Chapter Six: How to Get Started
In today’s environment where locally-developed public transit-human service transportation coordination planning is directly tied to new federal funding sources on a competitive basis regionally and statewide, it is more important than ever to get involved locally to focus on managing mobility by coordinating a family of transportation options to integrate passengers on various transit modes and reduce duplication and fragmentation of services. CTSAs do not exist in all jurisdictional areas of California, but are a natural fit to provide the mobility management activities envisioned in SAFETEA-LU. As imperfect as they may be, California’s CTSA statutes already exist to advance these goals of coordination Dedicated leadership and partners who see the big picture can make it happen by getting involved and strengthening existing CTSAs and/or by creating new ones.
The following section is attributed to previously cited Caltrans’ project managers, Peter Steinert and Chris Hatfield, and to the Social Services Research Institute of Washington, D.C. It contains advice directly from this Institute’s document Planning Guidelines for Coordinated Agency Transportation Services. This guidance was provided to transportation planning agencies by the Division of Mass Transportation early in the process of implementing the Social Service Transportation Improvement Act; so too was the Action Plan Development Process below. Both are relevant today as are the links to other “how-to” documents provided at the end of this Chapter of the CTSA eBook.
For the purposes of the Action Plans, coordination is generally defined as the exploration of all available resources to provide efficient and adequate paratransit services to transportation disadvantaged individuals in California. Any discussion of “coordination efforts” means looking for ways to establish cooperative arrangements to provide more cost effective and/or better services. Coordination is not only sharing space on vehicles, but it encompasses many other concepts and strategies. True coordination involves active efforts to find out what is going on in your own backyard, forming partnerships and building shared understanding to solve problems together, taking inventory of what services might better be provided in cooperation with another entity or completely by someone else. 

It is true that coordination of services is not a cure-all to all the problems existing in paratransit and that every entity cannot employ every coordination concept. However, it is a rare occurrence when a comprehensive exploration of potential coordination strategies will not result in at least one cost-economizing or service improvement.

Understanding Coordination: Transportation coordination is a cooperative arrangement between transportation providers and organizations needing transportation services and is aimed at realizing increased benefits through the joint operation and/or administration of one or more transportation-related functions.
The basic idea of transportation coordination is quite simple. Alternative approaches are based upon the fact that virtually all communities have both providers and purchasers of transportation services. Transportation providers may include public transit systems, private taxi companies, and social service agency-operated transportation systems. Transportation purchasers include the general public, agencies, local governments, and other organizations that purchase transportation for the people they serve. In planning for coordination, one is looking for ways that providers and purchasers can work together to make the best use of vehicles, people, and all other community resources that go into providing transportation.
Section 15951 of the Act identifies the following benefits that can be realized through coordination:

1. Combined purchasing of necessary equipment so that some cost savings through larger number of unit purchases can be realized.

2. Adequate training of vehicle drivers to ensure the safe operation of vehicles. Proper driver training should promote lower insurance costs and encourage use of the service.

3. Centralized dispatching of vehicles so that efficient use of vehicles result.

4. Centralized maintenance of vehicles so that adequate and routine vehicle maintenance scheduling is possible.

5. Centralized administration of various social service transportation programs so that elimination of duplicative and costly administrative organizations can occur. Centralized administration of social service transportation services can provide more efficient and cost-effective transportation services permitting social service agencies to respond to specific agency needs.

6. Identification and consolidation of all existing sources of funding for social service transportation services can provide more effective and cost efficient use of scarce resource dollars. Consolidation of categorical program funds can foster eventual elimination of unnecessary and unwarranted program constraints.
Coordination in Your Local Community: Transportation coordination can be implemented in any setting. All it requires is a small number of agencies interested in the concept, staff time to study and analyze the present transportation system, and a willingness to enter into cooperative arrangements, and a champion.

There is no proper number of participating organizations for a coordination program. Coordination can occur in the most rural areas or in major metropolitan areas with some variations, of course.

Major urban-metropolitan and small urban-rural environments have quite different characteristics for coordination. In a major urban or metropolitan center, one is likely to find a vast array of social service agency programs. In addition, urban public transportation operators provide complementary Paratransit under the ADA and sometimes other locally-funded demand-response services to elderly individuals, and individuals with disabilities, and others. Also, urban taxi companies and other private specialized transport services may provide client trips through reimbursement programs. As a result, the coordination effort of an urban area will occur in a complex, resource-rich environment. In such a situation, the potentials for coordination are great, but the process itself may be difficult.

While the coordination planning process in urban areas should not suffer from a lack of data or participants, it may suffer from a lack of clear direction and from confusion. The following considerations should be kept in mind in planning for coordination:

1. Because there are many agencies in urban areas, the planning process may become confusing. If so, your plan should first accommodate those major providers/purchasers having the most potential for coordination and only afterward be expanded to take in other interested agencies.

2. Your planning program should be coordinated with public transit special effort projects, including ADA complementary paratransit service, ridesharing projects, and transportation management association projects, whenever possible.
3. Try to create a program that takes advantage of all the significant potentials for benefits identified.
4. Do not be too rigid in narrowing the range of options in an area of coordination. Offer a full range of coordination options so that agencies can select the ones they like best. This is one way of inducing participation on an incremental basis, with the expectation that a higher level of participation may occur over the long term.
5. Where there is strong potential in only one coordination area, then aim at starting in only that area, adding others as they make sense on cost and organizational grounds.
Coordination can be equally effective in a small urban or rural area where transportation resources are usually less numerous. There may or may not be a public transit operator, which in turn may or may not provide specialized services for elderly individuals or individuals with disabilities. Taxi services and special user transport services are less prevalent, reflecting the smaller populations in these areas. As the population size is reduced, the number of social service agencies providing transportation is also reduced.

While small urban and rural areas have a less complex set of transportation resources, the planning process itself is similar to that required in an urban area. However, the quantitative analysis may not yield clear directions for the best course to pursue and, as a result the coordination process may rest more heavily upon non-quantifiable benefits. 

Action Plan Development Process: The following seven-part phased coordination strategy was specifically developed as guidance for implementation of the Act, and is relevant to today’s required public transit-human service transportation planning.  Emerging and existing CTSAs will benefit from using this guidance and assessment tools recently developed by the national United We Ride program, a Framework for Action, Building the Fully Coordinated Transportation System, Self Assessment Tools for Communities and States. 

The Action Plan development process was designed that would, if followed, result in an implementable coordination plan. The process, which by the very nature of the Social Service Transportation Improvement Act had to remain flexible, is presented as a basic framework from which deviations based both on regional differences and population is necessary. Its seven broad steps and related subtasks are a means by which requirements of Sections 15951, 15952, 15975 and 15976 of the Act can be met.

I. Review and Evaluate Inventory of Social Service Transportation Agencies Prepared Under Section 15973 of AB 120

A. Perform quantitative analysis on provider agencies to determine physical capacity for coordination. If necessary, the inventory shall be expanded. This analysis should include, at a minimum, evaluation of the following:

1. Vehicle passenger and location patterns

a. Passenger service hours

b. Unutilized vehicle hours

c. Idle hours

d. Number of passenger trips

e. Type of service

2. Vehicle inventory data

a. Vehicle type

b. Vehicle capacity

c. Vehicle condition

d. Special equipment

B. Perform quantitative analysis on purchaser agencies to determine potential for participation in coordinated system. This analysis should include, at a minimum, evaluation of the following for each agency:
1. Number of passenger trips

2. Trip destination

3. Time of trips

C. Analyze maintenance and administrative functions for each provider agency to assess potential for coordination. This analysis should include, at a minimum, evaluation of the following:

1. Present maintenance arrangements

2. Parts and supplies purchasing

3. Storage facilities

4. Allocation of staff time for transportation program administration

II. Design and Initiate Program for Agency Involvement

Based upon the results of the quantitative analysis:

A. Identify potential participants.

B. Schedule initial informational meeting for purposes of discussing:

1. Collective perceptions of local transportation problems

2. The results of the data analysis

3. The coordination concepts available for local implementation

4. The coordination planning process

C. Establish working advisory committee consisting of potential participating agencies, taxi companies, fixed-route operators, and public officials to advise and oversee the development of the Action Plan.
D. Hold meetings of the advisory committee as necessary to:

1. Evaluate existing services

2. Provide additional data on operations or purchase needs

3. Conduct qualitative analyses

4. Define objectives and priorities

5. Select appropriate coordination method
E. Expand advisory committee to include newly interested agencies as necessary.

III. Identification and Analysis of Constraints and Limitations on the Design and Implementation of a Coordinated System

A. In cooperation with members of the advisory committee, identify, investigate, and analyze constraints and limitations imposed upon individual agencies through their charters, funding sources, and jurisdictions. These may include:
1. Jurisdictional constraints

2. Agency clientele restrictions

3. Agency organizational restrictions

4. Funding constraints

5. Legal restraints

6. Operational restraints

7. Fare policies

IV. Evaluate Funding Sources

To provide for program implementation and continued operations:

A. Review and evaluate funding sources included in the operation of current social service agency transportation programs, including:

1. Their special procedures and restraints

2. Their mutual compatibility and transferability

B. Review alternative funding sources available to participating agencies and individuals using the services. Sources to be investigated should include at a minimum:

1. Federal funds (see federal program matrix)
a. Social Security

b. Federal Transit Administration

c. Older Americans Act

d. Community Services Act

e. Rehabilitation Act

f. Developmental Disabilities Services and Facilities Construction Act

g. Community Development Block Grants

2. State funds

a. SB 620, Secretary’s Discretionary Fund

b. State Transit Assistance Fund

c. Transportation Development Act

3. Local funds

a. Local transportation sales tax

4. Private sources

C. Based on the above review, define available funding sources.

V. Identify and Evaluate Service Options and Coordination Concepts Available and Determine the Conditions Under Which They Can Operate Effectively

A. Identify existing coordination programs and investigate the following elements:

1. Program design

2. Management and operation methods

3. Service levels

4. Funding

B. Identify service options and coordination concepts available for local implementation under the areas of:

1. Vehicle operations
2. Maintenance

3. Administration

C. Develop criteria and/or identify conditions for the effective application for each service option.

D. Perform preliminary comparative assessments for each coordination concept in relation to the current mode of operation.

E. Based on the criteria for effectiveness and the results of the cost analysis, select service options for application within the project area(s).

VI. Designate Consolidated Transportation Service Agency(s) and Develop Internal Management Structure

A. Designate CTSA(s)

B. Establish policy board, if not already in existence.

C. To provide a level of accountability beyond the primary contractual arrangements, develop mechanisms for the review of:

1. Program feasibility

2. Operations

3. Operating statistics

4. Costs

5. Policy decisions

VII. Develop Phased Strategy for Implementation of the Selected Coordination Concepts/Service Options
Completion of the following activities will culminate in the implementation of the coordination plan. Each of the following tasks appropriate to the coordination plan should be completed and documented in the Action Plan.

A. Assess implementation resources, including:

1. Funds

2. Equipment

3. Personnel

B. Develop operations plan showing each participant’s role and responsibilities under the Action Plan, including:

1. Types of services to be provided

2. The levels of service to be provided

3. A schedule of services to be implemented

4. The estimated number of vehicle hours to be provided if vehicle coordination is involved

5. The utilization of any private firms, including taxis or service garages, and their required duties

6. Interface with fixed-route, complementary paratransit, and rail operations

C. Develop a financial plan including:

1. An estimate of expenditures

2. A preliminary budget broken down into operating, capital, and administrative costs

3. The establishment of a billing rate structure
D. Draft contracts for participating agencies and any private firms involved in the project including the applicable provisions of Section 15952 of the Act.

E. Develop an evaluation and monitoring plan.

F. Develop any system expansion recommendations.
