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AGENDA 
REGULAR MEETING 

LOCAL TRANSPORTATION AUTHORITY 
 
 

DATE:   Thursday, December 21, 2017 
   3:00 P.M. 
LOCATION:  Board of Supervisors Chambers 
   481 Fourth Street, Hollister, CA 95023 
 
DIRECTORS:  Chair Ignacio Velazquez, Vice Chair Jaime De La Cruz     
   Directors Tony Boch, Anthony Botelho, and Jim Gillio 

Alternates: San Benito County: Mark Medina;  
City of Hollister: Mickie Solorio Luna; San Juan Bautista: Jim West  

    
Persons who wish to address the Board of Directors must complete a Speaker Card and give it to the Clerk prior to addressing the 
Board. Those who wish to address the Board on an agenda item will be heard when the Chairperson calls for comments from the 
audience. Following recognition, persons desiring to speak are requested to advance to the podium and state their name and 
address. After hearing audience comments, the Public Comment portion of the agenda item will be closed. The opportunity to 
address the Board of Directors on items of interest not appearing on the agenda will be provided during Section B. Public 
Comment. 

 
3:00 P.M. CALL TO ORDER: 

A. ACKNOWLEDGE Certificate of Posting 
B. PUBLIC COMMENT:  (Opportunity to address the Board on items of interest not appearing on the agenda.  

No action may be taken unless provided by Govt. Code Sec. 54954.2. Speakers are limited to 3 minutes.) 

CONSENT AGENDA: 
(These matters shall be considered as a whole and without discussion unless a particular item is removed from the Consent 
Agenda. Members of the public who wish to speak on a Consent Agenda item must submit a Speaker Card to the Clerk and wait for 
recognition from the Chairperson. Approval of a consent item means approval as recommended on the Staff Report.) 

1. APPROVE Local Transportation Authority Draft Meeting Minutes Dated October 19, 2017 – 
Gomez   

2. RECEIVE Specialized Transportation/Jovenes de Antaño September and October 2017 
Monthly Service Reports – Valentine  

3. RECEIVE County Express/MV Transportation September and October 2017 Monthly 
Operations Reports – Valentine 

4. ADOPT Resolution No. 17-08, Authorizing the Execution of a Master Agreement and 
Program Supplements for State-Funded Transit Projects – Valentine 
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5. AUTHORIZE Executive Director to Execute the RouteMatch Dispatch Software Mobile 
Data Tablets and Professional Services Order Form in the Amount of $55,767, and 
Ongoing Annual Fees in the Amount of $5,952 – Valentine    

6. Surplus Vehicles – Valentine  
a.  DECLARE Two Vehicles Surplus Property to be Auctioned or Salvaged, and; 
b.  AUTHORIZE Executive Director to Execute all Necessary Documents to Auction or 

Salvage Surplus Vehicles  
 

REGULAR AGENDA: 

7. RECEIVE Presentation on Public Transit Partnerships with Transportation Network 
Companies – Valentine 

8. APPROVE Contract between San Benito County Local Transportation Authority and Token 
Transit, Inc. for Pilot Software and Subscription Services – Valentine   

 
 
Adjourn to LTA Meeting on Thursday, January 18, 2018.  Agenda deadline is January 02, 2018 at 12:00 p.m.  
In compliance with the Americans with Disabilities Act (ADA), if requested, the Agenda can be made available in appropriate 
alternative formats to persons with a disability. If an individual wishes to request an alternative agenda format, please contact the 
Clerk of the Council four (4) days prior to the meeting at (831) 637-7665. The Local Transportation Authority Board of Directors 
meeting facility is accessible to persons with disabilities.  If you need special assistance to participate in this meeting, please contact 
the Clerk of the Board's office at (831) 637-7665 at least 48 hours before the meeting to enable the Council of Governments to 
make reasonable arrangements to ensure accessibility.  
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Agenda Item :_______ 

San Benito County                                                                                         
LOCAL TRANSPORTATION AUTHORITY 

REGULAR MEETING 
October 19, 2017    3:00 P.M. 

 
DRAFT MINUTES 

 
MEMBERS PRESENT: 
Vice-Chair De La Cruz, Director Boch, Director Botelho, Director Gillio, and Alternate Director Luna  
Ex Officio: Kelly McClendon, Caltrans District 5 
 
STAFF PRESENT: 
Deputy County Counsel, Shirley Murphy; Executive Director, Mary Gilbert; Transportation Planner, 
Veronica Lezama; Transportation Planner, Regina Valentine; Secretary, Monica Gomez 
 
CALL TO ORDER: 
Vice-Chair De La Cruz called the meeting to order at 4:09 p.m. 
 
A. CERTIFICATE OF POSTING 
Upon a motion duly made by Director Boch, and seconded by Director Luna, the Directors unanimously 
acknowledged the Certificate of Posting. Vote: 5/0 motion passes. 
 
B. PUBLIC COMMENT:  None 
 
CONSENT AGENDA: 

1. Approve Local Transportation Authority Draft Meeting Minutes Dated September 21, 2017 – Gomez 
2. Receive Specialized Transportation/Jovenes de Antaño August 2017 Monthly Service Report – 

Valentine  
3. Receive County Express/MV Transportation August 2017 Monthly Operations Report – Valentine 
4. Adopt Resolution 17-06 Authorizing the Filing of a Claim for Allocation of Transportation 

Development Act Funds for Fiscal Year 2016/2017 – Postigo    
5. Adopt Resolution 17-07 Approving Projects for Funding and Authorizing the Executive Director to 

Apply for and Accept Public Transportation Modernization, Improvements, and Service Enhancement 
Account Funds Totaling $1,055,315 – Valentine  
 

There was no public comment on the consent agenda.  
 
Upon a motion duly made by Director Gillio, and seconded by Director Boch, the Directors unanimously 
approved Items 1-5 from the Consent Agenda. Vote: 5/0 motion passes. 
 
6. Receive Report on the Performance of the County Express Shuttle Service to the San Benito County Fair 

– Valentine 
 

Regina Valentine provided a report on the performance of the County Express shuttle service to the San 
Benito County Fair.   
 
The Board noted that the shuttle service is a great service to the community.  However, based on the historic 
ridership data staff provided, it did not seem feasible to continue the service in the upcoming year.   
 
There was no public comment. 
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Upon a motion duly made by Director Boch, and seconded by Director Gillio, the Directors unanimously 
adjourned the LTA meeting at 4:15 p.m. Vote: 5/0 motion passes.      
    
ADJOURN TO LTA MEETING NOVEMBER 16, 2017.  
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Staff Report 
To: Local Transportation Authority 
From:  Regina Valentine, Transportation Planner Telephone: (831) 637-7665 x 205 
Date:  December 21, 2017 
Subject: Caltrans Master Agreement 
 

Recommendation: 

ADOPT Resolution No. 17-08, Authorizing the Execution of a Master Agreement and Program 
Supplements for State-Funded Transit Projects. 

Summary: 

In order to receive federal and state funding for transportation projects, the San Benito County 
Local Transportation Authority (LTA) must execute a Master Agreement with the California 
Department of Transportation (Caltrans) and program supplements. Caltrans requires that the 
authority to sign such agreements be authorized by resolution.  
 

Financial Impact: 

Funds available to LTA for projects covered by the Master Agreement vary.   
 
Discussion: 

The resolution authorizes the Executive Director to execute a Master Agreement and program 
supplements as required by Caltrans. Once the documents are executed, LTA submits them to 
Caltrans and may begin invoicing for funds.  

This resolution will allow the Executive Director to sign and return documents, following approval 
by County Counsel, without delay due to the need for further Board action.  

 

Staff recommends that the Board ADOPT Resolution No. 17-08.  

 
Executive Director Review:      Counsel Review:  _Yes____ 

Attachments: Resolution No. 17-08 
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Staff Report 
To: Local Transportation Authority  
From:  Regina Valentine, Transportation Planner Telephone: (831) 637-7665 x 205 
Date:  December 21, 2017 
Subject: RouteMatch Dispatch Software Mobile Data Tablets Expansion  
 

Recommendation: 

AUTHORIZE Executive Director to Execute the RouteMatch Dispatch Software Mobile Data 
Tablets and Professional Services Order Form in the Amount of $55,767, and Ongoing Annual 
Fees in the Amount of $5,952.  

Summary: 

Staff is requesting authorization from the Local Transportation Authority (LTA) Board to sign an 
order form to purchase 17 RouteMatch Mobile Data Tablets (MDTs), which includes ongoing fees 
for data plans and support and maintenance. This investment would be an expansion of the 
current County Express Demand Response RouteMatch dispatch software. The purchase of 
RouteMatch MDTs for County Express’ Paratransit and Dial-a-Ride vehicles is a high-ranking, 
near-term technology recommendation in the LTA 2016 Short Range/Long Range Transit Plan and 
2017 Transit ITS Plan.       

Financial Considerations: 

As detailed in the RouteMatch Dispatch Software MDTs Order Form, there are two sets of costs 
for the project: Year 1 costs and ongoing fees beyond Year 1. Year 1 costs include licensing fees, 
project management and installation, support and maintenance, hardware, and data plans 
totaling approximately $56,000. LTA was the recipient of Prop 1B Public Transportation 
Modernization, Improvements, and Service Enhancement Account (PTMISEA) funds to cover Year 1 
costs, as reflected in the Board approved Fiscal Year 2017-18 Budget. Ongoing fees for data 
plans and support and maintenance would be paid beyond Year 1 totaling approximately 
$6,000 annually.          

Background: 

In September 2015, County Express’ dispatch went “live” with a new software tool called 
RouteMatch to manage trip reservations and client information for the agency’s Demand Response 
services. The RouteMatch automated scheduling management system for the Paratransit and Dial-
a-Ride services has resulted in improved service efficiency and customer service.  

Building upon this success, with the Board’s approval staff applied for PTMISEA funding to 
expand the RouteMatch dispatch software with the purchase of RouteMatch MDTs. As described in 
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LTA’s 2016 Short Range/Long Range Transit Plan and 2017 Transit ITS Plan, MDTs allow dispatch 
to effectively manage service operations and respond to changes on a real-time basis.  

MDTs would be installed onboard each vehicle used for Paratransit and Dial-a-Ride service and 
include a graphic interface that shows drivers client information, all scheduled trips assigned to a 
driver, mapping software for locating client’s destinations, and the ability to record and transmit 
trip level information back to dispatch (late arrival/departures, client no-shows, etc.). Also, once in 
place, MDTs introduce Automated Vehicle Location functionality to this portion of the County 
Express fleet, allowing dispatch to be able to see in real-time where fleet vehicles are located.      

Staff Analysis: 

Through the research and analysis of LTA’s 2016 Short Range/Long Range Transit Plan and 2017 
Transit ITS Plan, the purchase of RouteMatch MDTs to expand the RouteMatch dispatch software 
for the Paratransit and Dial-a-Ride services was identified as a prioritized technology investment 
for LTA. With this information, staff is requesting authorization from the Board to sign an order 
form to purchase 17 RouteMatch MDTs, which includes ongoing fees for data plans and support 
and maintenance.       

 

Executive Director Review:      Counsel Review:  __Yes__ 
 
 
Attachments:  RouteMatch Dispatch Software Mobile Data Tablets Order Form  
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Staff Report 
To: Local Transportation Authority  
From:  Regina Valentine, Transportation Planner Telephone: (831) 637-7665 x 205 
Date:  December 21, 2017  
Subject: Surplus Vehicles  
 

Recommendation: 
 

a. DECLARE Two Vehicles Surplus Property to be Auctioned or Salvaged.  

b. AUTHORIZE Executive Director to Execute all Necessary Documents to Auction or Salvage 
Surplus Vehicles. 

 

Summary: 

Two transit vehicles have been identified by staff to be declared as surplus vehicles to be 
auctioned or salvaged as they can no longer used in transit operations. These older, high-mileage 
vehicles have exceeded their useful life requiring excessive costly repairs.  
 

Financial Analysis: 
 

Staff anticipates less than $1,000 in revenue if the vehicles are auctioned or salvaged. Staff will 
determine whether to auction or salvage the vehicles to yield the highest return for the Local 
Transportation Authority (LTA).  
 

Staff Analysis: 
 

Once a transit vehicle has reached its useful life, the LTA may declare the vehicles as surplus 
property.  Minivans are eligible for surplus when the mileage has reached 100,000 or 4 years 
and medium vehicles at 150,000 miles or 5 years. The following vehicles are no longer used in 
transit operations and are eligible to be declared as surplus property: 
 

Bus 
Number 

VIN (last 5 
digits) 

Vehicle Year/Make Passenger Capacity Mileage 

52 13647 2008 Starcraft Allstar 12A/2WC 257,938 
734 38515 2008 Chevy Uplander 5A/1WC 177,447 

A = Ambulatory, WC = Wheelchair 
 
 
Executive Director Review:      Counsel Review:  __N/A___ 
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Staff Report 
To: Local Transportation Authority  
From:  Regina Valentine, Transportation Planner Telephone: (831) 637-7665 x 205 
Date:  December 21, 2017 
Subject: Public Transit Partnerships with Transportation Network Companies   
 

Recommendation: 

RECEIVE Presentation on Public Transit Partnerships with Transportation Network Companies  

Summary: 

In response to a request from the Board, staff has worked with MV Transportation, the contractor 
for LTA’s County Express service, to conduct preliminary research on the public transit partnerships 
with Transportation Network Companies (TNCs), such as Uber and Lyft.   

Financial Considerations: 

The financial impact at this time is unknown.    

Background: 

In the recent past, public transit agencies across the U.S. have turned to technology to improve 
customer service such as the use of social media to distribute schedule information, dispatching 
software to reduce ride times, and electronic fare collection systems to streamline boarding. 
Although this has been the case, due to the fast pace of technological changes communities are on 
the verge of a complete transformation of how people move around. The future of transportation, 
including public transit, is shared mobility, electrification, and autonomous vehicles. For this reason, 
the Local Transportation Authority (LTA) must prepare for this transportation revolution, which 
could include future partnerships with TNCs.      

Staff Analysis: 

When exploring potential partnerships with TNCs, a transit provider must analyze the structural 
differences between itself, a public agency, and TNCs, private companies, to determine how they 
might be able to work together. Many questions need to be researched, including:    

How do the regulations of TNCs align or conflict with those of public transit? 
Who is liable if an issue arises while a rider is using the service?  
Would the service be equitable and accessible to people with disabilities?  
How would riders without smart phones or credit cards be able to use the service? 
Will the service help meet the needs of the community, including during off peak hours? 
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Do we have enough TNC activity in our community for it to be effective?   
Will the service maintain reasonable levels of ridership? 
Would offering the service result in trips being shifted from the more-costly public transit 
demand-response service? Or would it instead encourage people to ride who would have 
otherwise walked or biked to get to their destination?      
Will the TNCs be willing to share usage data, data that is often cited as propriety? 
How sustainable are TNCs considering they are heavily subsidized by venture capital?  

LTA is currently in the process of procuring service operators for its County Express and 
Specialized Transportation services with new contracts to be effective January 1, 2019. The 
largest project milestone, the Transit Services Operations Requests for Proposal, is anticipated to 
come to the LTA Board for approval for release in April 2018 with contract award in October 
2018.  

Following approval and implementation of the new contracts and service parameters, LTA staff 
will be able to begin the local research needed to consider pursuing partnerships with TNCs, 
possibly funded through the submission of a Caltrans Transportation Planning Grant.    

Representatives of MV Transportation, the contractor for LTA’s County Express service, will make 
a presentation to the LTA Board at the December meeting to provide a general overview of ways 
that public transit agencies are beginning pilot partnerships with TNCs.    

 

Executive Director Review:      Counsel Review:  __N/A__ 
 
 
Attachment:  Integrating Mobility Options into Traditional Transit Presentation 
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Integrating Mobility 
Options Into Traditional 
Transit
Presentation to the 
San Benito Local Transportation Authority (LTA) Board 

County Express

• 3 Fixed Route Lines
• Intercounty service to Caltrain, Gavilan College, and Gilroy 

Greyhound
• Paratransit & General Public Dial-A-Ride
• 126K+ passengers annually

Current Operations
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Sunnyslope

Potential uses for non-
dedicated services:
• Low ridership on school runs 

could provide potential 
opportunity to outsource

• Growth on Green Line may 
provide opportunity to realign 
resources

• Dial-a-Ride ridership 
fluctuates while paratransit 
has remained stable. There 
may be opportunity to even 
out dedicated resources by 
outsourcing some work to a 
non-dedicated provider

• Additional detailed analysis is 
required .

0
1,000
2,000
3,000

Dial A Ride and Paratransit

Dial-A-Ride Paratransit
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New Options in Mobility

• Outsource paratransit/DAR trips to non-dedicated services 
• Voucher service that allows passengers to use subsidy money 

to “Upgrade” service 
• First Mile Last Mile Services
• Trim fixed routes based on ridership, replace with smaller 

vehicles or rideshare opportunities
• Point to point autonomous shuttles to feeder services

Taxi versus TNC

• TNC/TCP 
> Provide prearranged transportation
> Operate under authority from the CPUC
> Driver must have a completed waybill in his or 

her possession at all times during the trip
> Do not use meters  and  top  lights

• Taxis 
> Provide transportation “at the curb”
> Are licensed  and  regulated  by  cities  and  

counties
> Use meters and Taxi Lights

“Based  on  the  information  above,  it  may  seem  that  there  is  
little  or  no  difference  between  a  charter-party  carrier/TNC and  
a  taxicab.    In  fact,  the  two  are  separate  and  distinct  types  of  
transportation.    A  charter-party  carrier/TNC may  not  operate  as  
a  taxi, or  advertise  as  to  indicate  that  it  provides  taxicab  
service.    Taxis  are  licensed  and  regulated  by  cities  and  
counties, while charter-party carriers/TNCs operate under authority 
from the CPUC, subject to the  Public  Utilities  Code  and  CPUC
regulations.    Taxis  have  meters  and  top  lights;  charter-
party/TNC vehicles do not have either one.  The most important 
operational difference is that TCP/TNC transportation must be 
prearranged.  Taxis may provide transportation “at the curb”, that is, 
a customer may “arrange” taxi transportation by simply hailing a cab 
from the sidewalk.  All transportation performed by charter-party 
carriers/TNC must be arranged beforehand, and the driver must 
have a completed waybill in his or her possession at all times during 
the trip.”

http://www.cpuc.ca.gov/uploadedFiles/CPUC_Public_Website/Conte
nt/Licensing/Transportation_Network_Companies/BasicInformationf
orTNCs_7615.pdf

Taxi vs. TNC: Regulation and 
Definition

California Regulates Taxi Service
at the City & County Level 

• For Hollister, this is governed by 
Ordinance No. 1090, conferring 

administrative authority 
to the Police Chief.

CA PUC Defines and Regulates 
Transportation Network Companies 

• “[TNCs] provide prearranged 
transportation services for 

compensation using an online-
enabled application or platform (such 

as smart phone apps) to connect 
drivers using their personal vehicles 

with passengers.”
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Lyft Service area coverage

Overview of Regulations

Taxi

• DOT Drug Testing
• Fingerprinting
• Clean DMV Record
• Background Checks
• Annual Vehicle Inspections 

performed by Police Department  

TNC

• Zero tolerance policy for D&A, no 
testing required

• Clean DMV record
• National background Checks
• 19-point vehicle inspection 

provided by TNC or designee

Using TNCs In Traditional Transit

• Opt-In Programs & Pilots
> Allows passengers to sign a waiver acknowledging variance from FTA 

requirements 
• Riders Choice options

> Allows passengers to select provider delivering services
• Non-FTA funded programs

> Allows use of TNCs in alternative transit applications
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Integrating TNCs: Risks

• Drivers are independent contractors
> Do not drug test 
> Do not perform DOT physicals
> Do not mandate training for drivers
> Do not require drivers to assist passengers in an out of the vehicle 
> Perform background checks to their own specifications

• Services use personal vehicles
> Vehicles inspected pursuant to state requirements only

• Use electronic faring
• Require the use of smartphones
• Limited reporting available

FTA guidelines

• Transit agencies can have more than one ride 
sourcing company, where the passenger can 
choose which company to ride with, then 
providers exempt from FTA regulations are 
permitted to operate service

• The Passenger must have a choice of 
providers, and that choice must have no 
influence from the transit agency

“If, on the other hand, the transit system uses more than 
one ride-sourcing company (i.e., Uber, Lyft, and the local 
cab company), and the passenger chooses one, the 
companies are exempt from FTA regulations. In this case, 
the transit system cannot anticipate which carrier will be 
selected and therefore, it would be practically impossible to 
impose the regulations on multiple carriers. Even though 
the subsidy may be paid directly to the service provider, 
the choice of who provides the trip and gets the subsidy is 
ultimately the passenger’s choice with no influence or 
direction from the transit system. The rules governing ride-
sourcing are consistent with FTA’s rules for taxicabs.”

FTA guidelines

• Pilot programs are exempt from FTA drug 
and alcohol rules requirements if:

> The public transit agency is subsidizing 
– first mile/last mile service, 
– offering same day ADA paratransit 

service, or 
– other service as a pilot program (for up to 

one year) 
> There are no FTA funds in either the vehicles 

or the operations of the service

“The FTA has determined that if a public transit agency is 
subsidizing first mile/last mile service, offering same day 
ADA paratransit service, or other service as a pilot program 
(for up to one year) and there are no FTA funds in either 
the vehicles or the operations of the service, then the drug 
and alcohol rules do not apply, even if the public transit 
agency is contracting with only one ridesourcing or one 
taxicab company. If the transit agency continues to 
subsidize the service beyond one year, the transit agency 
must either expand its list of providers such that the 
taxicab exception applies, or incorporate the drivers of the 
ridesourcing company into the drug and alcohol programs.”
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Steps to Determine Viability

• Review Dial A Ride Trip Data
> Determine whether addition of TNC service will optimize performance 

• Review fixed routes’ ridership patterns by hour of day
> Determine whether there is an opportunity to shorten the route and 

replace with first mile last mile service
• Review school routes to determine opportunity for outsourcing

Example: Dallas Area Rapid 
Transit

• Integration of Lyft to provide same day 
service, funded separately from FTA money

• MV’s call center schedules “pilot user” 
trips on Lyft routes during peak times

• MV dispatcher, based in call center:
> Enters trips from the Lyft Routes into Lyft’s 

Concierge booking system
> Monitors all Lyft Trips, and associated reporting
> Reconciles trips in Trapeze 

Example: Dallas Area Rapid 
Transit

Trips per Month 
(Pilot began 5/22/17)

124

1,038

2,146

3,735
4,025

4,316

May June July August September October

Average Number of 
Trips per Distinct Rider 

May June July August September October
2016 1.7 1.8 1.8 1.8 1.8 1.8
2017 2.3 2.2 2.2 2.2 2.2 2.2

1.0

1.2

1.4

1.6

1.8

2.0

2.2

2.4
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How a TNC Pilot Works

• MV will use a B2B platform to schedule trips with TNC services
• For paratransit:

> Schedule a route to be outsourced to TNC
> Transpose those trips into the B2B platform 
> Monitor, manage, and reconcile service 

• For fixed route:
> Preschedule a fixed shared ride service (provided by MV or TNC)
> Issue coupon program for first mile last mile service
> MV will monitor manage and reconcile services

• To move to permanent (non-pilot) service:
> County would determine whether a waiver is required by the FTA
> Alternatively non-federal funds could be used to fund the pilot

Steps to Integrate New Mobility

Analyze 
Service 
Today

• Identify 
opportunities 
for integration 
of new mobility 
services

Model Out 
Approach

• Model 
projection of 
how service will 
look under 
proposed 
changes

Pilot Service

• Launch service 
with a pilot 
focus group to 
gauge success

Collect Data

• Ridership 
patterns, 
complaints, 
OTP, 
Productivity, 
cost

Analyze 
Usage

• Is ridership 
growth or is 
ridership 
shifting

• Define the rider 
profile 

Project 
Efficiencies

• Did this help 
manage 
capacity?

• Did this lower 
my costs?

• Did this 
improve 
performance?

Assess 
Further 

Investment

• Can I automate 
this?

• Does my 
funding require 
a waiver?

• Will the public 
embrace this?
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Staff Report 
To: Local Transportation Authority  
From:  Regina Valentine, Transportation Planner Telephone: (831) 637-7665 x 205 
Date:  December 21, 2017 
Subject: Token Transit Pilot Program  
 

Recommendation: 

APPROVE Contract between San Benito County Local Transportation Authority and Token Transit, 
Inc. for Pilot Software and Subscription Services.  

Summary: 

Staff is requesting authorization from the Local Transportation Authority (LTA) Board to enter into 
contract with Token Transit for a one-year pilot program to offer a mobile ticketing fare option 
for County Express riders. The availability of mobile ticketing for County Express would help 
address the high-ranking technology requests for the ability to buy fare media online, the ability 
to pay fares electronically, and having more places to buy fare media, captured during the 
public outreach portion of the Transit ITS Plan completed in March 2017.       

Financial Considerations: 

To cover costs including credit card processing fees, Token Transit charges 10% of the final 
transaction value for each fare purchased through their app over $2.00. For all transactions less 
than $2.00, the fee is $.06 + 7%. LTA will not incur any costs for app development, software 
updates, marketing asset designs, and basic data reporting and integration. 
 
In analyzing the feasibility of working with Token Transit to offer mobile ticketing for County 
Express transit service, staff calculated the anticipated cost over the length of the one-year pilot. 
Using the amount of fare collected in Fiscal Year 2016-17 as the base and assuming a range of 
fares purchased through the app between 10% to 50% of total fares, staff projects the service 
will cost between $1,540 to $7,700 at the Token Transit 10% service rate.     

Background: 

Fare collection in public transit has changed dramatically over the last few decades. Paying cash 
for paper tickets has evolved into more secure magnetic stripe tickets, which is often time 
consuming and costly due to the expense of automated fare collection system hardware. For 
example, according to the Transit ITS Plan, such a system for the County Express Fixed Route and 
Intercounty Routes would range between $230,000 to $250,000 in one-time capital expenses 
(assuming 10 vehicles), with $40,000 to $60,000 in annual costs.    
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With advancements in mobile technology, many transit agencies are instead turning to mobility 
ticketing, which can be deployed without any infield sales equipment, removing a large amount of 
cost and risk when rolling out electronic fares.  

As with most transit agencies, LTA regularly receives feedback from County Express riders 
regarding increasing transit technology for the system, including offering an electronic fare 
option. The availability of mobile ticketing for County Express would help address the high-
ranking technology requests for the ability to buy fare media online, the ability to pay fares 
electronically, and having more places to buy fare media, captured during the public outreach 
portion of the Transit ITS Plan.    

Staff Analysis: 

Token Transit has developed a turnkey software-as-a-service mobile ticketing app available on 
Android and Apple that is complete, ready to launch, and customizable for any transit agency. 
Token Transit has partnered with many transit agencies, including Big Blue Bus in Santa Monica 
and Redwood Transit System in Humboldt, to implement pilot programs offering mobile ticketing 
to its transit riders. These pilot programs allow the agencies to try mobile ticketing for a limited 
time and to test it locally without large overhead.  

LTA staff has discussed with Token Transit the process of establishing the pilot program. It takes 
approximately six weeks from contract signature to mobile ticketing public launch with Token 
Transit assisting LTA with training drivers to validate mobile tickets, providing marketing materials, 
and setting up the account to receive mobile fare revenue. LTA would be provided an Agency 
Web Portal to allow staff to configure ticketing options and fare structure, manage rider 
accounts, and inspect ridership data.    

The Token Transit app is user-friendly and offers a 24/7 Customer Support Center via call, email, 
and text. When ready to ride, a user taps their purchased pass to activate it. This generates the 
unique ticket required to show the driver. Tickets can be activated at any time and riders can 
activate multiple tickets at once if traveling with multiple riders. After the rider’s pass has expired, 
their active ticket will disappear from their phone. The app can also be used to easily distribute 
passes for employers, social services, special event attendees, and to specified phone numbers. 
More information can be found about Token Transit at https://www.tokentransit.com/ .  
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Overview

Token Transit, Inc. develops a turnkey

software-as-a-service mobile ticketing platform that

is complete, ready to launch, and customizable for

any transit agency.

Based in San Francisco, California and founded by

a team of former Google and Apple engineers, we

have decades of experience building secure and

scalable software. We use this experience to

improve mobile ticketing for public transit

nationwide.

Benefits of Token Transit

Reduce cash processing costs

Speed up boarding times

Give riders convenient payment options

Distribute transit passes electronically

Access a wealth of ridership data

Token Transit Features

6 week integration timeline

24/7 Customer Support Center

Agency Web Portal for managing accounts and verifying reduced pass riders

Easy distribution of passes for employers, social services and special event attendees

Ability to purchase and send passes to specified phone numbers

Detailed ridership and pass use analytics

Try it on your phone!

You can download the Token Transit app by texting TOKEN to 41411 for a download link, visiting

www.tokentransit.com/app, or searching for “Token Transit” in the iOS or Android app stores.



Pilot Program

Token Transit partners with public transportation agencies to offer mobile ticketing to transit

riders. Pilot programs, in contrast to traditional RFP’s, allow agencies to try mobile ticketing for a

limited time and test it locally without large overhead. Most agencies we partner with choose pilot

programs because of the ease and flexibility they provide.

Our pilot programs typically last one year and involve a simple agreement from your agency. We

then add your agency’s passes into the Token Transit app, allowing local riders to purchase and

use passes that are unique to your agency.

We have a six-week integration timeline that has proven successful for launching mobile ticketing

with our partner agencies. It involves three main steps:

1. Operator Training - we work with operators to recognize mobile tickets

2. Marketing Strategy - we provide marketing material to print and deploy

3. Payment Integration - we set up your account to receive mobile fare revenue

Integration timeline for mobile ticketing

We provide an Agency Web Portal that allows you to configure your ticketing options, manage

rider accounts, and inspect ridership data. We can also integrate with existing agency databases

and financial records if required.

Details about different aspects of our pilot program our outlined in “Agency Integration” below.



The App

Token Transit is a single, standalone app, available on Android and iOS, that lets riders buy

transit passes for all transit agencies we partner with. We use the phone’s GPS location to

determine which agency a rider wants to purchase passes from.

The best way to learn more about the Token Transit app is to use it on your iOS or Android

device. You can download the app in three ways:

1. Texting “TOKEN” to 41411 for a download link (most common)

2. Visiting http://tokentransit.com/app

3. Searching for ‘Token Transit’ in the iOS or Android app stores

Purchasing Passes

Your fare structure will determine a rider’s in-app fare selection process and will differ depending

on what you, and your agency, choose to offer. You will have the ability to configure your own

fare structure.

Example: a rider is purchasing a “Youth 10 Ride pass” from RTC Washoe in Reno, NV.

1. Buy Pass - rider selects ‘rider and fare type’ to purchase

2. Confirm Purchase - rider can view their selection and confirm their purchase

3. Tap to Use - rider can use their ‘Youth 10 Ride’ pass when they are ready to ride

Buy Pass Confirm Purchase Tap to Use



We support additional fare options including zones, optional transfers, express busses, special

events, etc. If desired, these options will appear on the ‘Buy Pass’ screen for your riders to select.

Using Passes

When ready to ride, a user taps their purchased pass to activate it. This generates the unique

ticket required to show the operator. Tickets can be activated at any time and riders can activate

multiple tickets at once if traveling with multiple riders. After the rider’s pass has expired, their

active ticket will disappear from their phone.

Example: a rider is using the 1st of their “Youth 10 Ride Pass” at RTC Washoe in Reno, NV.

4. Activate Pass - rider can tap their pass in order to active a ticket

5. Show Ticket - rider shows active ticket to operator when boarding

6. Pass Wallet - rider can show ticket again or activate another available ticket

Activate Pass Show Ticket Pass Wallet



Distributing Passes

Token Transit provides a simple and cost-effective way to distribute passes in bulk. Using the

Token Transit app, agencies can distribute full priced or subsidized passes to universities,

employers and conference attendees. For example, we sent mobile bus passes to over 700

attendees of APTA Bus Roadeo 2017 in Reno, NV, and are working on university partnerships

nationwide.

Agency Configurable Fare Structure

Every transit agency has different needs for their pass infrastructure. With the Token Transit app,

you can define a list of passes, unique to your agency, with the following characteristics:

Fare Price

Rider Type (Adult, Youth, etc)

Quantity (1-Ride, 10-Ride)

Duration (2-hour, day pass, month pass, etc.)

Zones/Express (if applicable)

Peak/non-Peak Service (if applicable)

Special Event Tickets (if applicable)

Below is an example fare structure for our agency partner RTC Washoe in Reno, NV.

Adult Youth Senior Disabled

Single Ride $2.00 $1.00 $1.00 $1.00

24 Hour Pass $3.75 $1.75 $1.75 $1.75

10 Ride Pass $16.00 $8.00 $8.00 $8.00

7 Day Pass $19.50 $9.75 $9.75 $9.75

31 Day Pass $65.00 $32.50 $32.50 $32.50

Your agency can configure all of its passes within the Agency Web Portal. If additional verification

is required to validate specific pass types (student ID’s, senior cards, etc), we can notify the rider

of this requirement before they purchase these specific pass types.



Rider Sign Up

Upon opening the app for the first time, riders will complete a one-time setup process prompting

them to provide their phone number. Instead of requiring passwords and email addresses, we will

send riders a verification code to log onto our app via SMS.

Enter Phone Number Receive SMS Code Verify Phone Number

24/7 Customer Service Support

We offer 24/7 customer service support for calls, emails, and texts and we make it very easy for

riders to contact us from within the app. We do not compromise on this because reliability and

trust are extremely important for riders who depend on an app to ride transit. We respond to the

majority of inquiries in under 30 minutes.

App Store Reviews and Press

When designing Token Transit, we focused on creating an experience that made signing up and

purchasing passes fast, simple and intuitive.

Signup takes seconds, purchase options are clear and concise, and activating passess is intuitive

and free of distractions. The success of this approach is reflected by our positive press coverage

and app store reviews, which highlight Token Transit’s the simplicity and ease of use.



Google Play Store Reviews

“Excellent. It's so nice to be able to get a pass without going to an ATM first to get cash and then

going downtown to get a pass. A few clicks on my phone and I can ride :D”

“Great app and support. Been using the app in Reno. I don't have to go to the station to get a

ticket and I have no more paper tickets-nice. Also, I had a glitch so I emailed them, got a quick

response and solution.”

iTunes App Store Reviews

“In minutes I downloaded the app, purchased a ticket and was ready to jump on a bus. No

messing around with this app. It does the job simply, effectively and quickly. Why fuss with paper

and passes when you can have it on your phone? Cheers for Token Transit for keeping it

simple.”

Press Coverage

Token Transit received a positive press after launching with RTC Washoe in Reno, including

features on the following: NBC Channel 4, CBS Channel 2, ABC Channel 8, Fox Channel 11

Mobile Ticketing Coverage on NBC Channel 4, Reno, NV



Agency Integration

Implementing mobile ticketing takes three steps: operator training, marketing strategy, and

payment integration. We aim to make these fast and simple and we have proven methods for

conducting each step.

Operator Training

We recognize that agency operators play a key role in the mobile ticketing process. In order to

determine the validity of the ticket, operators will have to look for unique ticket features that

distinguish it from potential phony tickets (see “Secure Visual Validation” below for more

details”).

We have experience successfully training operators at our partner agencies. We will use our

proven approach to provide comprehensive training materials to all operators involved. These

are typically reviewed at recurring operator meetings and can be covered in 10 minutes or less.

The process for validating our mobile tickets has been consistently well received among the

operators at our partner agencies due to its simple and efficient design and process.

Below are sample Operator Training materials.



Operator Training Sample Materials

Marketing Strategy

We have developed a suite of branded marketing material that has proven successful at

promoting the Token Transit app for our partner agencies. Token Transit marketing materials we

will customize for you include the following:

King/Queen Panels

Interior panels (17x11)

Posters (11x17)

Information cards

Various Social Media



Marketing Example - Queen Panel in Reno, NV

Payment Integration

To receive funds from pass sales on the Token Transit app, you will need to set up your bank

account. This takes a few minutes and, when complete, allows transfers from pass sales revenue

to take place on a schedule of your choosing (daily, weekly, etc).

Each mobile ticket sale is strictly a transaction between the rider and your agency. By structuring

payments this way, we eliminate risks associated with holding and paying out funds and provide

you with the option of reconciling funds on a schedule that fits your needs.

We partner with third party payment processor Stripe. They are certified to PCI Service Provider

Level 1, the most stringent level of certification available in the payments industry.

Agency Web Portal

Our Agency Web Portal will allow your agency to configure and control everything associated

with mobile ticketing: pass types, rider accounts, security features, analytics, etc.

Your agency will be able to conduct the following actions:

Pre-Verification Reduced Fares - Give riders who are eligible for reduced fares the ability

to purchase passes within the app while preventing regular riders from accessing

reduced fare options



Rider Account Configuration - Search for rider accounts using phone numbers, issue

refunds, make rider account changes, and disable rider accounts in the event of a stolen

phone, suspected fraudulent behavior, etc

Fares and Pass Configuration - Add or modify pass types based on price, rider type,

quantity, duration, zone/express, peak/non-peak and special event passess (if applicable)

Ticket Security Validation - View the mobile ticket’s unique patterns and images

Institution Rider Configuration - Add or modify pass options for institutions (universities,

employers, etc)

Analytics and Reporting - View dashboards containing detailed mobile ticket rider data

and export data in .csv formats

Administrative Account Configuration - Add and configure agency administrators

Ticketing and Security

When a rider boards with Token Transit, they activate their pass in the app and show the

operator the ticket on their screen. Token Transit uses secure visual validation ticketing and

requires no hardware for mobile ticketing.

Ticket Activation and Expiration

Riders can activate their passes at any time after purchasing. When active, your agency’s unique

ticket of the day is generated and the ticket’s expiration timer begins counting down.

When a pass expires, it will disappear and riders will no longer be able to view or show the pass

to operators. The pass’s activation history and associated details will be stored in a “Pass History”

section on the app.

Secure Visual Validation

Token Transit uses secure visual validation. The ticket uses a variety of methods to ensure that it

can be identified quickly and accurately as a valid ticket and not easily faked by taking a

screenshot.

Animation - Animated ticket background

prevents screenshots



Design - Ticket color, picture and word change each day

Simplicity - Clear design helps operators easily validate rider types

Secure Display - Ticket will only display if user has a valid ticket

Current Time - Prevents fake recordings of the ticket image

We will send out an automated email to operators and/or agency employees with the ticket

designs. This email contains the security features for that day, as well as the tickets for the next

seven days so your agency can plan in advance. Please see “Operator Training” above for more

details on ticket validation.

User Privacy and Payment Security

All user data, including any names, email addresses and phone numbers, will be stored and

transmitted in a secure manner using industry standard data privacy practices.

We hold Errors and Omissions as well as Cyber Risk insurance policies to protect against

potential losses and liability stemming from unforeseen circumstances.

Additional Features

Mobile Ticketing opens the possibilities for numerous benefits for transit riders and your agency

alike. Below are a number of the features we offer with our mobile ticketing service.

Institution-Sponsored Passes

Mobile ticketing allows your agency to easily work with local employers or universities to issue

passes to specific groups of riders. Registered rides will receive an email or text message to

access these passes.

Billing can occur in two ways: the institution can provide discounted transit passes or your agency

can bill the institution on a per ride rate. Detailed pass use data will be recorded and available.

Send Pass to Phone Number

Token Transit has a website that lets users purchase and send passes to a phone number of their

choosing. This has proved helpful for social services agencies, tourism services, parents, etc. to

buy a pass for a different phone number without sharing their payment information.



Fare Capping

Fare Capping ensures that riders always purchase the pass that is in their best financial interest.

For example, if a single ride is $2 and a day pass is $4, a rider would be given a day pass after

they purchase their second single ride within the day. The same would happen for day passes to

weekly passes, weekly passes to monthly passes, etc. Fare capping has been implemented on

systems like the London Underground with great success.

Fare capping helps riders who frequently ride transit but cannot afford the upfront costs

associated with multi-day passes. We can seamlessly integrate fare capping with our account

based mobile ticketing system.

Integrated Analytics

We share our ridership data with you. Data we collect is accessible via the Agency Web Portal

and can be downloaded in .csv format. Additionally, we can configure customizable scheduled

email reports for analytics if desired.

Trip Planning and Real Time Vehicle Locating

Token Transit can provide tools that link our app into existing routing planning and vehicle

location software. Our goal is to integrate with existing open data solutions (GTFS) to make it

possible for riders to be directed to our app from whatever local transit app the user chooses.

This provides a significant advantage to riders and transit agencies when compared with

dedicated closed solutions. It gives riders more choices and the opportunity to take advantage of

the latest innovations in the industry without waiting for a dedicated solution to catch up.

Pilot Program Costs

Token Transit only charges agencies a percentage of the passes we sell. Our goal is to keep

costs simple, transparent, and aligned with an agency’s incentives. To accomplish this, agencies

will not incur any costs for app development, software updates, marketing asset designs, and

basic data reporting and integration.

To cover our costs, as well as all credit card processing fees, we charge 10% of the final

transaction value for each pass purchased on Token Transit. For all transactions less than $2.00

we charge $.06 + 7%. This makes it possible for us to process all fare types for agencies,

regardless of price, while covering all associated credit card fees. We are committed to keeping

Token Transit an economical ticketing solution.



Token Transit Fees

Fares greater than or equal to $2.00 Fares less than $2.00

10% $.06 + 7%

.




















