NMDOT procedure, agencies that receive FTA
5311 awarded funds, receive a reduction in subsidy equal to the amount of the fare
revenue annually. This affects only NCRTD and Atomic City Transit. This policy should
be revisited. In addition, NCRTD estimated that there would be a $38,000 annual added
operating cost less any potential offset in fare related subsidy. It also provides the basis
for regional consistency with the current larger SFT service which has an established flat
rate fare structure for all of its services. Establishing at least some level of fare on all
routes also permits a merged agency to charge accordingly for paratransit services as
well. Additionally, if a higher than fixed route fare is charged for paratransit as
permitted by federal regulations, there is potential for managing demand for this very
specialized and costly service which will otherwise continue to significantly grow in a
consclidated regional service. Lastly, as SFT is a headway based operation rather than
the general trip based current NCRTD service, the charging of a fare reduces the
potential for vagrancy impacting customer quality of life. This issue is also discussed in
greater detail in the Task 30D report.

With regard to expense levels, projected operating expenses for NCRTD and SFT are
anticipated to grow at a 3% rate each year of the analysis. A 3% growth rate in expenses
is reasonable and supportable given recent trends.

12
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Capital expenses reflect estimated project costs for all projects in their ten-year Capital
Improvement Plan (CiP). These projects may be in the application, design or
construction phase. Over the longer term in a merger scenario, as all capital needs
would be carefully reviewed to ensure they would fit with the overall strategic plan for a
consolidated transit agency.

Given the greater uncertainty of capital funding, combined with the direction of a single
management overseeing both agencies after consolidation, it would be very beneficial
to identify or reprogram capital funds to develop an asset management system that is
fully integrated into business and operational processes. fffective maintenance of joint
assets, hased on accurate data will result in more prioritized investmant decisions, and
reduce costs while improving productivity. This should be a very high project priority in
a consolidated operation.

Other expense areas that must be carefully reviewed in a merger include a detailed
assessment of what specific functions are currently being performed for 5FT by other
City of Santa Fe departments. 1t must be determined what functions can immediately
be absorbed by NCRTD staff, and whether additional headcount is needed to support
the increased functional activity. As shown in Table 3, the preliminary recommendation
is that NCRTD weuld increase the net number of positions to their headcount levels by
an equivalent of 9 positions to accommodate the added support functions. Based on an
approximation of salaries and benefits for this staff increase, it is estimated that annual
costs would be approximately $470,000 in the first full year of hiring. However, this cost
would be more than offset by the elimination of annuat City of Santa Fe agency support
costs of $941,000 for SFT in FY2017. Therefore, it is estimated that an annual
approximate savings of $500,000 can be generated by NCRTD for this aspect after a
consolidation is implemented.

A high-leve! organization chart, representing the NCRTD Executive Director, and two
levels of reports {direct reports and their subsequent direct reports) is included as Table
2 at the end of this document. Table 3 represents the preliminary assessment
recommendation an net personnel additions to be incorporated into the consolidated
transit organization in place of the current City of Santa Fe departments supporting 5FT,
reflecting net staff costs,

Technology differences between systems can be an impediment to a quick transition of
functions, and not all SFT supported functions may be able to be absorbed on day one of
a potential consolidation by NCRTD. An example would be Payroll and Timekeeping. A
phased transition approach to these functions may be necessary, but the overall
objective must be to deliver these services internally at a lower cost and improved
delivery of services. A complete technology assessment of SFT systems will be
impartant to unify various administrative and support functions, as well as fleet and
facility requirements, in an expedited manner.
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In a cansolidated agency, where SFT would represent 60-65% of current expenses and
revenues, it will be imperative for NCRTD to evaluate maintaining their existing reserve
guidelines, given the much higher dollar value that 25% of combined operating revenues
represent. This is particularly necessary if, for example, the merged agency has to deal
with sizable legacy casts for employees whao may opt to separate from SFT at the time of
merger rather than join 2 new organization, or if technology needs require additional
funding to implement both entities operating an comman platfarms, A gradual
reduction to 15% from the current 25% is utilized in the scenario calculations, but it is
also suggested that the DFA reguirement of one-month cash reserve be explored as
well, particularly if Scenario 3 with a higher regional GRT cannot be implemented.

NCRTD will also have to review the legal and financial aspects of Santa Fe’s remaining
debt service {Transit bus loan) expense. Currently it is projected in the Task 2A analysis
to be paid off in annual principal payment increments of 280,000, and is due in 2026.
Sufficient funding will have to be set aside to retire this loan on time or NCRTD may opt
to retire the loan in an accelerated fashion if a more reliable yielding revenue stream is
implemented,

Given the relatively significant costs currently charged to SFT as a result of other City
departments performing certain non-operating functions, it is reasonable to assume
that NCRTD can handle this work at a lower cost ahd generate some level of savings as a
result. When combined with the more reliable MGRT revenues {o be received by SFT as
a result of the ordinance assuring a floor of 89% for transit, NCRTD may be able to offer
to the City of Santa Fe a complete phase out within a 2-3 year period of the Lodger’s Tax
revenue source provided now to SFT {$300,000/year) as a consolidation item, totaling
$4.5 million over the FY2021 thru FY2035 period. This tax is shown as eliminated
beginning in FY2021 in 3 consolidated agency under both scenarios 2 and 3.

Additional information on a variation of Scenario 3 was requested in the form of
evaluation of service levels without the SFT GRT; specifically, evaluation of the potential
impacts on transit services (high level} of the loss of the $8 millicn in City MGRT without
being replaced by a County Regional Transit Gross Receipts Tax. The SFT GRT provides
§7.12M in revenues in FY2017, growing to roughly 512M by FY2035,

if the SFT GRT were to be removed and the revenues were not recavered through any
maodification to the Regional GRT, under a consolidation scenario:

o No LR5P initiatives could be funded.
o The projected combined revenues would fail to meet the combined operating

expenditures alone.
o If no significant service reductions were made, -the entire cash reserve would be

consumed in year 1 of the consolidation to meet the shortfall.
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Table 2: Consolidated North Central New Mexico Regional Transit District

Consolidated North Central New Mexico Regional Transit District*

*The Fixed Route and Paratransit Transportation and Maintengnce boxes include aif current NCRTD and SFT supervisory,
drivers and maintenance budgeted positians in a combined structure.

Table 3: Recommended Position Increments

Recommended Position increments for Consolidated North Central New Mexico Regional Transit

District®

Position Net Change Annual $ Cost
Procurement/Contracts 1 561,503
Human Resources 1.5 $87,661
Transit Planner i 573,996
Payroll 1 $46,753
Custodian 1 530,385
Mechanic 3 $145,628
Service worker 1 $41,360
Marketing specialist {0.5) $(36,685)
IT Contract - 520,000
Total 9 $470,601

* First year cost derived as follows:
a) Midpoint of 2017 non-rep compensation plan for financial specialist, {used for procurement addition},
planner and marketing specialist, increase by 3 percent for 2018 and 30 percent benefits.
b) Midpeint of administrative specialist title plus 3 percent/30 percent used for HR and Payroll additions.
€} Entry level minimum ptus 3%/30% for fleet mechanic and custodian; service worker entry level min used
fram fleet/facifities maintenance worker title.
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North Central Regional Transit District and
City of Santa Fe Transit

System Consolidation Study

Task 3A — Appendix
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TRANSPORTATION MANAGEMENT & DESIGN, INC.

North Central Regional Transit District and
City of Santa Fe Transit
System Consolidation Study

Task 3B — Physical Assets Analysis of Consolidation
Options

Introduction

The Physical Assets Comparison evaluates how a potential consolidation would impact the
physical assets of the North Central Regional Transit District (NCRTD) and Santa Fe Trails (SFT).
The document will assess how each agency’s fleet, facilities, technologies, capital plans, and
branding will be affected by a potential consclidation. This document will consider two
consolidation fare alternatives:

e Alternativel: Agency Consolidation with a Shared Fare-Free Policy
» Alternative 2: Agency Consolidation with a Shared Base-Fare Policy

Table 1 provides a brief overview of the Physical Assets Analysis document in Task 2 of the
Consolidation Study.,

Physical Assets Overview
NCRTD Santa Fe Trails
. 54 revenue vehicles and 11 52 revenue vehicles and 16

Fleet Size . .

suppart vehicles support vehicles
Average Vehicie Age 3 years 5years

Diesel and gasoline-fueled fleet | Slow-fill compressed natural gas

. with testing on one CNG and {CNG) fueling station at Santa Fe

Fueling System \ . . .

one propane vehicle, off-site at | maintenance facility

independent fueling stations B

1
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Physical Assets Overview
NCRTD Santa Fe Trails
Largely fare-free. Accepts exact | Uses Genfare system to accept
Fare Collection change only on its two premium | bus passes and cash fares.
routes.
Espafiola facility is 12,500 Santa Fe facility is 15,414 square
Maintenance and syuare feet for administration, feet for administration,
Administration operations, and light-duty aperations, bus wash, and
Facilities maintenance. Taos facility is maintenance facility,
6,400 square feet,
Avail Technologies provides Cne Call Center utilizes the
services such as vehicle lacation | Avaya phane system to provide
Intelligent fjata, rea_l time pas.tienger_ regional informatfon. _
Transportation information, and dispatching RoutieMatch provides vehicle
Systems software. !ocatlon ?nd passenger
information data. The agency
will be switching to TransLoc in
Fall 2017.

Fleet and Facilities
Fleet

Both NCRTD and Santa Fe Trails operate similar fleets in terms of the number of vehicles, but
they differ in vehicle size and style, NCRTD's fleet is more diverse with regards to vehicle size
and type, while Santa Fe Trails’ vehicle fleet is more uniform. NCRTD operates cut-away buses
and vans, while Santa Fe Trails operates mid-sized transit buses and paratransit vans. The
difference in fleet composition is due to the nature of the services provided by each agency.
NCRTD's operates a primarily trip-based, low volume rural service that connects major
destinations across a large, relatively low-density service area. Santa Fe Trails provides more
frequent, community-based fixed-route transit service within a concentrated urban area. The
fundamental mobility needs of NCRTD and SFT require very different service strategies
employing different vehicles making consolidation highly challenging without compromising
service fundamentals.

Figures 1 and 2 show examples of the current fixed route fleet for each agency. Santa Fe Trails
operates almost exclusively with CNG-powered vehicles fueled at their maintenance facility,
centraliy located in the City of Santa Fe, while NCRTD vehicles are primarily powered by
gasoline or diesel engines, fueled at independent fueling stations and based at their central
dispatch center in Espafiola.
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Figure 1. Sonta Fe Trails Bus

Figure 2: NCRTD Vehicles

Both of these support facilities are centrally located for their respective service territories; the
former within the urban area of Santa Fe and the latter in the centroid of their large four
county service territory. The NCRTD facility is a full service dispatching, administrative office
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and vehicle storage area while the 5FT facility is a full service dispatching, administrative office,
vehicle storage, and maintenance facility.

Both agencies have identified a need for regular vehicle replacements in their capital
improvements plans.! For NCRTD, this is roughly $6 million over a 10-year period, while Santa
Fe Trails’ most recent estimate is $300,000 per year for two fixed route vehicles. As of July
2017, fleet replacement costs for Santa Fe Trails represent a total cost of $18.5 million for the
period of FY2018 through FY2035, for both fixed route and paratransit vehicles. Funding is only
identified for FY2018, the first year of the plan. Consistent with the assumptions presented in
Task 3A financial analysis, SFT capital expenditures have been updated using the newly
provided capital cost projections with projected revenues from FTA capital grants assumed, for
evaluation purposes within this report, to cover 80 percent of fleet replacement casts for
FY2019 and beyond (this approach is consistent with the federal grant projections for NCRTD as
reflected in the fund balance analysis for the moderate scenario).

Beyond 2022 through 2035, NCRTD has developed a Long Range Strategic Plan {LRSP) with
several service enhancement alternatives. This plan in total is projected to cost almost $100
million by FY2035. SFT’s capital plan through FY2035 pravides for no expansion in service and
presumes only a regular fleet replacement of two fixed route buses per year thru 2035, as weil
as bus stop upgrades, and farebox and maintenance equipment replacements totaling 528.2
million through 2035. Through consolidation, a new combined capital improvement plan would
present the need for vehicle replacement.

The consolidated agency would need to decide whether to move forward with CNG-fueled or
gasoline/diesel-fueled vehicles or the potential evolving electric vehicle technology. SFT
currently has & purpose built slow-fill CNG system at its central Santa Fe maintenance facility,
which also features a heavy-duty maintenance capability. Given the diversity of the two fleets
which is supported by their very different setvice characteristics, in a consolidation scenario in
the short term, it would not seem reasonable to necessarily invest in common fuel technology
as it would require a completely new NCRTD fleet as well as the equipping of an expanded Jim
West Transit Regional Transit Center in Espafiola with a modern CNG fueling station The capital
cost for this would be significant and should be avoided in the near term for any consalidation.

It should be noted that SFT has indicated that it has recently issued an RFP to design, construct,
operate and finance the upgrade of their existing CNG facility. They anticipate that the
astimated 52.5 million cost of this proposed upgrade would be repaid over an 8 year period
through the use of a gas compression fee, and that these costs would be shared with the City of
Santa Fe’s Environmental Services Division. This project was excluded from all financial
calculations in this document. SFT also projects that for FY2035, this same CNG facility will

1 NCRTD's Long Range Capital Improvement Plan, out to 2027; Santa Fe Trails’ 2017-2021 Infrastructure Capitef
Improvements Plan
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require another upgrade. This proposed expense of $2.5 million is included in the Task 3A
financial analysis as unfunded.

In the longer term in a consalidation scenario, propulsion technology should he further
investigated to determine if a common technology for both types of service is viable. Alonger
term consideration may be the use of fully electric vehicles, a technology which is evalving and
only now beginning to receive some initial acceptance by the transit community. Issues of
vehicle range and re-charging are still key factors for the consideration of efectric vehicles,
especially for the long-distance travel associated with NCRTD service. Vehicle specification
details and related decisions are beyond the scope of this study, and are referenced for future
consideration as part of the consalidation consideration.

Muintenance Facilities

Santa Fe Trails’ main facility is currently capable of heavy-duty maintenance whife NCRTD’s is
only capabie of light-duty maintenance. Currently, when NCRTD vehicles require medium and
heavy-duty maintenance, the agency must externally contract to providers in neighboring
locations such as Santa Fe or even as far as Albuquerque.

NCRTD's independent long-term capital improvement plans {FY2018-2027) include over $6
million in maintenance facility improvements at its Espanaola site. The funding is presumed to he
mostly federal funding, an uncertain source given the current transit funding environment.

A consolidation under Alternative 1 or 2 should attemnpt to optimize maintenance resources
between the two currently independent agencies. It is recommended that efforts to more
efficiently utilize the current NCRTD fleet hased upan maore proximate dispatching locations.
This may include the ability to incrementally store and dispatch and perform light maintenance
at the current SFT site on a small number of current NCRTD vehicles that serve the City of Santa
Fe area. SFT has indicated that they currently operate two maintenance shifts that are fully
utilized to maintain the current SFT fleet. The implementation of a third shift might provide the
ahility for maintenance on a small number of current NCRTD vehicles. A joint evaluation by
NCRTD and SFT should be pursued if a consolidation effort is made. Such a complete analysis
would require an in-depth review of current SFT maintenance practices and the dégree to
which an expanded utilization is incrementally possible; well beyond the scope of this initial
consaolidation study.

Vehicle Technologies and Communications Protocol

With the recent consolidation of NCRTD and the Town of Taos’ Chile Line, costs of $354,433
due to the lack of operating technologies and communication software with the Chile Line, and
was able to utilize remaining funding from a prior FTA 5311 award for an ITS upgrade for this
fleet. An overview of existing technologies for Santa Fe Trails and NCRTD looks to prevent a
comparable situation from reoccurring.
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Intelligent Transportation Systems and Fixed-Route Passenger Resources

Both NCRTD and Santa Fe Trails utilize vehicle location data to provide real-time information.
This is accessible through each agency’s website, as well as separate smartphone applications.
NCRTD currently uses Avail Technologies, while Santa Fe Trails uses RouteMatch software.
Avail Technologies instalied 331 QR code placards as a part of its May 2015 contract with
NCRTD, and pravided another 100 placards without routes so that NCRTD could add additional
placards to their system as new stops were deployed. Santa Fe Trails’ contract with RouteMatch
does not allow the agency to extend the product or service without permission from the
software company. The agency pays annual licensing fees and a fee for up to 35,000 text
messages as part of its bus location text module, Under Fare Alternative 1 or 2, the
consolidated agency would likely need to unify its technology under one provider. Most
recently 5FT has advised that they are switching to TranslLoc software for vehicle location and
passenger information data collection.

Santa Fe Trails operates its One Call Center using an Avaya phone, which provides information
for muitiple transportation praviders: Santa Fe Trails, NCRTD, NMDOT, and Rail Runner.

Fare Collection Equipment

Fare policy will be a significant component of a potential consclidation. It has several
implications for the merging of physical assets. If Aiternative 2 is explored, the combined fleet
would require uniform fare collection equipment. Given that NCRTD currently coitects fares on
just two premium routes, while Santa Fe Trails currently collects a base fare of $1.00 an its
system (with senior citizen/elderly, and multiple ride discounts), under this scenaric NCRTD
vehicles and maintenance facilities would need to be modified to securely accept fares and
possibly electronic fare media. A change in fare policy would also affect NCRTD's operating
procedures and costs.

NCRTD initiated an investigation of the cost of implementing a modern fare collection system in
2015. The estimated cost per NCRTD for procuring and installing a fare collection system for
their entire fleet at that time was a one-time cost of approximately $640,000. This capital cost
could be offset significantly by an FTA grant which would typically pay 80% of the initial cost for
such equipment. This would require that this item be added to the consolidated agency Capital
Program.

In addition NCRTD estimated an associated recurring administrative and maintenance cost
associated with fare collection of approximately 538,000 annually. This would be offset by
recurring fare revenue, which based upon current NCRTD ridership levels and utilizing a
common low fare policy with SFT, would be approximately $200,000 annuatiy. However, per
NMDOT current allocation policy, the allocation of FTA 5311 funds would then be reduced by a
concomitant amount. Note that this is not a federal policy, but is rather an NMDOT policy. This
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NMDOT policy should be revisited as it selectively penalizes no fare operations in favor of
existing operations that charge a fare.

tt wauld also require the astablishment of a service line (fueling, fare collection, washing) at the
Espanola facility which does not presently exist, but is part of the planned new Espanola
Maintenance Facility. Therefore, this could not be implementead in the very short term upon
initial consolidation, but would be consistent with a future phased-in approach.

In either fare alternative (1 or 2), significant public outreach should occur to maintain rider
knowledge of fare policy. The fare policy decision has implications for agency funding and is
further discussed in greater detail in this study’s Task 3D Fixed Route and Paratransit Service
Options document.

Capital Plan Overview

Consolidated capital plans will greatly readjust investment priorities. The City of Santa Fe's
Capital Improvemnent Plan (F¥2018-2022) has funding in place in FY2018 for fixed route and
paratransit vehicles, as well as construction of the Downtown and Southside Transit centers.
Starting in FY2019 to FY2035, SFT capital costs were assumed to be offset with revenue from
FTA capital grants cavering 80% of fleet replacement costs in the Task 3A financial analysis. This
approach is consistent with the federal grant projections for NCRTD as reflected in their fund
balance analysis. This is further discussed in the Task 3A Financial Comparison document, but
warrants consideration for its impact on the state of physical assets for each agency.

Asset Transfers

As part of consolidation, it is presumed that any of the SFT transit assets currently owned by
SFT or the City of Santa Fe would be transferred to NCRTD, Depending upon the nature of the
asset, its funding source, and anticipated age versus useful life, there may be some associated
raporting requirements and relatively small transfer fees requirements. This will vary from
asset to asset, but are generally guite small in volume and should not be considered a factor in
the consclidation decision.

Conclusions

The first two consolidation scenarios share many similarities with regards to impact on physical
assets. A consolidated agency wauld need to consider how it handles differences in fleet
vehicle technologies, and communication technologies as well as the uses of current
maintenance facilities and the design of and investment in maintenance facility upgrades.

The consolidated fleet would still include a variety of vehicle sizes, given the differences in roles
betwean NCRTD and Santa Fe Trails’ existing services. In a consolidation scenario, it is
recommended that efforts to improve efficiency based upon more convenient dispatching

7
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locations and integrated bus operator assignments be pursued wherever possible. This strategy
specifically applies to the current nine NCRTD routes that operate within the City of Santa Fe.
Dispatching NCRTD routes in Santa Fe out of the more centrally located Santa Fe Trails facility
will help improve efficiency and/or provide the ability for added reverse direction service.

A consolidation would optimize maintenance resources between the two agencies. An effort to
provide for an incrementally expanded use base within the City of Santa Fe for storing and
maintaining a smali number of current NCRTD vehicles whose service territory includes the City
of Santa Fe should be considered. NCRTD would be able to assume more of the maintenance
efforts internally facilitated by the incrementally expanded use of this facility.

Both NCRTD and Santa Fe Trails utilize vehicle location data to provide reai-time infarmation.
NCRTD currently uses Avail Technologies, while Santa Fe Trails uses RouteMatch software. A
consolidated agency would likely need to unify its technology under one provider,

Fare policy will have several implications for the merging of physical assets. If a uniform fare
structure under Alternative 2 is adopted, the combined fleet would require uniform fare
collection equipment. NCRTD vehicles and maintenance facilities would need to be madified to
securely accept fares and possibly electronic fare media. A change in fare policy would also
affect NCRTD's operating procedures and costs.

196




BTMD

TRANSPORTATION MANAGEMENT & DESIGN, INC.

North Central Regional Transit District and
City of Santa Fe Transit
System Consolidation Study

Task 3C — Labor Force Alternatives

Introduction

This section will utilize the results of Task 2 to consider the labor force options for consofidation
of the North Central Regional Transit District (NCRTD) and Santa Fe Trails (SFT). Labor and its
associated representation are a key issue in any transit operation and are very much a critical
item for evaluation in a potential consaolidation of services and operations.

NCRTD operational employees are currently represented by Chauffeurs, Teamsters, and Helpers
Local No. 42 whergas SFT operational employees are currently represented by the American
Federation of State, County, and Municipal Employees (AFSCME).

The current NCRTD contract covers the following job categaories

s+ Driver (Level i, Ii, I}

s Transit Customer Service Representative (Level I, I, Il — also referred to as
Dispatchers)

+« Transi Software Speciaiist.

s As NCRTD currently contracts with external vendors for all vehicle maintenance,
there are no maintenance reiated represented titles in the current contract.

The current SFT contract covers the following job categories

Administrative Secretary

Customer Service Representative

Database Specialist

Mechanics

Bus Operators (fixed route, paratransit, shuttle)

As was noted in Task 2, there are some significant differences in these two contracts as follows:

197




-

Most importantly, while the NCRTD contract is a direct transportation services cantract,
the SFT contract is part of a Santa Fe city-wide contract in which the SFT operation isa
subset defined as a "Division” within the larger municipal services contract. The SFT
contract is facking in specificity for transit. The establishment of a transit specific
contract provides opportunities for more effective contral of the labor force. An
example would be in the area of accident and attendance discipline which could be
tailored for transit and avoid subsequent rounds of arbitration due to SFT's subordinate
role as a "Division” within the City's overall labor contract.

The time frames for the two contracts are different. The NCRTD contract is valid
through lune 2019, while the SFT contract is valid oniy until June 2017, Both agencies’
contracts are currently three years in duration, This affects the timing of having a
unified contract under a consalidated operation,

The pay levels for the basic transit functions are somewhat different with NCRTD being
higher at the entry level, but SFT ratas are higher at the midpoint and maximum levels.
However, mast current SFT employees in these titles are not paid at the higher Midpoint
and Maximum levels. This pay rate differential may be increased if higher rates for SFT
are negotiated in the new contract subseguent to July 1, 2017,

NCRTD
Title Minimum Midpoint Maximum
Transit Driver 513.62 516.34 519.07
Transit Driver 1} $14.23 517.08 519.92
Transit Oriver 11 515.24 518.29 %21.33
SET
Paratransit Qperator 512.067 516.536 421.006
Transit Qperator $13.965 519,420 524876
Transit Shuttle Operatar $13.965 $19.420 $24.878

Grievance process is shorter at NCRTD than at SFT. Itis a 2-step vs 4-step, reflecting a
much more compact and transit-specific organization rather than a broader based
municipality.

Vehicle maintenance at NCRTD is exclusively handled by external vendor contracts,

while SFT has in-house personnel to handie maost to of this work with some exceptions
largely due to new vehicle warranty issue.
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s SFT Employees cantribute substantially less to their pension than NCRTD employees,
either 3.29% (under $20,000 salary) or 3.66% of salary {over 520,000) as opposed to
5.05% for NCRTD employees. This is attributable to the City of Santa Fe’s substantially
higher level of employer contribution to the plan.

¢ NCRTD health insurance costs on a bi-weekly basis are less for employees than for 5FT
employees. Each organization has three sets of health care ptans; in all cases the
premium costs borne by NCRTD employees are lower than the comparable SFT pians.
NCRTD employees contribute 20% and SFT employees contribute 23.5% of the cost of
their respective health care plans.

Typically there would be two basic labor representation options for consideration in a potential
consolidation between the two organizations:

1. The first would be to retain the current separate labor affiliations, AFSCME for SFT, and
Teamsters for NCRTD; and

2. The second would be to have the current SFT labor force be incorporated into the
Teamsters representation for NCRTD.

In the longer term, phased in opportunities for enhancing the efficiency and effectiveness of
the maintenance effort that could be obtained through a consolidation of facilities could also
be constrained by differing work rules, work assignment, practices, and vehicle requirements.

The following is an evaluation of each option that is typically experienced in such cansolidations.

Option 1 - Current SFT Operational Employees to Remain with AFSCME and NCRTD Operational

Employees to Remain with Teamsters

In this option, current SFT operational employees, choosing to transition to the consolidated
operation, upon consolidation with NCRTD would remain members of and continue to be
represented by AFSCME. The key attribute in this arrangement is that it offers the least
extarnal controversy in dealing with a potential merger. [t is accurate to assume based upon
outreach to date, that an unchanged situation in terms of labor affiliation offers the overall
least initial objection from the two affected labar forces. Unfortunately, it does not deal with
certain constraints and most importantly, it does not facilitate any efficiency that couid be
achieved with a consalidation. The areas of concern with this option are as foilows:

Under a consolidated operation, if SFT services were still to be represented by AFSCME, it
would clearly have to be a separate contract from the overall $anta Fe City municipal contract.
Operating with two separate unions could impair effective decisions that could otherwise be
made within a consolidated organization. For example, a consolidated labor contract wouid
give all employees the opportunity to mave at their discretion within the terms of the contract,
between the two currently separate systems. it would also insure that service changes are
made in a consistent time frame.

199




There would have to be an effort to deal with the different time frames assaciated with each
labor contract. This analysis assumes a consolidation timeframe of FY2019. Ideally it would
start in October 2018 to coincide with the start of a new Federal Fiscal Year and the associated
funding received by transit operators. With the current SFT contract expiring in June 2017, a
new contract negotiated by the City of Santa Fe for the intervening period may have to include
a provision for transfer of responsibility to NCRTD effective October 2018 or whenever the
propased consolidation becomes effective.

Moreover, under this option, with a pending consolidation, NCRTD would be constrained to
accept the changes negotiated by the City of Santa Fe for SFT, which would potentially delay
some cost benefits of consolidation. Options for SFT would include negotiating a shorter-term
agreement such that a new NCRTD agreement could be put in place during the first year of
consolidation. There would also need to address the differing pay levels; NCRTD being higher at
the entry level, SFT rates being higher at the midpaint and maximum levels. This inequity would
need to be considered. Moreover, this differential toward higher midpoint and maximum rates
for SFT may be exacerbated by a new 2017 contract if negotiated separately by the City of
5anta Fe; even if only for a one year period from 2017 to 2018.

Under separate labor contracts, any differences in work rules, leave practices, job descriptions,
work assignments, grievance procedures, etc. would continue to exist. This would adversely
impact potential economies resulting from consolidation. In addition, the administration of these
differences would be difficult and inefficient.

Defined benefit pension arrangements, including the amount that an employee contributes
versus what the employer contributes would continue to be different. If the City of Santa Fe
ceased their added pension contribution, this would put an added financial requirement on
NCRTD, unless negotiated separately in the new 2018 contract.

Any apportunities for service integration and associated efficiencies (both fixed route and
paratransit) would be compromised with differing work rules and the inability to allocate the
waork force in a consolidated manner.

Based upan a recent review by the NCRTD Labor Attorney in consultation with City of Santa Fe
Attorney’s Office, provisions in current State of New Mexico Labor Law prohibit two separate
unions from representing employees with the same job function, in this case bus operators and
dispatchers. This would also apply to vehicle maintenance functions which are currently
internally handled only to a very small degree at NCRTD {much of the work is out sourced) and
to a much larger degree at SFT. Only one union is given the right to be the exclusive bargaining
agent on behalf of a particular job function. So the above option of retaining two separate
unions for a consolidated operation that utilizes vehicle operators and service dispatchers is
deemed unworkable from a legal perspective.

Option 2 — Current SFT Operational Employees to Transition to NCRTD Teamsters Labor Union

In this option, upon consolidation, current SFT operational employees that choose to move to
the consalidated NCRTD operation would be required to change their labor affiliation and be

4
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represented by the current NCRTD Teamsters local, The initial outreach to each of the unions to
date has shown that this would be a controversial requirement. However, it would be
consistent with the process previously employed by NCRTD when they assumed control of the
former independent Taos (Chile Line) system. Conversely, if a large number of current SFT
employees chose not to join NCRTD, that would provide a requirement for NCRTD to hire and
train a relatively high number of new drivers, albeit all at their lower introductary pay rate.
However, based upon the experience of other public arganization mergers and the fact that the
City of Santa Fe could only have a relatively small number of open positions for current SFT
employees to transfer to, this is believed to be an unfikely; and that the majority of current 5FT
employees would likely transfer to a consolidated agency. This could also impact the timing
and phasing for consolidation implementation to insure that service is maintained without
major disruption.

This option would require careful consideration of the pending SFT contract which expired in
June 2017 and is currently under negotiation, ldeaily, there would be an understanding in
these negotiations that a consolidation with NCRTD is likely, and that a labor affiliation change
waould be necessary if and when a consolidation occurs. The cansolidation would have to
consider giving current SFT employees an option to choose whether or not they move to the
consolidated NCRTD operation. It woulid also likely have to include a confirmation that there
would be no job loss nor benefit reductions for any employee that would transfer toa NCRTD and
that all wage rate and benefit provisions including those resulting from any new SFT contract
effective July 2017 would be honored. It would also suggest that NCRTD be proactive in seeking
updates on the labor discussions.

As part of the consolidation effort, NCRTD would develop a short-term list of non-contractual
initiatives that they would implement immediately at the time of consolidation that will provide
more effective unification of the two agencies before any consclidation contract is negotiated.
This would include but not be limited to branding/logos, assumption of Payrall and Human
Resource pracedures, et al. There will also have to be a consideration of how to address legacy
costs and associated leave related payment obligations accrued under SFT operation that would
remain with the transferred employee. Additionally, there will have to be a strategy of how to
handle seniarity for transferred employees without either disadvantaging the transferred
employees or those already working for NCRTD. Differences in work rules, pay rates, and
benefits would be the subject of separate negotiations with NCRTD at that time.

This option would have the significant overall benefit of establishing a transit specific contract
for the former SFT services following expiration of the contract that would be in place at the
time of the merger for SFT employees; one that is more conducive to transit management and
the facilitatioo of both improvements in efficiency and effectiveness, as well as improving
service. Such improvements are a key attribute supparting the justification for and the
cpportunities afforded by consolidation.

While not attempting to negotiate a new contract in this dacument, the following major items
would have to be considered at that time:
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« Differential in pay rates within similar job titles/functions and how that would be handied
under a consolidated contract.

» Difference in pensien contribution and how that would be handle under a consolidated
contract.

e Unification of grievance procedure. Presumably under a cansclidated contract the
current NCRTD grievance pracedures would apply to all.

» In the longer term, phase in the ability of former SFT maintenance employees to be
trained and to work on NCRTD vehicles. This would be a transitional effort over an
extended period of time that would require added training on all vehicle types given that
NCRTD currently performs nearly all of its vehicle maintenance via external contract.

* Pension and Sick Leave issues for the transitioning former SFT employees would need
to conform to NCRTD practices without compromising past baiances/accruals. The City
would have to cover any of these costs which would be based upon the Leave and Sick
Leave balances of each employee at the time of consolidation. This is actually an
existing cost that the City is facing over time regardless of consclidation. Any
consolidation agreement should reference payment to the District for the value of the
transferring employees sick and vacation balances. It will be important that
transferring employees have their sick and vacation balances transferred to the RTD so
that they do not start in a new arganization with a zero balances.

Also note that at present there are a number of support functions for SFT that are performed
by the City of Santa Fe (for FY 2016/2017 this amounted to a total cost of $941,000). Under a
consolidation option, these functions would now have to be assumed by NCRTD and the costs
of such be accounted for in the consalidation program. However, NCRTD would not be
responsible for any change or loss of jobs in the City of Santa Fe due to the transfer of these
former SFT support functions to a consolidated NCRTD operation.
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Task 3D — Fixed Route and Paratransit Analysis of
Consolidation Option Alternatives

The Fixed Route and Paratransit Service Comparison evaluates the impacts that a potential
consolidation between NCRTD and Santa Fe Trails would have on fixed route transit and
paratransit service in the City and County of Santa Fe as well as the region. More specifically,
this document evaluates how a consolidation would affect agency operations and the
passenger experience through changes in service planning and fare structure. Service planning
impacts are evaluated using a no consalidation and consolidation scenarig, while fare structure
impacts are evaluated using a na consolidation scenario as well as three afternatives for
consclidation: all routes charge a fare; all routes are fare free; and a mix where some rautes
charge a fare while athers do not.

Service Planning

Service planning shapes the design and delivery of the current and future transit network.
Typical service planning tasks include analyzing service performance, updating the netwark, and
optimizing resources on a recurring basis. However, the previous task work emphasized that
NCRTD and Santa Fe Trails fulfill very different mobility roles in the City and County of Santa Fe:
NCRTD provides infrequent regional, lifeline service while Santa Fe Trails operates more
frequent, local service. Any consolidation option will need to understand how service planning
activities will be affected given these distinct roles.
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Analyzing Service Performance

A critical aspect of service planning is the regular monitoring of service performance. This
allows an agency ta identify opportunities for transit through data-driven analysis and to
employ processes to improve and optimize service.

Fixed Route Performance Evaluation

NCRTD has previously released monthly Performance Measure reports to provide data for
service evaluation. These measures help identify areas where system performance should be
improved and what factors are at play. When applicable, the performance measures are
compared to relevant peers and benchmarks. The reports include administrative, fleet, and
tustomer relations measures, as detailed below.

NCRTD Performance Measures for Fiscal Year 2016-2017
Ridership, All Funded Routes
Ridership, NCRTD Operated Routes
Administrative Measures Monthly Expenditures

Cost Per Mile

Cost Per Trip

Vehicle Back Up Ratio

Average Vehicle Age

Fleet Measures Percentage of “On-Tima” Preventative
Maintenance/Inspections
Accidents, Major/Minor Tracking
Complaints

ncidents

Customer Relations Measures

Santa Fe Trails does not post the same monthly updates on performance measures on their
website as NCRTD does, but does provide monthly ridership and revenue hours by route as well
as associated metrics in the meeting packet for their Transit Advisory Board (TAB) monthly
meeting. Both agencies report annual performance measures as mandated by the FTA through
the National Transit Database (NTD). This requires annual tracking of ridership, revenue hours,
and expenditures for hoth agencies on a system-wide basis. SFT has recently indicated that
they are now in the process of upgrading both data collection and performance maonitoring to
bring them in line with industry best practices as a result of recent managerial initiatives.
Consolidation would provide an additional opportunity for comparative transit performance
evaluation.

Paratransit Performance Evaluation

Bue to its trip-centric, demand-response nature, paratransit service typically performs much
less efficiently and effectively than fixed-route service. The service does not lend itself to
regular network updates, but instead, requires coordination with the fixed route network or

2
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any other local broader policy decisions relating to paratransit coverage. Both agencies collect
paratransit perfarmance data to determine capacity constraints, as well as service reliability
and effectiveness as federally mandated. Specific criteria for determining capacity constraints
are included in the following table:

Paratransit Performance Data Collected for Determining Capacity Constraints

NCRTD Santa Fe Trails
A pick-up or drop-off is 90% of ali pick-ups and drop-
Number of tate pick-ups or considered late when it is offs will be on time within
drop-offs more than 20 minutes past the 30-minute scheduling
the scheduled time. window.

No more than 2% of requests
will be denied. 98% of all
trips will be provided as
scheduled

Trip denials include rides
accepted qutside the hour
scheduling window.

Number of trip denials or
missed trips

Excessive trip length is
defined as a trip that takes

99% of ride times will be one
longer than a reasonable

Number of trips with

excessive length hour or less,
gths time traveled an a fixed arorie
route.
The percentage of
Number of missed calis an )
reservation calls that roll N/A

the trip reservation line

over ta voicemail.

There is considerable uniformity in the collection of performance data between the two
agencies due to federal monitoring requirements. However, NCRTD does not autline specific
percentage goals within its Paratransit policy document in the same manner as Santa Fe Trails.
Additionally, Santa Fe Trails provides similar performance criteria for service that goes beyond
the federal ADA requirements, The agency seeks 92-95 percent of all pick-ups and drop-offs to
be on time and 99 percent of ride times to be 45 minutes or less. in a consolidated
arrangement, NCRTD should provide comparable goals for its paratransit service.

Paratransit performance monitoring between the two agencies is very similar, meaning that a
consolidated scenario would not bring significant change in analyzing service performance. A
consolidation would however, bring more significant changes in associated functions such as
agency administration and scheduling/dispatching protocols for paratransit service, all with the
goal of reducing the inherent high cost of this very specialized service.

Network Updates

NCRTD and Santa Fe Trails employ varying processes for implementing service changes. These
processes are guidad by service planning documents that dictate near-term and long-term
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transportation planning efforts. The following sources offer guidance in service planning for
both fixed-route and paratransit services:

s NCRTD Guiding Documents
o NCRTD Short Range Transit Service Plan
o NCRTD Long Range Strategic Plan
o NCRTD ADA Complementary Paratransit Service, Policies & Procedures
o NCRTD Demand Response & Dial A Ride Policies
* Santa Fe Trails Guiding Documents
© Santa Fe Metropolitan Public Transit Master Plan (Santa Fe MPO)
o Santa Fe Ride ADA Compilementary Paratransit Policies & Procedures

While some of these documents were developed by the agencies themselves, additional
guidance fram the Santa Fe MPO provides some supplemental direction. Much of Santa Fe
Trails’ future service planning relies on the ideas outlined in Santa Fe MPO’s Metropolitan
Public Transit Master Plan. This report does not provide specific processes or phasing for
service adjustments, but rather offers a regional vision for transit.

Dedicated Planning Stoff

A significant difference between the planning efforts of both agencies is NCRTD's utilization of
two full-time employees dedicated in part to service planning. This includes the positions of
Regional Transit Planner and Transit Planning, Grants, and Projects Manager. The City of Santa
Fe does not currently employ a full-time transit planner; their services have largely been
unchanged for a number of years. However, SFT has a comprehensive service evaluation
budgeted to start in the Fall/Winter of 2017, If a consolidation is pursued, it is recommended
that a longer term integrated service pian be prepared, and such a plan should fit into the
framewaork of NCRTD's priorities outlined in their Long Range Strategic Plan.

Santa Fe Trails’ Transit Advisary Board (TAB)} is a group of volunteers tasked with advising on
system improvements for the Santa Fe Trails netwark. Through its monthly meatings, members
are expected to recommend reasonable performance standards, programs, and facilities for
increased utilization and development of the system. Santa Fe Trails staff provides the TAB
with information on agency issues such as facilities updates, system service performance and
ridership, customer comments, and maintenance and operations.

While the TAB encourages transit-specific discussions among City stakeholders, it does not
substitute for dedicated planning/service monitoring staff. Conversely, NCRTD has been more
active in enacting service changes throughout its network while Santa Fe Trails’ network and
schedules has remained relatively unchanged for several years, SFT will be updating the transit
network plan in a pending comprehensive service evaluation commencing later in 2017. It
should also be noted that while NCRTD's future service and capital plan shows various levels of
incremental growth, SFT service and capital plans at present show no service growth through
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2035. This more proactive posture by NCRTD is a result of NCRTD's in-house planning staff and
regularly updated strategic plans, and seeking to adjust and optimize service within available
resources.

Paratransit Network Planning

Paratransit service planning differs significantly from the traditional fixed route network update
processes. Given the on-demand nature of the service, the paratransit "network” is continually
updated through the reservation process. Both agencies emplay full-time call center
employees, schedulers, and dispatchers dedicated to managing paratransit service and
operations.

Each agency currently uses differing call center systems, application processes, and reservation
timeframes. In a consolidated option, the most significant paratransit component will involve
reconciling the current differences between each agency’s scheduling and dispatching
processes to provide uniformity, effectiveness, and efficiency.

Optimizing Resources

Both agencies have the opportunity to improve transit efficiency and effectiveness. However,
given the distinctly different mobility role of each agency, with NCRTD providing fixed route,
but infrequent, trip-based long distance service to a very large regich, and SFT providing
headway-based, relatively short distance service within a small urbanized area, resource
savings from eliminating duplicative services are expected to be minimal at current service
levels. Inthe instances within the City of Santa Fe where there is fixed route overlap between
SFT and NCRTD, the combination of lack of frequency, the very long distance nature, and lack of
fare compatibility of the current NCRTD rura! based service does not provide any customer
service basis for service integration with SFT urban based services that are very significantly
more frequent, with many more hours of service, and charge a fare. However, as a result of
cohsolidation in the longer term, should NCRTD route specific services within Santa Fe increase -
in frequency and span in respanse to market conditions which is in part consistent with their
Long Term Strategic Plan, and a common fare structure is established, a basis for service
integration and associated effectiveness should be pursued. in the short term, there are other
aspects of service planning and operations that can improve resource utilization and the quality
of transit in the City and County of Santa Fe and the region that would be fostered by
consolidation. These are identified in the following sections.

Coordingting Regional Service

While fixed-route service duplication is minimal due to the current differing mobility roles of
each agency, consolidating aperations could result in better coordination of transit throughout
the southern portion of the NCRTD region. Coordinated connections between currently
separate NCRTD and SFT routes would result in more effective regional connectivity and
mobility. The communication of service schedules on a single information platform would
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facilitate longer distance trips and connectivity between the currently two separate operations.
The existence of a consolidated agency would streamiine service coordination and facilitate a
more integrated network of public mobility.

In addition, the ability to dispatch service from both maintenance facilities {current SFT facility
and the proposed new NCRTD facility in Espafiola) could result in some reduced non-revenue
travel distance and cost even with separate or limited integrated maintenance efforts.

Madern Scheduling Software and Techniques

Both NCRTD and SFT currently employ manual scheduling technigues that do not provide the
opportunities for optimizing operating schedules that are currently available with modern
enterprise scheduling software. A consolidation, in concert with a dedicated schedule/planning
staff as contemplated in a preliminary consolidation staffing plan, would offer the opportunity
to pursue the use of a modern scheduling program which would optimize work assignments to
obtain the overall lowest service cost within contractual work rules. These programs optimize
fixed-route bus operator and vehicie assignments, integrate NCRTD and SFT service schedules,
and, very impartantly, provide extensive management data on a common technology platform.
Deployment of this software should be a key goal of consolidation.

Paratransit Resource Optimizotion

Unlike fixed-route service, the agencies’ current paratransit services have similar roles. This is
largely due to federal regulations on praviding minimum thresholds for paratransit service
based upon the service territary of the fixed route network.

NCRTD's paratransit service has identified two specific service areas: the core Espafiola-area
and Taos. Furtherrmore flex routing is provided to address the provision of paratransit service in
its expansive regional-area fixed-route territories. NCRTD provides complementary ADA
paratransit service within the City of Espafiola, its core service area. NCRTD paratransit service
within the regional-area fixed-route territory extends to within % mile of regional fixed-route
service, as mandated by the FTA’s paratransit guidelines. This includes necessary road-to-
driveway, curb-to-curb, and door-to-door service when roadway conditions do not meet NCRTD
safety standards.

Santa Fe Trails currently offers paratransit service within City limits, regardless of distance from
fixed-route service and % mile from fixed routes that extend into the County {Community
College District and Village of Agua Fria). Given the overlapping nature of the agencies’ current
service areas within the City of Santa Fe, there is potential for cost-effective coordination of
paratransit service (which is geographically based) with respect to these common areas.

One of the more significant differences between NCRTD and Santa Fe Trails is that NCRTD
provides fare-free curb-to-curb service, while Santa Fe Trails charges $2.00 per ohe-way trip
and specialized service for registered seniors at 55 per trip. This reflects each agency’s existing
fare policy and is discussed later in this report.
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Another critical difference between the two agencies is the number of annual paratransit trips
provided. NCRTD pravides roughly 3,000 paratransit trips per year thraughout its vast service
area, while Santa Fe Trails provides approximately 40,000 annual paratransit trips within its
denser service territory; more than 10 times the volume of NCRTD. The significant difference in
number of paratransit trips is an important factor in considering the feasibility and associated
benefits and disadvantages of implementing consoiidated custormer, service, and operating
palicies and procedures

Staffing

Overall, federally-mandated performance monitaring creates uniformity amongst the two
agencies’ service performance analyses. However, Santa Fe Trails could benefit from greater
attention to regular fixed route performance manitoring by utilizing same of the same
processes currently used by NCRTD. If the two agencies were to consolidate, regular analysis of
route-level performance would help ensure that the combined agency’s service is more
efficient, cost-effective, and responsive to travel market conditions within available resources.

NCRTD's allocation of full-time staff towards transit planning as contemplated in the
preliminary staffing plan in addition to a policy that encourages system performance and
review would help optimize the City of Santa Fe's transit service planning efforts, both in the
short and longer term, Additionally, the cambined agency would benefit from detailed short-
term and longer-term transit plans to provide a thorough vision that is implementable for the
entire north central region. This is deemed to be a critical attribute of a potential consolidation.

Fare Structure

One potential challenge in consolidation is the current difference in fare structure between the
two agencies. Almost alf NCRTD routes are currently fare-free while 5FT charges a base fare of
$1.00, and the availability of discounted daily, monthly, semi-annual, and annual passes, with
reductions for seniors/disabled and students. While the amount of farebox revenue cusrently
received is relatively small, the issue in terms of service policy for the customerin a
consolidated system is noteworthy, particularly in the longer term if there is any effort to
pursug integrated services.

Fare Structure Implications in o Consolidation Scenario

Differing fare structures should be addressed as part of the potential consolidation, as it could
influence the ability for future service integration which couid include interlined scheduling,
associated levels of service, system complexity, and potential funding sources. This does not
have ta happen at the commencement of any consolidation, but could be a longer term,
phased-in effort. The main administrative pracesses associated with consolidating fixed route
and paratransit services across the two agencies includes creating uniform apaolication
processes and regulations, streamlining reservatian systems {paratransit} and technological
support, and maintaining customer comprehension of services.
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Recipients of federal funding must offer Americans with Disability Act (ADA) paratransit service
equal to the span of fixed route service within at least a % mile zone of the fixed route service
at a fare no higher than twice the regular full fare. This has significant funding implications for
any transit district or agency, as the fixed-route fare dictates the appropriate paratransit fare.
The current absence of fare charged by NCRTD results in a no fare situation for paratransit as
well. However, on paratransit the issue is more than just the revenue produced from a fare; it
is the fact that there should be a goal to manage demand for this highly specialized, high cost
service. The existence of a premium fare for paratransit provides some impediment for
indiscriminate use of this high cost resource.

Accordingly, SFT has defended the need to have a fare on their small size urban bus system
despite the low farebox recovery ratio as a way to manage demand for fixed route and
paratransit services. It also discourages on-board vagrancy, an issue with an urban transit
system. On an annual basis, Santa Fe Trails provides 40,000 paratransit trips and generates
$70,000 in farebox revenue. This fare policy is consistent with most small urban systems that
offer full day fixed route service.

Fare Policy Cansalidation Options
Ali Services Fare-Based

In this consolidated option, the combined agency would adopt a universal fare policy, adding a
fare to 22 of NCRTD's 24 routes (the remaining two routes already charge a fare). While Santa
Fe Trails currently has a base fare of 51.00, the consolidated agency would not necessarily be
limited to this fare structure, although it would be presumed that any initial effort would in fact
keep a low fare to minimize the change far current NCRTD customers.

Given NCRTD’s vast service area, the revised agency may want to explore pricing based on fare
zones and other similar policies. With such varying route roles between the two agencies, a
“one-size-fits-all" fare may not be the most suitable. However, universal fare structures tend to
benefit rider comprehension of the system, especially through major service changes.

it should be also noted that as a much larger consolidated system, the existence of a fare, albeit
low fare, would be consistent with similar regional operations throughout the United States.

Benefits of an entirely fare-based system include ease of rider comprehension and managed
demand for costly ADA paratransit service. In addition, the establishment of such a policy is
necessary for any future consideratian of integrated service opportunities.

Disadvantages of a universal fare-based system include increased transportation costs for area
constituents. While there would likely be an adverse reaction to charging a fare on existing free
services, this would be mitigated by keeping the fare low, as SFT has done,

One of the other disadvantages would be the need and cost to procure and install a basic fare
collection system, NCRTD initiated an investigation of the cost of implementing a modern fare
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collection system in 2015, The estimated cost per NCRTD for procuring and instaliling a fare
collection system for their entire flaet at that time was a one-time cost of approximately
$640,000. This capital cost could be offset significantly by an FTA grant which would typically
pay 80% of the initial cost for such equipment. This would require that this item be added to
the consolidated agency Capital Pragram.

In addition, NCRTD estimated an associated recurring administrative and maintenance cost of
approximately $38,000 annually. This would be offset by recurring fare revenue, which, based
upon current NCRTD ridership levels and utilizing a common low fare policy with SFT, would be
approximately $200,000 annually. However, per NMDOT current allocation policy, the
allocation of FTA 5311 funds would then be reduced by a concomitant amount. Note that this
is not a federal policy, but is rather an NMDOT policy. This NMDOT policy should be revisited as
it selectively penalizes no fare operations in favor of existing operations that charge a fare,

It would also require the establishment of a service line {fueling, fare collection, washing) at the
Espafola facility which does not presently exist, but could be a component of the planned new
Espanola Maintenance Facility. Therefore, this could not be implemented in the short term
upon initial consalidation, but would be consistent with a future phased-in approach as
mentioned previously. While the consolidated agency would stili provide low-cost
transportation options, it may disadvantage the very low income transit-dependent population.

All Services Fare-Free

In this option, the combined agency would adopt a completely fare-free structure. This would
make 10 of 12 SFT routes completely fare-free, as two Santa Fe Pick Up routes currently do not
charge a fare,.

Under a fare-free fixed-route policy, curb-to-curb paratransit would be fare-free as well as

there could be no paratransit fare without a fixed route fare. in a consolidation scenario,
NCRTD woutd absorb SFT, which would greatly increase the number of free paratransit trips per
year by at least the current 40,000 annual SFT level of annual paratransit trips. The number of
paratransit trips requested in Santa Fe would increase significantly above that if it were to
become completely fare-free given the higher residential density within the City of Santa Fe and’
the demand elasticity associated with transitioning from a $2 fare to no fare.

Disadvantages of a fare-free system include a potentially significant increase in demand within
the City of Santa Fe for fixed route service and more critically for paratransit service, and
associated financial sustainability concerns. This scenario would require a significant number of
existing low fare routes to become fare-free, which is especially problematic due to the
reiatively frequent service these $FTs routes provide when compared to the existing NCRTD
rural services, Given the frequency and regularity of SFT services associated with an urban
system, the issue of vagrancy would also be exacerbated based upon other such urban transit
experiences. Such an expansion of service may also place strain on efficient financial pianning
in the years leading up to the sunset of the Regional Transit Gross Receipts Tax. This would
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further compromise the ability to have balanced capital and operating budgets {discussed in
Task 3A} and may negatively impact the level of service a consolidated agency is able to
provide.

Hybrid System with Bath Fare-Free and Premium Services

In a hybrid system, some “fare” routes would charge a fare while others are fare-free. NCRTD
currently operates two premium routes— 255 Mountain Trail and 305 Taos Express—that
charge $2-55 fares, while the remainder of the system is fare-free.? A consolidated option
would allow for a re-evaluation of the basis for which a route is designated as “fare” allowing
some routes to charge a fare while others are free.

Benefits of this hybrid system include the ability to manage demand for costly ADA paratransit
service and the utilization of farebox revenue to supplement funding mechanisms.

Disadvantages of this hybrid system include potentially decreased rider comprehension,
adverse Title VI implications, and the need for added fare collection equipment. If riders are
unsure what routes have an associated fare, it may create a barrier to transit use. However,
this might be mitigated to a degree by an extensive information campaign. Additional time
dedicated to fare comprehension while boarding the vehicle may add up over time as well, but
this would likely be a short-term concern. Additionally, a thoughtfui process for determining
which routes charge a fare and which do nat will need to provide the rationale behind why
some areas will receive free service and others will not; and would need to conform with Title
VI requirements.

! 255 Mountain Trail charges $5 each way in the winter, and $5 eastbound anly in the non-winter season. 305 Taos
Express between Taos and Santa Fe is 55 per trip, while Taos to Espaficla or Santa Fe ta Espafiola is $2 per trip.
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BTMD

TRANSPORTATICN MANAGEMENT & DESIGN, INC,

North Central Regional Transit District and
City of Santa Fe Transit

System Consolidation Study

Task 3E — Summary of Consolidation Option
Comparisons

Introduction

Transportation Management & Design (TMD) with Felsburg, Holt 8 Ullevig (FHU} and Rosemary
Raomera Consulting (RRC) have been tasked by the North Central Regional Transit Bistrict
{NCRTD) and City of Santa Fe to conduct a preliminary management study of the opportunities
and constraints, advantages and disadvantages of a contemplated consolidation with the
currently separate Santa Fe Trails (SFT) as part of an enlarged regional public transpartation
organization. The goal is to provide information to the palicy makers to assist in their
consideration of whether o move forward with a consolidation effort. This study is not a
service design study to consider individual revisions in route structure or schedule; in fact for
the purpose of the analysis, all existing services are assumed to be unchanged in orientation
and schedule. Rather this is an analysis of the benefits and shortcomings and needed changes
to support a potential merger of the current NCRTD system which serves a large, generally rural
geographic area including Santa Fe, Los Alamas, Taos, Rio Arriba Counties, with the SFT system
which provides service within the City of Santa Fe.

The purpose of this task is provide a condensed summary of the options and aspects of a
potential consolidation of the North Centra! Regional Transit District (NCRTD) and Santa Fe
Trails {SFT) as detailed in Tasks 3A Financial Comparisan, 3B Physical Assets Comparison, 3C
Labor Force Comparison, and 3D Service Comparison. These Task 3 elements build upon prior
Task 2 elements which looked at the current status of each of these elements for each currently
independent system. The basic premise of this analysis and the prior Task 3 supporting
documents is that the agencies would operate as a consolidated entity under an NCRTD
managed organization, with F¥2019 serving as the first year of the consolidation for evaluation
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purposes. The remainder of this document is organized into specific sections: Service, Physical
assets, Financial and Labor Force.

Service Comparison

Service Territory

o NCRTD currently operates within a very large 10,079-square mife service area in North
Central New Mexico serving the rural populations within the counties of Los Alamos,
Taos, Rio Arriba, and Santa fFe, as well as eight regional pueblos with a total population
of approximately 235,000, with fixed route and paratransit vehicles.

o SFY currently operates within a much smaller 52.5-square mile service area in the City of
Santa Fe, New Mexico and a small portion of Santa Fe County (Community Coliege
district). Santa Fe Trails provides a small urban transit system for the City, extending into
Santa Fe County through its fixed route and paratransit service with a population of
about 83,200.

Route Structure

o NCRTD operates 24 fixed and flex-routes in addition to Dial-A-Ride, Demand Response
and Paratransit services. Twenty fixed-routes operate fare-free Monday through Friday,
while one premium service operates seven days a week with a fare and one operates an
weekends only. NCRTD provides paratransit and complementary services in
conformance with the American Disabilities Act (ADA). Demand Response service is also
available for Rio Arriba County and City of Espafiola residents that live within a 15-mile
radius of the Espafiola Transit Center and/or do not have access to fixed-route service.
Dial-A-Ride is available in the Pojoaque/Nambe area.

o SFT operates 10 fixed-routes, two Santa Fe Pick-Up shuttle routes, and Santa Fe Ride
paratransit services. All but two of Santa Fe Trails’ fixed-routes operate Monday-
Saturday and more than half operate seven days a week, all with a scheduled frequency
throughout the service day. Santa Fe Trails charges a base fare of $1.00 per trip on its
fixed-route service and provides fare-free downtown circulator shuttle service every day
marketed as the “Santa Fe Pick-Up"”. Santa Fe Trails' paratransit service fare is $2.00 per
trip for eligible passengers and $5.00 per trip for seniors. Seniors are granted automatic
eligibility at this premium fare, and may still apply for paratransit service as an ADA-
eligible passenger.

Current Differing Transportation Roles and Services

© NCRTD provides fixed route, infrequent, trip-based long distance service to a very large
region; and SFT provides evenly scheduled headway-based, relatively short distance
service within a small urbanized area.
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o Current Constraints to Service Integration

> Given the distinctly different mobility role of each agency, the opportunities
associated with consaolidation for resource savings from eliminating duplicative
services are minimal at current service levels. In the instances within the City of
Santa Fe where there is fixed route overlap between SFT and NCRTD, the
combination of lack of frequency, the very long distance nature, and lack of fare
compatibility of the current NCRTD service does not provide any customer setvice
basis for service integration.

¥ One potential challenge in consolidation is the current difference in fare structure
between the twa agencies. Almost all NCRTD routes are currently fare-free while
SFT charges a base fare of $1.00, and the availability of discounted daily, monthly,
semi-annual, and annual passes, with reductions for seniors/disabled and students.
While the amount of farebox revenue currently received is relatively small, this issue
in terms of service policy in a consolidated system is noteworthy, and Is critical in
the longer term if there is any effort to pursue integrated services. Differing fare
structures should be addressed as part of the potential consolidation, as it could
influence the ahility for future service integration, interlining scheduling, associated
levels of service, system complexity, and potential funding sources, This does not
have {o happen at the commencement of any consolidation, but could be a longer
term, phased-in effort as part of a service enhancement effort.

o Opportunities for service integration,

¥ In the langer term, should NCRTD route specific services within 5anta Fe increase in
frequency and span as in response to market conditions and consistent with their
Long Term Strategic Plan, and a common fare structure is established, a basis for
service integration and associated effectiveness should be pursued. These are key
factors in achiaving optimal service design efficiencies for an expanded regional
system in the jntermediate and longer term if a consolidation is pursued.

Near term opportunities for service enhancement

o Coordination of Regional Service

» Consolidating operations could result in better coordination of transit throughout
the southern portion of the NCRTD region. Coordinated transfers between currently
separate NCRTD and SFT routes would result in mere effective regional connectivity
and mobility. The communication of service schedules on a single information
platform would facilitate longer distance trips and connectivity between the
currently two separate operations.

# The ability to dispatch service from both maintenance facilities {current SFT facility
and the proposed new NCRTD facility in Espafiola) could result in some reduced non-
revenue travel distance and cost even with separate or limited integrated
maintenance efforts.
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o Modern Scheduling Software and Techniques

# Both NCRTD and SFT currently employ manual scheduling techniques that do not
provide the opportunities for optimizing operating schedules that are currently
available with modern enterprise scheduling software. A consolidation, in concert
with a dedicated schedule/planning staff, would offer the opportunity to pursue the
use of a modern scheduling program that would optimize fixed-route bus operator
and vehicle schedutes, integrate NCRTD and SFT service scheduies in the future with
potential service enhancements, and provide extensive management data on a
common platform. Deployment of this software should be a key goal of
consolidation.

o Intelligent Transportation Systems and Fixed-Route Passenger Resources

o Both NCRTD and SFT utilize vehicle location data to provide real-time information.

o NCRTD currently uses Avail Technologies, while SFT uses RouteMatch software
although SFT has advised that they are switching to TransLoc software for vehicle
location and passenger information data coliection.

o The consolidated agency would need to unify its technology as well as other
technology platforms.

o Regularized Planning Effort

# NCRTD utilizes two full-time employees dedicated in part to service planning. This
includes the positions of GIS/ITS Specialist {formerly Regional Transit Planner) and
Transit Planning, Grants, and Projects Manager. City of Santa Fe nor SFT do not
currently employ a full-time transit planner; their services have largely been
unchanged for a number of years. While SFT has a comprehensive service
evaluation budgeted to start in the Fall/Winter of 2017, a consolidation would foster
the efforts to have an aggressive service monitoring program to respond to changing
market conditions within available resources. if a consolidation is pursued, it is
recommended that a longer term integrated service plan be prepared, and such a
plan should fit into the framework of NCRTD's priarities outlined in their Long Range
Strategic Plan. An added Planner position has been provided in the recommended
consolidated organization.

Paratransit Resource Optimization

Unlike fixed-route service, the agencies’ current paratransit services have similar roles. This is
largely due to federal regulations on praviding minimum thresholds for paratransit service
based upon the service territory of the fixed route network.

o NCRTD paratransit service within the regional-area fixed-route territory is within % mile
of regional fixed-route service, as mandated by the FTA’s paratransit guidelines. NCRTD
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provides roughly 3,000 paratransit trips per year throughout its vast service area
offering free curb-to-curb service.

o SFT currently offers paratransit service within City limits, regardless of distance from
fixed-route service and 3 mile from fixed routes that extend into the County
{Community College District and Village of Agua Fria). Santa Fe Trails provides
approximately 40,000 annual paratransit trips within its denser service territory
charging $2.00 per ane-way trip and specialized service for registerad seniors at $5 per
trip.

o Due to the overlapping nature of the agencies’ current service areas within the City of
Santa Fe, there is a potential for cost-effective coordination of paratransit service {which
is geographically based) with respect to these comman areas. A common paratransit
fare policy wouid be needed to be established to facilitate this economy.

Physical Asset Comparison

As part of consolidation, it is presumed that any of the SFT and City of 5anta Fe transit assets
currently owned by SFT or the City of Santa Fe would be transferred to NCRTD. Depending
upon the nature of the asset, its funding source, and anticipated age versus useful life, there
may be some associated reporting requirements and relatively minor transfer fee
requirements. This will vary from asset ta asset, but are generally quite small in volume and
should not be considered an economic factor in the consolidation decision.

Fleet

Both NCRTD and Santa Fe Trails operate comparable fleets in terms of the number of vehicles,
but they differ in vehicle size, style and fuel type. NCRTD operates cut-away buses and vans,
while SFT operates mid-sized transit buses and paratransit vans. The difference in fleet
composition is due to the nature of the services provided by each agency. NCRTD's operates a
primarily trip-based, low volume rural service that connects major destinations across a large,
relatively low-density service area. SFT provides more frequent, community-based fixed-route
transit service within a concentrated urban area. The fundamental mobility needs of NCRTD
and SFT require very different service strategies employing different vehicles making fleet
uniformity challenging without compromising some service fundamentals.

SFT operates almost exclusively with CNG-powered vehicles fueled at their central maintenance
facility centrally located in Santa Fe, while NCRTD vehicles are primarily powered by gasoline or
diesel engines, fueled at independent fueling stations and basad at their central dispatch center
in Espafiala.

Both agencies have identified a need for regular vehicle repfacements in their capital
improvements plans: for NCRTD, this is roughly 56 million over a 10-year period, for 5FT a total
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cost of $18.5 million for the period of FY2018 through FY2035, for both fixed route and
paratransit vehicles. However, for SFT funding is only identified and in place for FY2018, the
first year of the plan. This lack of advanced capital planning is a critical shortcoming of the
current SFT operations.

The consoiidated agency would need to decide whether to move forward with CNG-fueled or
gasoline/diesel-fueled vehicles or the potential evolving electric vehicle technology. SFT
currently has a purpose built slow-fill CNG system at its Santa Fe maintenance facility, which
also features a heavy-duty maintenance capability with plans to upgrade the fueling facility.
Given the diversity of the two fleets which is supported by their very different service
characteristics, in a consolidation scenario in the short term, it would not seem reasonable to
necessarily invest in common fuel technology as it would require a completely new NCRTD fleet
as well as the equipping of an expanded {im West Transit Regional Transit Center in Espafiola
with a modern CNG fueling station The capital cost for this would be significant and should be
avoided in the near term for any consolidation,

Maintenance Facilities

SFTs’ facility in Santa Fe is currently capable of heavy-duty maintenance while the NCRTD
administration/storage facility in Espanola is only capable of light-duty maintenance. Currently,
when NCRTD vehicies require medium and heavy-duty maintenance, the agency must
externally contract to providers in neighboring locations such as Santa Fe or even as far as
Albugquergue.

NCRTD’s independent long term capital improvement plans (FY2018-2027) include over $6
million in maintenance facility improvements at its Espanola site. The funding is presumed to be
mostly federal funding, an uncertain source given the current transit funding environment.

In a consolidation scenario, it is recommended that efforts to more efficiently utilize the current
NCRTD fleet based upon more proximate dispatching locations be considered. This may include
the ability to incrementally store and dispatch and perform light maintenance at the current
SFT site on a small number of current NCRTD vehicles that serve the City of Santa Fe area. SFT
has identified that there is currently only two shift usage of their facility. The implementation
of a third shift might provide the ability for maintenance on a smail number of current NCRTD
vehicles. A joint evaluation by NCRTD and SFT should be pursued quickly if a consolidation
effort is made. Such a complete analysis would require an in-depth review of current SFT
maintenance practices and the degree to which an expanded utilization is incrementally
possibie; well beyond the scope of this initial consalidation study.

A consolidation could optimize the utilization of maintenance resaurces between the two
agencies. An effort to provide for an incrementaily expanded use base within the City of Santa
Fe for staring and maintaining a small number of current NCRTD vehicles whose service
territory includes the City of Santa Fe should be considered. NCRTD would be able to assume
more of the maintenance efforts internally facilitated by the incrementally expanded use of this
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facility. In addition, NCRTD shouid continue to pursue facility improvements as its site in
Espanoia consistent with an expanded maintenance effort.

Fare policy has several implications for the merging of physical assets if a low fare is imposed on
current free fare services. If a scenario involving fares for current SFT services is explored, the
combined fleet would require uniform fare collection equipment. NCRTD initiated an
investigation of the cost of implementing a madern fare collection system in 2015 as follows.

o Capital cost per NCRTD for procuring and installing a fare collection system for the
entire fleet, one-time cost of approximately $640,000. This capital cost could be offset
significantly by an FTA grant which would typically pay 80% of the initial cost for such
equipment.

o NCRTD estimated an associated recurring administrative and maintenance cost
associated with fare collection of approximately $38,000 annually.

o It would also require the establishment of a service line {fueling, fare coilection,
washing) at the Espanola facility which does nat presently exist, but cauld be
incorporated as part of the fuel line into the planned new Espanola Maintenance
Facility. Therefore this could not be implemented in the very short term upan initial
consolidation, but would be consistent with a future phased-in approach.

Capital Plan Overview

Beyond 2022 through 2035, NCRTD developed in 2015 a Long Range Strategic Plan (LRSP) with
several service enhancement alternatives. This plan in total is projected to cost approximately
$100 miflian by FY2035. SFT’s capital plan through FY2035 provides for no expansion in service
and presumes only a normal fleet replacement, as well as bus stop upgrades, and farebox and
maintenance equipment replacements totaling $28.2 milfion through 2035.

The SFT Capital improvement Plan {FY2018-2022) has funding in place in FY2018 for fixed raute
and paratransit vehicles, as well as construction of the Downtown and Southside Transit
centers. Starting in FY2019 to FY2035, SFT capital costs were assumed to be offset with revenue
from FTA capital grants covering B0% of fleet replacement costs, This approach is consistent
with the federal grant projections for NCRTD as reflected in their fund balance analysis. Thisis
further discussed in the Task 3A Financial Comparisan document, but warrants consideration
for its impact on the state of physical assets for each agency.

Financial Comparison

The anatysis of financial issues related to a potential consolidation identified five important
areas for consideration and action. They are as follows:

o The primary source of operating revenues for NCRTD, the State of New Mexico Gross
Receipts Tax {GRT), is scheduled to sunset in 2023, Approval 1o extend this tax, at the
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same or 3t an increased level, is critical to NCRTD’s operations and necessary for any
consolidation to be successful. The NCRTD Board, in developing its LRSP in 2015,
recommended a series of action steps to remove the sunset provision ta achieve the
future visions and goals of the agency. Removal of the sunset vision and potential
thange to the current GRT rate requires voter approval within the four-county region.

This tax currently generates over 57 million per year in revenues for transit operations,
and more than half of it is presently distributed by NCRTD to other regional providers to
support their transit services.

Based on financial projections and assumptions, SFT is projected to have sufficient
operating revenues from Fiscal Year 2018 through Fiscal Year 2022 to support day-to-
day operations and service levels. However, in that same five-year time pariod NCRTD
must rely on drawdowns from their reserve cash balances to sustain a balanced budget.
if consolidation would to occur in FY2019, the consolidated agency is forecast to fali
below its board required 25% reserve requirement level by FY2020, given current
revenue and expenditure projections.

$941,000 of annual costs were charged to SFT by other City of Santa Fe departments to
provide a variety of administrative and support functions. Under a consolidated transit
agency, this work would need to be absorbed by NCRTD. it is anticipated that a
consolidated agency would permit NCRTD to absorb these support expenses more
efficiently at 3 lower annual cost. An initial assessment of NCRTD hiring requirements to
replace the services now provided to SFT by City of Santa Fe departments indicates that
a net tatal of 9 new positions would be needed for the start of consolidation, at a cost of
approximately $470,000 yielding a net savings of approximately $500,000 annually over
SFT expenses for these servicas.

In recent years the lack of definitive funding approvals for proposed capital investments
impedes SFT’s ability to improve their transit operations in an effective way. A
consolidated transit agency, under the management of NCRTD, would allow for a
rational and strategic evaluation of required Capital Improvement needs and priorities
and potentially providing over the longer term some ecanomy by taking advantage of
the synergy afforded by each other's current separate capital plans. Additianally, this
approach would facilitate a review of the useful remaining life of existing assets and a
transit focused perspective on specific upgrades and replacements that are necessary to
improve transit services in the region, particuiarly with regard to implementation of new
technologies, consistent with available funding,

The forecasted continued reliance by NCRTD on the annual drawdown of reserve funds
to support capital match requirements will put pressure on NCRTD's ability to maintain
its Board required commitment of a 25% cash reserve level in a consolidation. The
NCRTD financial reserve policy outlines practices that govern the management of the
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District’s financial reserves. This includes a commitment to seek to maintain at all times
an amount equaling 25% of its operating revenue as an unrestricted cash reserve. The
cash resarve policy includes four specific categories of use of the reserve fund: for
operations, capital and capital replacement, service enhancements and debt service. It
should he noted that this 25% cash reserve {evel as imposed by the NCRTD Board is
three times the required cash reserve imposed by the New Mexico State Department of
Finance and Administration {DFA) for minimum reserve halance requirements. DFA
requires at all times a minimum of one month (approximately 8.3%) of operating
revenues as a cash reserve to meet their requirements. The 25% reserve requirement
rmay serve as a substantial impediment to achieving a successful consolidation effort,
particufarly in the near term, if not relaxed or supplemented with significant new
revenues, Use of these cash balances results in NCRTD falling below the FY2020 board
approved reserve requirement level of 25%, and reserve fund balances are in a deficit
position the following year in FY2021, based on FHU's updated analysis reflected in a
ravenue and expenditure comparison,.

Labor force Comparison

o NCRTD operational employees are currently represented by Chauffeurs, Teamsters, and
Helpers Local No. 42. Contract currently valid until June 2019,

o SFT operational employees are currently represented by the American Federation of
State, County, and Municipal Employees (AFSCME) as part of a larger city municipal
contract. Contract expired June 2017 and is currently in negotiation.

o Per NCRTD and SFT, the only legal option for consolidation between the two agencies is
to have a single union representing all similar job functions. It is presumed that this
would then result in a single contract detailing specific provisions for a consolidated
transit agency. This would be one of the major henefits and most important aspects to
consider for a successful consclidation.

o The NCRTD contract is a direct transportation services contract, while the SFT contract
is part of a Santa Fe city-wide contract that is lacking in specificity in certain areas for
transit operations. The establishment of a transit specific contract provides
apportunities for more effactive control of the labor force by intraducing provisions
tailored for transit employees that may not be applicable to other parts of the Santa Fe
workforce,

% Example: accident and attendance discipline which could be tailored for transit and
avoid subsequent rounds of arbitration due to SFT’s subordinate role as a “Division”
within the City’s overall labor contract

o Differing compensation lavels.
> Pay Rates.

o The higher midpgint and maximum pay rates at SFT for the most commaonly
used title of operator can place wage cost pressures on the consolidated
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agency, as labor unions may seek to achieve parity at the higher pay level for all
employees in title. :
> Differing Cost for Benefits.
o The amplayees for each separate agency have differing levels of contributions
for pension and health plan benefits.
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