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E X EC U TI VE S UM M ARY
This chapter summarizes key findings and
recommendations developed during the
Triennial Performance Audit (TPA) of the
Council of San Benito County Governments
(COG) for a three-year period ending June 30,
2009. The California Public Utilities Code
requires each transportation planning agency to
conduct a Triennial Performance Audit to be
eligible for Transportation Development Act
(TDA) funding.
The proposed Audit is designed to be an
independent and objective evaluation of the
COG, as the regional planning entity. The Audit
has three objectives:
1. Assess compliance with TDA
regulations;
2. Review improvements that have
been implemented and progress
toward goals;

As the designated RTPA for San Benito County,
the COG is responsible for the transportation
planning process, development of a Regional
Transportation Plan (RTP), and administration
of the Transportation Development Act (TDA),
including Local Transportation Funds (LTF)
and State Transit Assistance (STA) funds.
In addition, the COG operates as the following
entities:


Council of Governments (COG);



Area Planning Organization (APO);



Airport Land Use Commission
(ALUC);



Measure A Authority (MEA).

During the period of this audit, the COG had a
number of notable accomplishments. The three
most notable achievements were:


Construction;

3. Provide practical and useful
recommendations for improving the





Transportation Planning Agency
(RTPA).

O VERVIEW
The Council of San Benito County
Governments (COG) is the Regional
Transportation Planning Agency (RTPA) for
San Benito County and operates a number of
different entities.
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Moving the COG and LTA staff to the
new administration building;

efficiency and functionality of the
COG as the Regional

The completion of Highway 25 Bypass

Safety Improvements and
Enhancements on Highway 25;



A Mission Statement for the COG.

C OMPLIANCE
The COG administers Transportation
Development Act (TDA) laws and regulations
in an efficient and effective manner and is in full
compliance with TDA rules and regulations,
with one minor technical exception: the previous
Triennial Performance Audit (Public Utilities Code
EXECUTIVE SUMMARY
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99246 & 99248) filed after the 12-month filing date
and no documentation of an extension was documented;
this Audit will be completed and filed after the required
filing date.

P RIOR TPA
R ECOMMENDATIONS
The prior Audit had six recommendations. The
COG demonstrated commitment to improving
its efficiency and effectiveness by fully or
partially implementing all of the
recommendations:
Recommendation 1: Ensure any Board members
are advised and have the opportunity to abstain from any
action for which they may have a potential or perceived
conflict of interest.
Implemented: The COG has made substantial
efforts to ensure that all board members are
aware of any potential or perceived conflict of
interest that may arise during the course of their
duties.
Recommendation 2: Work with the COG’s fiscal
auditor and County accounting department to determine
how the current system can be modified or what other
solutions are available to provide more streamlined
accounting and better controls.
Partially Implemented: General
improvements have been made through the
COG’s tracking and reporting of data. The fiscal
and compliance Audits do not fully meet TDA
requirements.
Recommendation 3: Provide more definitive
separation of the LTA and COG.
Implemented: The COG has created a more
clearly defined separation between the LTA and
its functions and the COG and its respective
functions, in spite of sharing the same building,
board, and many of the staff.
EXECUTIVE SUMMARY
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Recommendation 4: Enhance the COG’s strategic
and internal planning and its identity in the communities
it serves.
Partially Implemented: The COG successfully
revised the Regional Transportation Plan,
redefined its mission and direction. The
annually Overall Work Program supports these
strategic initiatives. The COG management and
Board members have yet to embark upon
strategic planning sessions and develop an
internally supported strategy.
Recommendation 5: Adopt and publish rules and
procedures for the submission and evaluation of TDA
claims.
Partially Implemented: While a complete
guidebook was not completed, the COG made
progress in codifying rules and requirements for
TDA claims.
Recommendation 6: Augment opportunities to
educate the community about transportation programs.
Implemented: The COG has been making use
of public meetings as well as its website as a
means of educating the community.

F UNCTIONAL R EVIEW
The functional review provides a high level
review of the following functions:
1. Administration and Management;
2. Regional Transportation Planning;
3. Transportation Development Act
Administration;
4. Marketing and Transportation
Alternatives;
5. Grant Management.

FINAL REPORT
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A D M IN IS T RA TIO N
MANAGEMENT

AND

A five-member Board of Directors – comprised
of two Supervisors for the County of San
Benito, two Councilpersons from the City of
Hollister, and one Councilperson for the City of
San Juan Batista – governs the COG.
Due to the small nature of the San Benito
community, it is possible for the COG Board of
Directors to have potential or perceived
conflicts of interest occur between their
personal/business interests and COG
responsibilities. COG staff has been diligent in
informing the board members of these possible
conflicts when they may occur and advises the
board member to abstain.
The Executive Director reports to and serves at
the pleasure of the Board. The Director
provides leadership and works with the Board
to assure comprehensive, cooperative, and
continuing policies, plans and processes are
developed that reflect the current and future
transportation and growth management needs
for San Benito.
A new Executive Director was appointed to the
COG since the last audit period. Considerable
progress has been made in the all COG
functions. The Director provides leadership
and works with the Board to assure
comprehensive, cooperative, and continuing
policies, plans and processes are developed to
reflect the current and future transportation and
growth management needs for San Benito
County.
During the Audit period, the COG
accomplished a number of transportation
projects and planning activities of importance to
San Benito County including the completion of
the Highway 25 Bypass. The Board has
FINAL REPORT
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expressed overall satisfaction with COG
operations.
Internal planning is accomplished primarily
through the Overall Work Program (OWP). It
lists tasks which are scheduled to be
accomplished during the year. The OWP must
conform to state and federal requirements. In
addition, it reflects consideration of the regional
goals and objectives. The OWP identifies local,
state and federal funding sources to support the
COG’s work efforts.
The OWPs for each fiscal year provide detailed
descriptions of the COG’s projects, their
objectives, costs, dates of completion, and
intended benefits. Each Overall Work Program
shows products or deliverables accomplished
and those to be completed in the current year
for each “Work Element” in the plan.

R E G IO N A L T RA N SP O RT A T IO N
P L A N N IN G
The 2010 RTP has recently been adopted by the
Council of San Benito Governments. The
Regional Transportation Plan (RTP), updated in
2010, provides a view of future transportation
projects and provides guidance for overall and
general transportation policy in San Benito
County.
With the Association of Monterrey Bay Area
Governments (AMBAG), COG also completed
a Coordinated Public Transit—H uman

Services Transportation Plan.

T RA N SP O R TA T IO N D E V E LO P M E N T
A C T A D M IN I S TR A T IO N
While the COG is the administrator of TDA
funds, the San Benito County Local
Transportation Authority (LTA) is the recipient
of the funds. This is an important distinction
and the reason that the one must be separated
EXECUTIVE SUMMARY
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from the other. The LTA submits claims to the
COG as required under the TDA claims
process.
Currently, COG allocates all TDA funds to
transit. However, the COG still uses the unmet
needs process to evaluate the effectiveness of
public transportation in the region and to ensure
the transportation needs of the community are
being met. During the Audit period, the planner
responsible for the transit operations of the
LTA spearheaded the unmet needs process.
COG is separated from the LTA. These
responsibilities are being realigned under
another planner to more clearly separate tasks.

M A RK E T IN G A N D
T RA N SP O R TA T IO N A LT E R N A TIV E S
The COG has a well-organized website and
provides information about transit projects and
planning. It also keeps all documentation of
recently adopted plans on its website for public
to review.

G RA N T M A N A G E M E N T .
For a small agency, the COG has been
aggressive in pursuing available grant funds. The
COG records and tracks grant funding
information.

R ECOMMENDATIONS
R ECOMMENDATION 1
Adopt a Standards of Conduct, which is
compliant with Federal Transit Authority
(FTA) standards.

place. Board members sign a conflict of interest
statement each year.
The FTA requires recipient agencies to adopt
written standards of conduct to govern the
awarding and administration of third-party
contracts. Incorporating its adopted policies
into a formal written Standards of Conduct
and comparing the Council of San Benito
Government’s Standards to federal
requirements, including providing for
disciplinary action, as appropriate, would help
the COG ensure its Ethics policies are
complete. The complete Standards of Conduct
could then be adopted by the Board.

R ECOMMENDATION 2
Consider the implementation of a Mobility
Management Plan and the appropriate
CTSA designation and implementation.
This recommendation is a partial carry-forward
recommendation from the prior audit for the
Local Transportation authority.
One of the aspects of the Social Services
Transportation Coordination Plan is defining
the responsibilities of a Coordinated
Transportation Services Agency (CTSA). This
more localized Plan would help in the creation
of a Mobility Management function and
designation of a CTSA to coordinate the
function. The benefits of the CTSA and a
Mobility Management Program is improved
coordination between services and an increase
in the availability of options to those in the
community in need of specialized
transportation.

The COG has made considerable progress in
ensuring appropriate ethics and policies are in

EXECUTIVE SUMMARY
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Table 1: Summary of Recommendations

RECOMMENDATION

PRIORITY

RESPONSIBILITY

TIMEFRAME

1

Adopt a Standards of Conduct, which is
compliant with Federal Transit Authority
(FTA) standards.

Medium

Executive Director/
Administrative
Services Officer

FY 2011/2012

2

Consider the implementation of a Mobility
Management Plan and the supporting CTSA
designation for the coordination of social
service transportation.

High

Executive Director/
Transportation
Planner/
Administrative
Services Officer

FY 2011/2012
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INTRODUCTION
This report of the Triennial Performance Audit
for the Council of San Benito County
Governments (COG) covers a three-year period
ending June 30, 2009. The California Public
Utilities Code requires each transportation
planning agency to conduct a Triennial
Performance Audit to be eligible for
Transportation Development Act (TDA) funding.
The proposed Audit is designed to be an
independent and objective evaluation of the COG,
as the regional planning entity. The Audit has
three objectives:
1. Assess compliance with TDA

The Audit is a high-level review of performance
evaluating the efficiency, economy, and
effectiveness of the regional planning entity. The
Audit of the Council of San Benito County
Governments consisted of three tasks:
1. Review compliance with the TDA
requirements and regulations;
2. Assess implementation of
recommendations contained in prior
performance audits;
3. Examine major functions performed
by the RTPA in the following areas:

regulations;
2. Review improvements that have been
implemented and progress toward



Administration and management;



Transportation planning and regional
coordination;



Claimant relationships and oversight,



Marketing and transportation
alternatives;



Grant applications and management.

goals;
3. Provide practical and useful
recommendations for improving the
efficiency and functionality of the
COG as the Regional Transportation
Planning Agency (RTPA).

The methodology for this Audit consisted of
interviews with the following:
Council of San Benito County

A UDIT S COPE &
M ETHODOLOGY



The Audit was conducted in accordance with the
processes established by the California
Department of Transportation, as outlined in the
Performance Audit Guidebook for Transit Operators and
Regional Transportation Planning Entities, as well as
Government Audit Standards published by the U.S.
Comptroller General.



COG Board members;



Social Services Transportation

FINAL REPORT
APRIL 2011

Governments;

Advisory Council (SSTAC).
Pertinent documents were reviewed, including
published transportation plans, COG
Administrative Operating Procedures and Policies,
annual unmet transit needs findings, fiscal audits,
INTRODUCTION
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staff reports, Council agendas, TDA and STA
claim procedures and claims, COG Annual
Reports, and the COG Overall Work Program
and Budget.

D ESCRIPTION OF C OUNCIL
OF S AN B ENITO C OUNTY
G OVERNMENTS
The Council of San Benito County Governments
(COG) was established as a Joint Powers Agency
in 1973. The Counties of San Benito, City of
Hollister, and City of San Juan Bautista make up
the JPA.

Figure 1: The Council of San Benito Governments
includes the Cities of Hollister and San Juan Bautista
and the County of San Benito.

San Benito County and the COG’s jurisdiction
cover 1,391 square miles. The California State
Department of Finance reported a county
population of 58,016 individuals as of January 1,
2010. The county’s population has continually
increased approximately 8% since 2000. The
majority of the population resides in the
northwestern part of the county within the cities
of Hollister and San Juan Bautista. Approximately

INTRODUCTION
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half the work force living within the county
commutes to work sites in other counties, which
adds to the transportation challenges facing the
COG.
The COG is governed by a five (5)-member
Board of Directors whose members are appointed
according to the following formula:


One member from the County of San
Benito Supervisors;



One member from the City of Hollister
City Council;



One member from the City of San Juan
Bautista City Council;



Two members appointed from their
respective legislative bodies based on
population, which currently includes:


One member from the County of San
Benito Supervisors;



One member from the City of
Hollister City Council.

The Council of San Benito County Governments
are governed by Transportation Development Act
regulations, the California Code of Regulations,
and Memorandums of Understanding with
Caltrans. As the Council of Governments for San
Benito County, this entity serves in a variety of
capacities including:


Regional Transportation Planning
Agency: The Council of Governments is
designated as the Regional Transportation
Planning Agency for San Benito County.
In this capacity, the Council of
Governments is responsible for the
development of the Regional
Transportation Plan. In addition, this
entity is responsible for the annual
allocation of funds from the
FINAL REPORT
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Transportation Development Act to local
jurisdictions and transit operators.


Area-wide Planning Organization: The
Council of Governments is designated by
the United States Department of Housing
and Urban Development as the Areawide Planning Organization for San
Benito County. This designation carries
with it the responsibility to comply with
the comprehensive planning
responsibilities of Section 701 of the
Housing Act of 1954 and subsequent
related legislation.



Airport Land Use Commission:
Reviews projects within the planning
areas of the two local airports, which
include the Hollister Municipal Airport
and Frazier Lake Airpark. The Airport
Land Use Commission consists of a
Board of Directors and is staffed by a
Transportation Planner of the Council of
Governments.



Measure A Authority: Measure A is a
ballot measure that was passed by the
voters of San Benito County in 1988. It
consists of a one-half (1/2) of one
percent (1%) sales tax over a period of
ten years to be used for a number of local
transportation improvement projects. The
Measure A Authority is responsible for
overseeing the administration of the
Hollister Highway 25 Bypass. The Bypass
was opened to the public in February
2009. The Measure A Authority will
conclude its responsibilities once the
route has been transferred to Caltrans.



Expressways was established in
September 1998 by a unanimous vote of
the City Councils of Hollister and San
Juan Bautista and the San Benito County
Board of Supervisors. This agency is
responsible for the area’s emergency
motorist aid call boxes. There are
currently 36 call boxes in San Benito
County along Highways 25, 101, 129, 146,
and 156.
In addition, the COG Board also provides staff
support for the Board for the San Benito County
Local Transportation Authority (LTA) and
Consolidated Transportation Services Agency
(CTSA). The LTA is responsible for the
administration and operation of public
transportation services in the County.

Figure 2: The Council of San Benito County
Governments and San Benito County Local
Transportation Authority share the same Board and
staff.

Service Authority for Freeways and
Expressways: The San Benito County
Service Authority for Freeways and
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The Council of Governments has three advisory
committees:


The Technical Advisory Committee;



The Social Services Transportation
Advisory Council;



Bicycle and Pedestrian Advisory
Committee.

C HANGES AND
A CCOMPLISHMENTS
D URING THE A UDIT
P ERIOD
During the period of this audit, the COG had
three notable accomplishments. These include:



Returning San Benito Street to the City of
Hollister for downtown economic
development.

2. Highway 25 Safety and Operational
Enhancements Project
The Highway 25 Safety Project constructed a new
concrete median barrier from Hudner Lane to the
County line. The project also consolidated
driveways to control vehicle access to the
highway. It included shoulder widening, grading,
paving, drainage, utility relocation, signing and
striping, and a concrete median barrier and
covered approximately 7 miles in length. Project
construction was initiated in May 2009.
Project benefits include:

1. Completion of the Highway 25 Bypass
construction;



Provides a concrete barrier between north
and southbound lanes at key locations;

2. Initiation of the Highway 25 Safety and
Operational Enhancements Project
construction;



Prevents cross centerline accidents;



Improves intersection operations by
channeling left-turns;

3. Relocating to a new office building.



Consolidates private driveways to
minimize conflicts.

1. Completion of the Highway 25 Bypass
The Highway 25 Bypass project constructed a new
six lane urban arterial from Sunnyslope Road to
East Park Street and four lanes from East Park
Street to Bolsa Road with six signal intersections.
Construction on the project included grading,
paving, drainage, utility relocation, traffic signals,
bike lanes, signage, line striping and sound walls.
The project spanned 2.7 miles in length.

3. Relocating to a new office building
The last notable change that the COG underwent
during the audit period was their office relocation.
Previously, LTA and the COG were both housed
in a residential area office. Both the COG and the
LTA have now moved to a new traditional office
building.

Project benefits include:


Eased traffic congestion in Hollister;



Convenient connection from Hollister to
Highway 25 North;



Bicycle lanes;

INTRODUCTION
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AUDIT RESULTS
C OMPLIANCE
This section examines the Council of San Benito
County Governments’ (COG) compliance with
the Transportation Development Act and
relevant sections of the California Code of
Regulations. An annual certified fiscal audit
confirms that TDA funds were apportioned in
compliance with applicable laws, rules, and
regulations. Although compliance verification is
not a TPA responsibility, several specific
requirements concern issues that are germane to
the Performance Audit.
Compliance was determined through interviews
with COG staff and physical inspection of
relevant documents, including the fiscal audits
for each year of the triennium, planning
documents, Overall Work Programs (OWP),
performance reports, and other related
documentation.

FINAL REPORT
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The COG administers Transportation
Development Act (TDA) laws and regulations in
an efficient and effective manner and is in
compliance with TDA rules and regulations.
One minor, technical exception was noted in
relation to the performance audit filing timing:


The previous Triennial Performance
Audit (Public Utilities Code 99246 &
99248) was filed after the 12-month
filing date.

If the audits will not be completed within the
prescribed timeframes, the COG must grant and
document the extension. While this extension
was provided de facto, the extension was not
documented. This Audit will also be filed after
the required deadline. To be in compliance COG
must have granted and approved an extension.

AUDIT RESULTS
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Table 2: Council of San Benito County Governments Compliance Chart

REQUIREMENT

REFERENCE

COMPLIANCE

COMMENTS

The RTPA has established a Social Service Transportation Advisory
Council (SSTAC).

PUC 99238,
99238.5

In Compliance

The SSTAC membership and responsibilities are in
compliance. The board is comprised of members of the
community as well as members of social service
programs and transit operations.

The RTPA must ensure that there is a citizen participation process,
which includes at least an annual public hearing.

PUC 99238.5

In Compliance

The COG has multiple hearings at different times and
places within the County.

The RTPA has adopted rules and regulations delineating procedures for
the submission of claims for facilities provided for the exclusive use of
pedestrians and bicycles.

PUC 99233.3,
99234

In Compliance

The COG has set aside the required two percent of
TDA funds for Pedestrian and Bicycle facilities and
education. The COG completed a Pedestrian and Bicycle
Master Plan to formulate policy.

The RTPA has ensured that all claimants to whom it allocates TDA
funds submit to it and to the state controller an annual certified fiscal
and compliance audit within 180 days after the end of the fiscal year.

PUC 99245

In Compliance

State Controller’s reports have been filed within the 180
day window:

FY 06/07 filed 10/10/2007;
FY 07/08 filed 11/14/2008;
FY 08/09 filed 10/20/2009.

All transportation operators and city county governments which have
responsibility for serving a given area, in total, claim no more than
those Local Transportation Fund moneys apportioned to that area.

PUC 99231

In Compliance

The COG properly allocates funds. All funds are
allocated to public transportation, planning, and
pedestrian and bicycle facilities.

The RTPA has submitted a copy of its performance audit to the
Director of the California Department of Transportation. In
addition, the RTPA has certified in writing to the director, that
the performance audits of operators located in the area under its
jurisdiction have been completed.

PUC 99246(c)

Technical
Exception
Noted

The previous Triennial Performance Audits were
completed in June 2007 and submitted to the
Director August 8, 2007, which exceeds the
mandated timeframe of one year following the end
of the fiscal year of the last year of the Audit.

AUDIT RESULTS
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REQUIREMENT

REFERENCE

COMPLIANCE

COMMENTS

The RTPA has annually identified, analyzed and recommended
potential productivity improvements, which could lower the operating
costs of those operators, which operate at least 50 percent of their
vehicle service miles within the RTPA’s jurisdiction.

PUC 99244

In Compliance

The COG and LTA share staff and resources.
Productivity improvements presented to the LTA were
in cooperation with the COG. In addition to the
Performance Audit, completed in June 2007, The San
Benito County Short Range Transit Plan was
completed in 2008. Many of the recommendations from
the SRTP have been implemented since its publication.

State transit assistance funds received by the RTPA are allocated only
for transportation planning and mass transportation purposes.

PUC 99312.5,
99313.3, Prop
116

In Compliance

All STA funds are allocated for transportation planning
and mass transportation purposes.

The RTPA has designated an independent entity to conduct a
performance audit of operators and itself (for the current and
previous triennia). For operators, the audit was made and
calculated the required performance indicators, and the audit
report was transmitted to the entity that allocates the operator’s
TDA moneys and to the RTPA within 12 months after the end of
the triennium. If an operators’ audit was not transmitted by the
start of the second fiscal year following the last fiscal year of the
triennium, TDA funds were not allocated to that operator for that
or subsequent fiscal years until the audit was transmitted.

PUC 99246,
99248

Exception
Noted

The prior Triennial Performance Audit was
completed and transmitted after the 12-month
period. However, since the COG and LTA are the
same entity, it can be assumed that an extension
was granted by the COG. However, no written
verification was provided.

Recommendations include, but are not being limited to, those made in
the performance audit.
A committee for the purpose of providing advice on productivity
improvements may be formed.
The operator has made a reasonable effort to implement improvements
recommended by the RTPA, as determined by the RTPA, or else the
operator has not received an allocation, which exceeds its prior year
allocation.

FINAL REPORT
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REQUIREMENT

REFERENCE

COMPLIANCE

COMMENTS

The performance audit of the operator providing transportation
services shall include, but is not limited to, a verification of the
operator’s operating cost per passenger, operating cost per vehicle
service hour, passengers per vehicle service mile, and vehicle service
hours per employee, as defined in Section 99247. The performance
audit shall include, but is not limited to, consideration of the needs and
types of passengers being served and the employment of part-time
drivers and the contracting with common carriers of persons operating
under a franchise or license to provide services during peak hours, as
defined in subdivision (a) of section 99260.2.

PUC 99246(d)

In Compliance

From our review, the previous TPA is in compliance
with TDA statutes and the Performance Audit

The RTPA has adopted criteria, rules, and regulations for the
evaluation of claims filed under Article 4.5 of the TDA and the
determination of the cost effectiveness of the proposed community
transit services.

PUC 99275.5

AUDIT RESULTS
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Guidebook for Transit Operators and Regional
Transportation Planning Entities published by

Caltrans, including verification of required performance
indicators, consideration of the community needs, and
statutory requirements.

In Compliance

Successful efforts have been made to distinguish the
LTA from the COG. Claims are being properly filed
between the LTA and the COG.

FINAL REPORT
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REQUIREMENT

REFERENCE

COMPLIANCE

COMMENTS

If TDA funds are allocated to purchases not directly related to public
or specialized transportation services, or facilities for exclusive use of
pedestrians and bicycles, the transit planning agency has annually:

PUC 99401.5

In Compliance

Through interviews with SSTAC committee members
and a review of provided documentation, we have
verified that no funds were allocated to purposes other
than public transportation. The COG has continued to
conduct an unmet needs process, which complied with
most TDA requirements.

1. Consulted with the Social Services Transportation Advisory
Council (SSTAC) established pursuant to Public Utilities Code
Section 99238;

1. During the three years covered by this Audit,

2. Identified transit needs, including:
Groups who are transit-dependent or transit-disadvantaged;
Adequacy of existing transit services to meet the needs of

2.

groups identified;
Analysis of potential alternatives to provide transportation
services;
Adopted or reaffirmed definitions of unmet transit needs and
reasonable to meet.

3. Identified the unmet transit needs and those needs that are

3.
4.
5.

SSTAC was properly structured and was consulted
with throughout the unmet needs process.
Staff did not prepare a Transit Needs Assessment,
which examined groups who are transit dependent or
disadvantaged and the adequacy of existing transit
services. However, outreach to groups who are
transit dependent or disadvantaged was made.
Staff identifies any unmet needs, reasonable to
meet.
The Board annually determined if any unmet need
reasonable to meet existed.
No funds are allocated to streets and roads.

reasonable to meet;

4. Adopted a finding that there are no unmet transit needs; that
there are no unmet needs that are reasonable to meet; or that
there are unmet transit needs including needs that are reasonable
to meet.

5. If a finding is adopted that there are unmet transit needs, these
needs must have been funded before an allocation was made for
streets and roads.
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REQUIREMENT

REFERENCE

COMPLIANCE

COMMENTS

The amount received pursuant to Public Utilities Code, Section
99314.3, by each RTPA for state transit assistance is allocated to the
operators in the area of its jurisdiction as allocated by the State
Controller’s Office.

PUC 99314.3

In Compliance

All STA funding is allocated to LTA, which is the only
transit operator in the COG’s area of jurisdiction.

The RTPA has caused an audit of its accounts and records to be
performed for each fiscal year by the county auditor, or a certified
public accountant. The RTPA must transmit the resulting audit report
to the state controller within 12 months of the end of each fiscal year,
and must be performed in accordance with the Basic Audit Program
and Report Guidelines for California Special Districts prescribed by the
state controller. The audit shall include a determination of compliance
with the Transportation Development Act and accompanying rules and
regulations. Financial statements may not commingle the state transit
assistance fund, the local transportation fund, or other revenues or
funds of any city, county or other agency. The RTPA must maintain
fiscal and accounting records and supporting papers for at least four
years following fiscal year close.

CCR 6662

In Compliance

An audited report of the COG’s accounts were
completed each year and submitted on the following
dates:

If an operator serves urbanized and non-urbanized areas in the area of
jurisdiction of a transportation planning agency, the RTPA shall adopt
rules and regulations to determine what portion of the public
transportation services of the operator serves urbanized areas and what
portion serves non-urbanized areas to determine its required ratios of
Fare Revenues to Operating Cost.

PUC 99270.1

In Compliance

COG has divided the consolidated public transportation
system into sub-systems which may be independently
fulfilling their respective farebox recovery ratio. Further
consideration required.

The RTPA has established rules and regulations regarding revenue
ratios for transportation operators providing services in urbanized and
new urbanized areas.

PUC 99270.1,
99270.2

In Compliance

All of the current service area overseen by COG is
deemed to be a non-urbanized area.
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12/12/2007, submitted;
12/02/2008, submitted;
12/02/2009, completed.
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P RIOR A UDIT R ECOMMENDATIONS
This section reviews and evaluates the
implementation of the prior Triennial
Performance Audit’s recommendations. This
assessment indicates the efforts that the COG has
made to improve program efficiency and
effectiveness.
The previous Performance Audit, completed by
Majic Consulting Group, presented six
recommendations. The relevance, progress,
effectiveness, and difficulties in implementing
each recommendation were determined by
reviewing relevant planning documents and
reports, and through interviews with COG staff.

R ECOMMENDATION 1
Ensure that any board members are advised
and have the opportunity to abstain from any
action for which they may have a potential or
perceived conflict of interest.

S TA T U S :
Implemented

P R IO R A U D I T R A T IO N A LE
The prior Audit concluded that the COG should
work to ensure that no perceived conflict of
interest or impropriety exists with Board members
voting on transportation issues, specifically capital
projects. The recommendation went on to state
that the members of the Board should disclose
any and all potential conflicts and disqualify
themselves from voting or commenting on issues
where their ability to act in the best interest of the
community may be questioned.

D I SC U S S IO N
Efforts have been made to ensure that Board
members are made aware of their ability and
obligation to excuse themselves from issues where
their personal business matters may pose an actual
or perceived conflict of interest. Board members
disclose and are advised of the ethical
implications and concerns that may occur when a
conflict of interest exists. Prior to a Board meeting
in which an item is on the agenda that may
present a potential conflict of interest for a Board
member, the Board member is advised of the
conflict so they may take the appropriate action.

R ECOMMENDATION 2
Work with the COG’s fiscal auditor and
County accounting department to determine
how the current system can be used or what
other solutions are available to provide a more
streamlined accounting and better controls.

S TA T U S
Partially Implemented

P R IO R A U D I T R A T IO N A LE
During the course of the prior audit, accounting
and reporting procedures and processes were
reviewed and found to be vulnerable to material
error. The practices and procedures involved
multiple systems (the County accounting system, a
Quickbooks system maintained by the COG, and
various spreadsheets). The various systems were
not reconcilable and included incomplete data.
A high degree of duplication seemed to occur in
terms of accounting and reporting. Furthermore,
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the administration and oversight of TDA

it seemed that accessing prior reports were
difficult and not easily accomplished.

funding. They serve as the controller for
LTF and STA funds.

D I SC U S S IO N
General improvement has been seen in the
controls of how the COG tracks and reports data.
While the uniformity of systems that the original
audit recommendation sought has not been fully
accomplished, the improvements experienced in
the way that the COG performs accounting
practices is much more transparent and complete
than during the prior audit.
The additional space that the COG has in its new
building has also helped in the efficiency and
organization of documentation and the ability to
maintain easily accessible information, whether it
is accounting or other documentation.

R ECOMMENDATION 3
Provide more definitive separation of the LTA
and COG, as the RTPA.

S TA T U S
Implemented

P R IO R A U D I T R A T IO N A LE
The prior Audit noted that the COG (the RTPA)
and the LTA (the San Benito County Local
Transportation Authority) were closely aligned
without distinction between functions. The RTPA
and the LTA shared the same staff, facilities, and
Board.
The RTPA and LTA are designed to have very
separate and different responsibilities. This
division is designed to provide a measure of checks
and balances.




The LTA is responsible for the delivery
of effective and efficient public
transportation in San Benito County as
well as being a claimant for LTF and STA
Funds.

D I SC U S S IO N
In small counties with small staffs and transit
services, it is simply not feasible to have an
independent staff and board for both the RTPA
and the LTA. San Benito has worked to ensure
that Board meetings for the RTPA and the LTA
exist as separate and unique meetings and that
some staff focuses on COG functions while
others focus on functions of the LTA.
While they share a building and office space, the
COG has even gone far in their efforts to
differentiate. The two Boards have separate
meetings. Although administrative and
management staffs support both organizations,
LTA has a dedicated staff member responsible for
most LTA business. LTA and COG personnel
even have different business cards.
The COG is continuing to more clearly
differentiate the two organizations. In the past,
Administration of the unmet needs process has
been the responsibility of the LTA staff member.
That responsibility is being assigned to a
member of the Council of San Benito
Governments.

The RTPA is responsible for regional
intermodal transportation planning and
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R ECOMMENDATION 4



Internal analysis of the COG;

Enhance the COG’s strategic and internal
planning and its identity in the communities
that it serves.



Analysis of factors affecting

S TA T U S



Partially Implemented

P R IO R A U D I T R A T IO N A LE
The strategic planning process helps to define
objectives and assesses both the internal and
external situation to formulate and implement
strategies, evaluate progress, and make
adjustments as necessary to stay on track. Board
members and COG management were advised to
participate in developing the components of the
strategic plan through a Strategic Planning retreat,
a series of strategic planning meetings.
The strategic planning process had three
components as mentioned in the prior TPA:

1. Mission and Objectives: The mission
statement communicates the COG's core
ideology and visionary goals, generally
consisting of the following three
components:


Core values to which the
organization is committed;



Core purpose of the organization;



Visionary goals the COG will
pursue to fulfill its mission and
achieve regional transportation goals.

2. Environmental Analysis: The
environmental analysis will include the
following components:
FINAL REPORT
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transportation planning and delivery
in San Benito County;
Political, economic, social,
technological, and environmental
factors.

3. Strategy Development: Strategy
development involves matching internal
strengths to the opportunities that it has
identified, while addressing its weaknesses
and external threats.
Implementation of the three components was
designed to enhance the COG’s ability to plan
services and to have a goal and direction in what it
looks to achieve from itself and for the
community.

D I SC U S S IO N
The COG has made substantial progress in
enhancing its strategic and internal planning. The
Executive Director has helped to shape the
COG’s strategic direction.
The COG now has a mission statement:
The Council of San Benito County Governments
improves the mobility of San Benito County
travelers by planning for and investing in a multimodal transportation system that is safe,
economically viable, and environmentally friendly.
The new mission statement will help guide the
COG. Opportunities still exist to further refine
the COG internal strategic plan.
Board members are COG management are still
advised to engage in strategic planning meetings to
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further a collective strategic plan and ensure an
internal strategy is being supported.

established, then the COG will be in full
compliance.

R ECOMMENDATION 5

R ECOMMENDATION 6

Adopt and publish rules and procedures for
the submission and evaluation of TDA claims.

Augment opportunities to educate the

S TA T U S
Partially Implemented (With Exceptional Progress)

P R IO R A U D I T R A T IO N A LE
The prior audit recommended developing rules
and procedures for TDA claims as well as
adopting rules and regulations for the submission
of pedestrian and bicycle facility claims. A claim
manual or guidelines were mentioned as being an
option for adoption and codification in a TDA
Guidebook for San Benito County. A simple
manual or guide that delineates the TDA claims
process would have not only achieved the
documentation proposed by the prior Audit, but
would also provide additional helpful information.

D I SC U S S IO N
As the COG has made efforts to separate the
LTA from the COG. it has implemented some
checks and balances in terms of PUC 99275.5 and
Article 4.5 of the TDA; however, it has not yet
managed to be in compliance with this statue.
Additionally, the way that claims would be
submitted for pedestrian and bicycle facilities need
to have some similar rules implemented.
The COG completed a Pedestrian and Bicycle Master
Plan to formulate the above mentioned policy.
However, this policy is only in the case of
Pedestrian and Bicycle planning and does not
address the rules and regulations required for the
evaluation of all other claims filed under Article
4.5 of the TDA. Once these have been
AUDIT RESULTS
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community about transportation programs.

S TA T U S
Implemented

P R IO R A U D I T R A T IO N A LE
The COG has taken a number of opportunities to
educate the community about alternative
transportation options. The Rideshare program
maintains a website explaining different
transportation options, including carpooling,
vanpooling, telecommuting, transit, bicycling, and
walking. It supports Bike to Work Week and
Rideshare Week.
The Short Range Transit Plan (SRTP) provides
the COG with additional opportunities to educate
the community on intermodal transportation and
the factors that impact the transportation system.
In addition to the SRTP, recommendations were
made for the COG to update their website to help
make people aware of transportation issues in the
community. It was also recommended that press
releases be used in an effort to continue to keep
the people updated about the transportation
planning process and the importance of each
mode to the mobility in the County.

D I SC U S S IO N
The COG has made noticeable strides in
implementing the recommendation about
educating the community. The current COG
website is very informative about the various
modes of transportation within the county.

FINAL REPORT
APRIL 2011

COUNCIL OF SAN BENITO COUNTY GOVERNMENTS
TRIENNIAL PERFORMANCE AUDIT

Furthermore, links exist to all the other aspects of
mobility and transportation programs available as
well as the published SRTP.
In addition to the website, the transit system itself
is being used to keep people aware of
transportation programs and meetings being held
within the county. A Bus Stop Improvement
meeting was advertised on County Express busses
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and brought out various members of the San
Benito community. The meeting was orientated
around the public’s opinion of what
improvements should be made to community bus
stops. Though only a handful of the public
attended the meeting, it served as a good example
of the COG’s efforts to educate the community
and keep them informed of various transportation
issues.
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F UNCTIONAL R EVIEW
The functional activities performed by the COG
are examined in this section. The degree to which
each function is performed and the level of
resources committed to the function are reviewed.
An appraisal of the efficiency and effectiveness of
each activity is included. The following functions
are included in this review:


Administration and Management;



Regional Transportation Planning;



Transportation Development Act
Administration;



Marketing and Transportation
Alternatives;



Grant Management.

The COG is responsible for the implementation
of the transportation planning process for the
region in cooperation with the State of California.
As the Regional Transportation Planning Agency
(RTPA), the COG is responsible for the following
Transportation Development Act (TDA)
functions:
1. Enforcing the rules and regulations
governing the submission, analysis,
review, and approval of TDA claims;
2. Distribution of TDA and State Transit
Assistance Program (STA) funds;
3. Proper record keeping associated with
the TDA and its funding mechanisms.
TDA funds may be utilized by the RTPA, the
cities, and the County of San Benito for
transportation planning, expenses related to
FINAL REPORT
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administering TDA, pedestrian and bicycle
facilities, transit systems, and street and road
projects.
The emphasis of this review was in three areas:
1. Financial Management and Systems;
2. Organizational Structure;
3. Internal Planning.
Although the TPA covers a three-year period
between July 2006 and June 2009, improvements
(or deficiencies) which occurred subsequent to the
mandatory timeframe were considered in the
Audit.

A DMINISTRATION &
M ANAGEMENT
Administration and Management encompasses the
overall administration of all RTPA functions,
including:
1. General Administration;
2. Internal Planning and Achievements;
3. Governing Board Activities;
4. Personnel.
This review area determines if the COG prepared
and maintained the required documents. It also
reviews the agency’s goals and objectives and
assesses if the goals and objectives are pertinent,
complete, useful, and effective. Interviews were
conducted with staff, board members, committee
members, and other key stakeholders. Relevant
documents were examined. The suitability and
comprehensiveness of goals and objectives, and
the progress in achieving them was evaluated.
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G E N E RA L A D M IN I S T RA TIO N



The Council of San Benito County Governments
has a new Executive Director who was not in the
position during the prior audit period. At present,
the current Executive Director has been serving
for more than three years.

Participating in and directing the analysis
or preparation of special reports, projects,
and studies;



Developing transportation policy
recommendations and action plans;



Analyzing workload needs and preparing
and recommending the annual COG
operating budget and Overall Work Plan;



Researching and making
recommendations with respect to grants
that may be available from federal and
state governments and assisting member
agencies with application and
administration of grants;



Providing and directing specialized
administrative staff services to the COG
Board of Directors.

Under the direction of the COG Board, the
Executive Director oversees the ongoing
functions of the COG. The Director is
responsible for executing the policies and
direction established by the Board in support of
the transportation needs of the San Benito area.
The Director oversees all administrative and
technical functions. She manages the COG staff
and reports pertinent information to the Board.
The Director provides leadership and works with
the Board to assure comprehensive, cooperative,
and continuing policies, plans and processes are
developed to reflect the current and future
transportation and growth management needs for
San Benito County.
The Executive Director’s responsibilities
encompass the following duties:


Serving as Secretary to the Board of
Directors and designated committees;



Providing leadership in the planning,
organization, direction, management,
coordination, and implementation of
transportation planning programs and
projects with the cooperation of federal,
state, and local agencies;



Directing and administering the
Transportation Development Act;



Managing San Benito County Transit
service;
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During the Audit period the COG, under the
auspices of the current Executive Director, have
completed key projects, such as the Highway 25
Bypass as well as safety improvements. In addition
to the project accomplishments of the COG,
improvements in communications with staff,
which began during the prior audit period and
have been continued through this audit period,
have been beneficial to the COG because of the
increased staff interaction seen via the bi-weekly
staff meetings and workspace proximity.
Currently, three positions report to the Executive
Director:
1. Transportation Planning Manager;
2. Administrative Services Specialist;
3. Supervising Mechanic (LTA).
The Transportation Planning Manager oversees
planning activities and ongoing projects. Two
planners report to the Transportation Planning
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Manager. One planner primarily handles duties
related to COG functions alone. The other is
responsible for duties related to LTA functions.
The COG Transportation Planner is responsible
for programming funds and other transportation
planning. The COG Transportation Planner also
oversees the Rideshare program and the Vanpool
program as well as other alternative transportation
programs and studies. The LTA Transportation
Planner’s duties are delineated in the Functional
Review section of the Local Transit Authority’s
audit.
The Administrative Services Specialist is
responsible for oversight of administrative staff
and budget functions.
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The staff does an admirable job of archiving and
tracking plans, reports, and supporting
documentation. Internal reports were accurate and
in line with what financial audits were reporting
for the three fiscal years of the audit period. The
financial audits showed the COG to be properly
reporting its operating costs and revenues to the
State Controller.
Grant management is improved from the prior
audit period. The COG is properly recording
expenditures and revenues on time. Any
expenditure over $3,000 must be approved by the
project manager and the Executive Director.
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Figure 3: Organization Chart
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G O V E RN IN G B O A R D A C TIV I T IE S
Information for the following section was
gathered through interviews with Board and
Committee members conducted.
The Council of San Benito County Governments
Board of Directors is comprised of five members
from within the county. Currently two of the
board members are members of the San Benito
County Board of Supervisors, two other board
members are from the Hollister City Council, and
one board member is from the San Juan Bautista
City Council. The board meets on the third
Thursday of each month.
Both the Council of San Benito County
Governments (COG) and the San Benito County
Local Transportation Board (LTA) share the same
five board members. The COG Board meets first
and then adjourns the meeting and calls to order
the LTA Board.
At each meeting, the board reviews the current
status of projects and ongoing programs. The
Board also reviews the prior month’s expenditures
and purchases. The Board members indicated that
they were well-informed before each Board and
Committee meeting. The Executive Director has
been diligent in ensuring that staff reports
provided with the agenda provide detailed
information to allow the Board to make informed
decisions at the meetings. The consensus of the
board is that the COG staff respond quickly and
regularly to any question. The board has
commended the knowledge and assistance of the
COG staff. The board reviews key documents in a
timely manner. These include:


Triennial Performance Audits;



Fiscal and Compliance Audits;



Regional Transportation Plan;
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Regional Transportation Improvement
Program;



Short Range Transit Plans;



Overall Work Program and Budget;



Unmet transit needs process findings
documentation.

In a small county such as San Benito, the potential
exists for board members to be presiding over
issues that may occasionally have a direct or
indirect impact on their personal business. The
Executive Director and the COG staff are
cognizant of potential conflicts of interest. In
addition to informing board members about
agenda items, staff ensures that the board
members are aware of any potential or perceived
conflicts before these agenda items are addressed.
The board members have a unified vision of how
the COG should function and find that the COG
is acting according to this vision, as best it can
with available funding. Many board members feel
the COG is well structured and also cite its
achievements over the audit period, specifically
the completion of the Highway 25 Bypass.
The COG board members feel they are well
informed and feel that the input from the Social
Services Transportation Advisory Council
(SSTAC) is beneficial and helpful in terms of the
COG’s focus on meeting transit needs of the
community. While the board feels the input
received from the SSTAC is valuable, more
general public input was desired. In the opinion of
the board, the community has an overall favorable
opinion of the COG. Collectively, the board felt
that a high unemployment rate and the uncertainty
of future funding are some of the biggest issues
facing the COG in the coming years.
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I N TE RN A L P L A N N IN G &
A C HI E V E M E N TS
The objectives of the Regional Transportation
Plan are furthered each year with the creation and
implementation of the Overall Work Program
(OWP). The COG details transportation planning
activities for the upcoming year, reviews prior
transportation improvements and implemented
programs, and assesses how the OWP and specific
projects and transportation programs are
functioning to fulfill the goals and objectives put
forth in the Regional Transportation Plan.
Over the past three years of the audit period, the
OWP highlighted the COG’s focus on furthering
the transportation improvements from the RTP.
While OWPs have a strong focus on capital
projects the overall availability of San Benito
County’s transportation options, as well as the way
these transportation options complement one
another, were a major consideration. Additionally,
better integration of the various transportation
modes was handled. As a whole, the OWP’s
accomplishes the following purposes:
1. Give citizens, agencies, and elected
officials a planning and project reference;
2. Note the allocation of state and federal
funds available to the county to
transportation planning and projects;
3. Function as a gauge of accuracy for
projected project completion dates
relevant to actual dates;

project manager. Then the overall objective of the
specific project or planning function is briefly
outlined. A section detailing any previous or
ongoing work mentions the history of the project
and related work that may have already been
undertaken.
The OWPs then specify each task that will be
involved for the respective “Work Element.”
After all associated projects tasks are referenced,
the products are listed. The “products” are the
deliverables that can be expected as the project or
plan is undertaken. Finally, a budget is listed for
each “Work Element.” The budget highlights
what specific elements may cost as well as what
the related funding source is, be it state, federal, or
other.
During the audit period, the COG has worked on
and accomplished a number of transportation
planning activities of importance to San Benito
County. Accomplishments included—


assistance to regular transit operations;
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Involvement in the Service Authorities
for Freeways and Expressways (SAFE)
program and adoption of a Five-Year
Strategic Plan



Advancing the Rideshare program and
the Van Pool service;



The success of the Bike Week and other
programs designed to increases awareness

4. Provide a cohesive look at how each
element of a transportation project or
planning endeavor works to create a
unified county transportation system.
The OWPs delineate each project or planning
function into a “Work Element.” The “Work
Element” highlights both the lead agency and the

Securing FTA Section 5311 funding for

of alternative transportation modes and
options;


A Mission Statement for the COG;
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Development of Bicycle and Pedestrian
Plan.

1. Provide a foundation for policy decision
by local, regional, state, and federal
decision makers;

T RANSPORTATION P LANNING &
R EGIONAL C OORDINATION

2. Document the region’s transportation
needs;

The Council of San Benito County Governments
(COG) is the Regional Transportation Planning
Agency (RTPA) for the County of San Benito. As
the RTPA, the COG is responsible for projecting
and assessing transportation demands,
determining service requirements, and analyzing
financial impacts. The COG is the funding agency.
It must work with the area’s transportation
providers to coordinate public transportation
services that are economical, efficient, and
effective. The RTPA must also be cognizant of
potential public transportation service duplication
and ensure it is avoided.

3. Identify and resolve local and regional
transportation issues;

R E G IO N A L T RA N SP O RT A T IO N P LA N
D E V E LO P ME N T
While the OWP serves as an internal planning
instrument, the primary regional transportation
planning document is the Regional Transportation
Plan (RTP). The OWP furthers the projects and
programs delineated in the RTP.
The RTP sets forth the goals, policies, programs,
and projects for transportation improvements in
San Benito County. The plan looks at both shortterm and long-terms goals and the strategies
required. The focus of the RTP is the
improvement of transportation as a whole within
the county; including streets and highways, public
transit, pedestrian and bicycle usage, recreational
transportation, aviation, and commodity
movement.
The 2010 RTP has recently been adopted by the
Council of San Benito Governments. The 2010
RTP proposes to accomplish the following:
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4. Set forth a course of action to address
transportation needs consistent with
regional, state and federal policies;
5. Identify agencies responsible for
implementing planned improvements;
6. Estimate the cost of improvements and
evaluate the financial capacity of county,
state, federal agencies and private interests
to fund improvements;
7. Provide input to the Association of
Monterey Bay Area Governments, the
California Transportation Commission,
and the United States Department of
Transportation to assist in their
coordination efforts;
8. Establish performance measures against
which the success or failure of
improvement projects can be evaluated.
The 2010 RTP looks at many aspects of future
transportation demands in San Benito County.
The projected growth rates of population and
employment put forth in the 2005 RTP were
developed during a very different economic
climate, both in California and across the nation.
In light of more recent California and national
level projects on employment and economic
growth, the findings of the 2010 RTP do not
project the same rapid growth rates. Although, the
2010 RTP does project growth in the county’s
population at a rate of 2.2% for the coming
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decade and 1.6% for the following years, the
employment growth is projected to be
substantially lower, at 0.8% for the short-term and
1% for the long-term. For both the short and
long-term, the 2010 RTP has the population rate
expanding at a greater rate than that of
employment.
The 2010 RTP builds its transportation
projections off numbers and growth rates that
seem more plausible in the current economic
climate. The planning considers the environment
and the need and feasibility of future projects
based on the county’s population and employment
figures.

T RANSPORTATION
D EVELOPMENT A CT
A DMINISTRATION
The Council of San Benito County Governments
is the Regional Transportation Planning Agency
(RTPA), therefore it is responsible for the
Transportation Development Act (TDA) policy as
well as managing the TDA funds allocating them
to the respective services and projects within the
COG’s jurisdictions.
While the COG is the administrator of TDA
funds, the San Benito County Local
Transportation Authority (LTA) is the recipient of
the funds. This is an important distinction and the
reason that the one must be separated from the
other. Though the LTA and the COG share a
common board and some common staff, the two
are separate organizations. The COG recognizes
the LTA as a separate entity and administers funds
to it as such. TDA claim forms exist between the
two entities, showing requests for funds from the
LTA and the records of COG granting of those
requests.
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U N M E T N E E D S P RO C E S S
The COG puts all of its allocated Local Transit
Funds to public transportation and none of those
funds to streets and roads. As such, the COG is
not required to administer an unmet need process.
However, the process provides an excellent forum
for the transit needs of the community to be
expressed and for the COG to be made aware of
them and ensure the transit needs are currently
being met.
Public meetings are held, often in conjunction
with organizations with a strong interest, such as
social service agencies. The COG places flyers on
the busses and at social service agencies for the
upcoming unmet needs hearings. Advertisements
have also been made in the local papers and the
standard legal public notices are always made.
Members of the public and various agencies are
intended to speak about the respective transit
needs of the community. The testimony is
considered to determine whether or not the
current service is meeting the needs of the
community within reason. If not, operation
changes will be considered to see if the needs can
be better met.
During the audit period the LTA Transportation
Planner oversaw the unmet needs process.
However, as the COG and LTA work to further
differentiate their respective duties, the unmet
needs process will be moved to the supervision of
the COG Transportation Planner. The LTA
Transportation Planner will still be involved in the
process, but will now do so from the viewpoint of
the LTA and not that of the COG.

TDA C L A I M S P RO C E SS
A formal TDA claims process has been
established by the COG. Presently, public
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transportation and planning have received all
TDA funds. Two percent is set aside for
pedestrian and bicycle facilities as prescribed by
PUC 99233.3. The COG has two claimants in
addition to itself and LTA.
The County Auditor provides the estimate of
Local Transportation Funds (LTF) and State
Transit Assistance (STA) funds at the beginning
of the year as a lump sum, rather than as
apportioned to the individual jurisdictions. Under
TDA statutes, the apportionment is to be based
on the proportion of the total annual revenue
anticipated to be received in the fund that the
population of the jurisdiction bears to the total
population of the county. With all funds used for
planning, bicycle and pedestrian facilities, and the
regional public transportation system, the
allocations could be regarded as a technical
consideration.
The COG, as the RTPA, is responsible for
establishing the rules and procedures for filing
claims. The rules must be consistent with TDA
regulations and statutes. The statutes require an
operator or transit service claim to include the
following information:

1. A budget or proposed budget for the
fiscal year of the claim;

2. A statement identifying and
substantiating:


Reason or need for an increase in
operating budget in excess of 15%



Capital budget provisions for major
new fixed facilities;

3. A certification by the Department of the
California Highway Patrol completed in
the prior fiscal year.

4. A statement signed by the chief financial
officer of the claimant attesting to the
reasonableness and accuracy of the claim
and submitted documents.
The COG may include other documentation,
operating statistics, and information.1
The LTA, as a JPA and the transit operator for the
area, may file the claim in support of the Cities of
Hollister and San Juan Bautista and the County of
San Benito.
Although the COG does not currently allocate
funds for Section 4.5 pursuant to PUC 99233.7,
up to five percent (5%) of the funds remaining
after planning and programming allocations and
pedestrian and bicycle allocations may be provided
for Consolidated Transportation Service Agencies
(CTSA)2.
By providing Section 4.5 claim rules and
procedures, the COG would be in a better
position to manage coordinated social service
transportation in the future as mandated by Safe,
Accountable, Flexible, Efficient Transportation
Equity Act: A Legacy for Users (SAFETEA-LU),
which authorizes the Federal surface

above the preceding year,


Reason or need for any substantial
increase or decrease in scope of
operations,
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California Code of Regulations 6632.

2

Public Utilities Code 99233.7.
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transportation programs for highways, highway
safety, and transit for the five (5)-year period
2005-2009.
The COG, as the transportation planning agency,
may designate one or more CTSAs. The
geographic areas of CTSAs may overlap. For the
purposes of filing claims, the division of
responsibility between designated Consolidated
Transportation Service Agencies may be by the
transportation service provided (i.e. by geographic
area, route, time, clientele, etc.). This may be a
more appropriate arrangement than the current
subcontract arrangement with the LTA.
As the COG develops claim procedures, rules and
regulations for pedestrian and bicycle claims
should be included. This is a carry- forward from
a recommendation in the previous Audit.

MARKETING & TRANSPORTATION
ALTERNATIVES
The COG staff does considerable outreach in the
community. However, like in many rural areas, the
need for public transportation is not fully
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appreciated. More positive outreach on how
public transportation is an integral part of the
transportation system may help ameliorate nonproductive criticism. With the upcoming update of
the Regional Transportation Plan (RTP), an
opportunity exists to educate stakeholders and the
public about transportation alternatives.
The COG also supports a Rideshare information
website. The site is professionally constructed and
provides some useful information about Rideshare
options.
The COG website provides agenda and minutes
of Board meetings, the Regional Transportation
Plan, and other information that may be of
interest. The Website also lists completed projects
and hosts many past transit studies and reports.

G RANT M ANAGEMENT
For a small agency, the COG has been aggressive
in pursuing available grant funds. The COG
records and tracks grant funding information. All
information is quickly at hand and easily recalled if
needed for future reference.
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F I ND IN GS & R E CO MM E NDA T I O N S
This section presents an overview of those
issues and concerns identified through our audit
process. It also outlines specific strategies and
recommended solutions to address said issues.

S UMMARY OF F INDINGS
1. The Council of San Benito County

P RIOR TPA
R ECOMMENDATIONS
4. The prior Audit had six recommendations.
The COG demonstrated commitment to
improving its efficiency and effectiveness by
fully or partially implementing all of the

Governments (COG) is the Regional

recommendations:

Transportation Planning Agency (RTPA)

4.1

for San Benito County and operates a

The COG has made efforts to
ensure that all board members are

number of different entities, including the

aware of any potential or perceived

San Benito County Local Transportation

conflict of interest that may arise

Authority (LTA).

during the course of their duties;

2. As the designated RTPA for San Benito
County, the COG is responsible for the

4.2

General improvements have been
made through the COG’s tracking

transportation planning process,

and reporting of data. The COG has

development of a Regional Transportation

easily accessed data and reports;

Plan (RTP), and administration of the
Transportation Development Act (TDA),

4.3

defined separation between the LTA

including Local Transportation Funds

and its functions and the COG and

(LTF) and State Transit Assistance (STA)

its respective functions, in spite of

funds.

sharing the same building, board,
and many of the staff;

C OMPLIANCE
3. The COG administers Transportation

The COG has created a more clearly

4.4

The COG has been successful in the

Development Act (TDA) laws and

completion of many transit projects

regulations in an efficient and effective

within the community and has a

manner and is in full compliance with TDA

defined mission statement and a

rules and regulations, with one exception

clear direction;

noted relating to the timeliness of filing the
required triennial performance audits.

4.5

The COG has made exceptional
progress in terms of implementing
checks and balances as required by
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the TDA claims process. However,
additional separation between the

year provided good descriptions of the

COG and the LTA would be

COG’s projects, their objectives, costs,

beneficial. These appear to be in

dates of completion, and intended benefits.

progress;
4.6

9. The Overall Work Program for each fiscal

9.1 Each Overall Work Program shows

The COG has been making use of

products or deliverables

public meetings as well as its website

accomplished and those to be

as a means of educating the

completed in the current year for

community.

each “Work Element” in the plan.

F UNCTIONAL R EVIEW

R E G IO N A L T RA N SP O RT A T IO N
P L A N N IN G

A D M IN IS T RA TIO N
MANAGEMENT

10. The Regional Transportation Plan (RTP),

AND

5. A new Executive Director was appointed to
the COG since the last audit period.
6. Considerable progress has been made in
terms of reporting data and tracking
financial documentation, contracts, and
invoices. All reports are easily accessed
digitally via the COG’s internal network.
7. Due to the small nature of the San Benito
community, members of the COG Board
of Directors may potentially have personal
conflicts of interest. COG staff makes the
board members aware of these conflicts
when they may occur and advises the board
member to abstain.
8. The COG accomplished a number of
transportation projects and planning
activities of importance to San Benito
County including the completion of the

updated in 2010, provides a view of future
transportation projects and provides
guidance for overall and general
transportation policy in San Benito County.
11. With the Association of Monterrey Bay
Area Governments (AMBAG), COG
completed a Coordinated Public Transit—
Human Services Transportation Plan.

T RA N SP O R TA T IO N D E V E LO P M E N T
A C T A D M IN I S TR A T IO N
12. The COG is separated from the LTA. The
LTA submits claims to the COG as
required under the TDA claims process.
13. The COG uses the unmet needs process to
evaluate the effectiveness of public
transportation in the region and to ensure
the transportation needs of the community
are being met.

Highway 25 Bypass.
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M A RK E T IN G A N D
T RA N SP O R TA T IO N A LT E R N A TIV E S
14. The COG has a well-organized website and
provides information about transit projects
and planning. It also keeps all
documentation of recently adopted plans on
its website for the public to peruse.

G RA N T M A N A G E M E N T .
15. For a small agency, the COG has been
aggressive in pursuing available grant funds.
The COG records and tracks grant funding
information.

R ECOMMENDATIONS
R ECOMMENDATION 1
Adopt a Standards of Conduct, which is
compliant with Federal Transit Authority
(FTA) standards.
The COG has made notable progress in
ensuring appropriate ethics and policies are in
place. The Executive Director advises Board
Members of the potential conflicts of interest,
the formalized purchasing procedures and claim
policies have been implemented. However, an
official “Standards of Conduct” would provide a
more formalized ethics policy.
The FTA requires recipient agencies to adopt
written standards of conduct to govern the
awarding and administration of third-party
contracts. As mentioned, board members sign a
conflict of interest statement each year.
However, to ensure that the COG fully
complies with the FTA’s requirements, we
recommend that the COG collate and expand
existing policies into a Standards of Conduct or
FINAL REPORT
APRIL 2011

Ethics Policy. All elements should be carefully
reviewed to determine if they fully address FTA
requirements, and additional standards of
conduct should be developed, if needed, to fully
address FTA guidelines (below), including
providing for disciplinary action as appropriate:
C 4220.1D, 7c. Written Standards of Conduct.
Grantees shall maintain a written code of standards of
conduct governing the performance of their employees
engaged in the award and administration of contracts.
No employee, officer, agent, immediate family member, or
Board member of the grantee shall participate in the
selection, award, or administration of a contract
supported by FTA funds if a conflict of interest, real or
apparent, would be involved.
Such a conflict would arise when any of the following has
a financial or other interest in the firm selected for award:
(1) The employee, officer, agent, or Board member,
(2) Any member of his/her immediate family,
(3) His or her partner, or
(4) An organization that employs, or is about to
employ, any of the above.
The grantee's officers, employees, agents, or Board
members will neither solicit nor accept gifts, gratuities,
favors, or anything of monetary value from contractors,
potential contractors, or parties to subagreements.
Grantees may set minimum rules when the financial
interest is not substantial or the gift is an unsolicited item
of nominal intrinsic value. To the extent permitted by
state or local law or regulations, such standards of
conduct will provide for penalties, sanctions, or other
disciplinary action for violation of such standards by the
grantee's officers, employees, or agents, or by contractors
or their agents.
Incorporating its adopted policies into a formal
written Standards of Conduct and comparing
the Council of San Benito Government’s
FINDINGS & RECOMMENDATIONS
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Standards to federal requirements, including
providing for disciplinary action, as appropriate,
would help the COG ensure its Ethics policies
are complete. The complete Standards of
Conduct could then be adopted by the
Commission.
The Standard of Conduct or Ethics Policy
should then be adopted, in total, by the Board
of Directors.

R ECOMMENDATION 2
Consider the implementation of a Mobility
Management Plan and the supporting
CTSA designation for the coordination of
social service transportation.
This recommendation is a partial carry-forward
recommendation from the prior audit for the
Local Transportation authority.
The COG, with the Association of Monterey
Bay Area Governments (AMBAG), has
developed a region-wide Social Services
Transportation Coordination Plan for the threecounty region. A Social Services Transportation
Coordination Plan that is specific to San Benito
County could provide a more county specific
plan in coordination with the AMBAG Social
Services Transportation Coordination Plan as a
whole.
One of the aspects of the Social Services
Transportation Coordination Plan is defining
the responsibilities of a Coordinated
Transportation Services Agency (CTSA). This
more localized Plan would help in the creation
of a Mobility Management function and
designation of a CTSA to coordinate the
function.
The benefits of the CTSA and a Mobility
Management Program is improved coordination
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between services and an increase in the
availability of options to those in the
community in need of specialized
transportation. Some of the more common
functions of a Mobility Management program’s
service development and system management
include:
1. Customer-based, market service planning
approach that focuses on the needs of
individual consumer groups, employers,
human service agencies, neighborhoods
and individuals;
2. Development and implementation of
“One-Stop” customer-based travel
information and trip planning systems.
3. Travel training for individuals,
caseworkers, employers and potential
users of public transportation.
4. Coordination of Human Services
Transportation.
5. Promotion of Private Sector Involvement
In addition to the functions and elements of the
creation of a Mobility Management Plan, the
CTSA designation establishes separate rules and
performance standards for services that do
more than provide services to the disabled and
elderly. General services that specialize in elderly
and disabled transportation under TDA Law are
subject to a 10% farebox recovery ratio.
However, services under the auspices of a
CTSA often focus more on overall mobility
coordination and specialized service, such that
they are able to adopt performance measures
that suit their specific operations.
Furthermore, the COG is able to allocate as
much as 4.5% of the county’s Local
Transportation Funds to CTSA operations. This
would help LTA to offset its Farebox Recovery
Ratio of under 10% as required by TDA Law
(See Recommendation 5 under LTA).
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Table 3: Summary of Recommendations

RECOMMENDATION

PRIORITY

RESPONSIBILITY

TIMEFRAME

1

Adopt a Standards of Conduct, which is
compliant with Federal Transit Authority
(FTA) standards.

Medium

Executive Director/
Administrative
Services Officer

FY 2011/2012

2

Consider the implementation of a Mobility
Management Plan and the supporting CTSA
designation for the coordination of social
service transportation.

High

Executive Director/
Transportation
Planner/
Administrative
Services Officer

FY 2011/2012
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E X EC U TI VE S UM M ARY
This section summarizes key findings and recommendations
developed during the Triennial Performance Audit
(TPA or Audit) process.
This Triennial Performance Audit (TPA) was
conducted for the San Benito Local
Transportation Authority (LTA), the sole
transit operator receiving Transportation
Development Act (TDA) funding, for the three
year period for the fiscal years ending:




June 30, 2007 (FY 2006/07);
June 30, 2008 (FY 2007/08);
June 30, 2009 (FY 2008/09).

The Performance Audit is a high-level review
evaluating the efficiency, economy, and
effectiveness of the transit operation. While the
primary purpose of the Audit is to ensure
compliance with TDA requirements, it should also
provide the LTA with practical and useful
recommendations.
The Performance Audit was conducted in
accordance with the processes established by the
California Department of Transportation
(Caltrans), as outlined in the Performance Audit

Guidebook for Transit Operators and
Regional Transportation Planning Entities
(3rd edition, September 2008) issued by
Caltrans, and the Standards for Audit of
Governmental Organizations, Programs,
Activities, and Functions (2007 Revision) ,

Figure 1: This Triennial Performance Audit evaluates
San Benito County Local Transportation Authority, a
Joint Powers Authority operating under the oversight of
Council of San Benito County Governments.

I. Executive Summary: This section,
summarizing the Audit report;
II. Introduction: An overview of the
system, and key changes and
accomplishments during the Audit period.
III. Audit Report:
A. Compliance: Evaluation of
compliance with relevant statutes and
regulations;
B. Prior Audit Recommendations:
Follow-up of implementation status
of prior Audit recommendations;
C. Performance Measures &
Indicators: Verification and analysis
of key performance measures and
indicators;
D. Functional Review: Review of
operations in major functional areas;
IV. Findings & Recommendations: Key
findings and recommendations developed
from the TPA process.

published by the United States General
Accounting Office and the U.S. Comptroller
General.
The Triennial Performance Audit comprises the
following sections:
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3. Inter-County Service: Service between
Hollister, San Juan Bautista, and Gilroy.

I NTRODUCTION
San Benito County Local Transportation
Authority (LTA) was formed in 1990 to own,
operate and administer a county-wide public transportation
system through a Joint Powers Agreement (JPA)
among the City of Hollister, the City of San
Juan Bautista, and the County of San Benito.
LTA provides public transportation and
specialized transportation services for San Benito
County. It is governed by a five-member Board of
Directors consisting of elected officials from the
constituent entities. Additional oversight is
provided by Council of San Benito County
Governments (COG), which shares the same
Board. COG also provides administrative and
management staff, while LTA provides
maintenance facilities and owns the building.

County Express services are operated under
contract with a private contract operator, MV
Transportation Inc.
LTA is also the designated Coordinated
Transportation Services Authority (CTSA). In
addition to providing Americans with
Disabilities Act (ADA)-required complementary
paratransit services through Dial-A-Ride, it
contracts with a private non-profit service,
Jovenes de Antaño (Jovenes), for specialized
transportation services, which comprise:

LTA operates County Express, which is the only
public transportation system in San Benito
County. County Express provides three services:
1. Fixed-Route Service: Service within the
City of Hollister.
2. Dial-A-Ride Service: Demand response
service within northern San Benito
County (in Hollister, San Juan Bautista
and Tres Piños.);
Figure 2: County Express serves the City of
Hollister as well as San Juan Bautista, Tres Piños
and Gilroy.



Out-of-County Medical (OOCM) Trips;



Senior Lunch Program: Transportation
of passengers to and from the lunch
program at the Hollister Senior Citizens
Nutrition Center;



Medical Services Assistance Program
(MSAP): In-county non-emergency
medical/escort transportation.

C OMPLIANCE
LTA administers Transportation Development
Act (TDA) laws and regulations in an efficient
and effective manner and was in full compliance
with TDA rules and regulations during the Audit
period, with the apparent exception of
maintaining the required Farebox Recovery Ratio
of 10%.1

Based on annual fiscal audits and State Controller’s
Reports (SCRs) . However, internal reports show a
1
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While the Farebox Recovery Ratio of the
County Express service was above 10% for
each fiscal year of the Audit period, the ratio
for LTA overall was below 10% for all three
fiscal years of the Audit period2, due to the
low Farebox Recovery Ratio for specialized
services.3 While specialized services account for a
small amount of the number of all LTA trips, the
necessarily high costs and low fares were sufficient
to pull the Farebox Recovery Ratio below the
mandatory 10%.

but one of the seven recommendations from
the prior Audit.
The recommendations that have not been fully
implemented, and the one recommendation that
was not implemented, are carried forward, with
modifications as relevant, in this Audit’s
recommendations.

P R IO R R E C O M ME N D A T IO N S F U LL Y
O R P A R T IA LL Y I MP L E M E N TE D


A recommendation is made that LTA, as the
CTSA, set a specific, lower Farebox Recovery
Ratio requirement for specialized
transportation services, possibly around 2% to
3%, in order to bring LTA as a whole into
compliance with TDA.

LTA has made significant strides
toward improving its recordkeeping.
Financial and reporting documentation
was well maintained and accessible.

Currently, because no specific requirement has
been set by LTA, specialized services are held to
the 10% requirement under TDA. If LTA were to
set an achievable Ratio for specialized services
instead, LTA as a whole would become compliant.

P RIOR TPA
R ECOMMENDATIONS
LTA has improved the efficiency and
effectiveness of its operations by
implementing or partially implementing all

substantially different story, with County Express and
LTA both well above the 10% requirement in all years.
2

Again, as based on annual fiscal audits and State

Controller’s Reports (SCRs).

The Ratio for Jovenes is below 4% in each year no
matter what data source is used.

3
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Recommendation 1—Partially
Implemented: Maintain key financial and
reporting documentation and require all
contractors to maintain documentation to be
readily accessible for a minimum of four years (or
the completion of the next TPA).

Though reports are now accessible, they
would benefit from greater consistency
and clarity.


Recommendation 3—Partially
Implemented: Include Jovenes de
Antaño performance statistics in all reporting,
both internal and external.
LTA has made substantial progress in
implementing this recommendation.
Jovenes de Antaño performance measures
and indicators are now calculated and
reviewed internally.
The reports are maintained on separate
spreadsheets from County Express
without a combined picture of LTA
performance, including both County
Express and Jovenes, is available for LTA
management, staff and Board. However,
EXECUTIVE SUMMARY
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beginning in 2009/2010, quarterly reports
showing both operators together were
developed.

Antaño are reviewed for accuracy and
consistency by the LTA Transit Planner
on a monthly basis.

In addition, Jovenes Fare Revenue does
not appear to be consistently addressed
among the various reports—internal,
State Controller’s Reports (SCRs) , and
fiscal audits.

Data is reviewed and verified by the LTA
Transit Planner each month.
Inconsistencies exist among the various
reports, including quarterly reports, state
controller reports and fiscal audits.

Revenues collected by Jovenes de
Antaño, since they are kept by Jovenes,
should be accounted for as part of the
Operating Cost. This does not appear to
be done in internal reports, and appears
to have been done in only two of the
three SCRs from the Audit period. In
addition, these Revenues did not appear
to be included in overall LTA Revenues
as shown in the annual financial audits;
it is unclear if they were included in the
Operating Cost in these audits.

Recommendation 6—Partially
Implemented: Ensure all financial and
performance data is correctly reported on the
State Controller’s Reports . Numerous
discrepancies were found in the SCRs for
both County Express and Jovenes de Antaño
as compared to each of the annual
financial audits and internal reports.

In addition, State Controller’s Reports
(SCRs) for Jovenes de Antaño do not
correctly report FTE, VSH and VSM.
Recommendation 7—Partially
implemented: Develop a Social Services
Transportation Coordination Plan and
evaluate the Coordinated Transportation
Services Agency designation.

This recommendation is carried
forward in this Audit to be corrected
by the 1/1/11 contract.


Recommendation 4—Implemented:
Revise fare handling and cash management
procedures to implement additional controls.

While San Benito participated in the
development of a Social Services
Transportation Coordination Plan, a
more localized mobility management plan
and reconsideration of the Coordinated
Transportation Services Agency
(CTSA) designation would benefit
transportation services in the County.

LTA and MV Transportation Inc. have
implemented improved controls for cash
handling and reconciliation.


Recommendation 5—Partially
Implemented: Track performance indicators
monthly and review contractor reports to ensure
accuracy and completeness.
LTA has made substantial progress in
implementing this recommendation.
Invoices from both contractors, MV
Transportation Inc. and Jovenes de
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P R IO R R E C O M ME N D A T IO N S N O T
I MP L E ME N T E D , Y E T V A L ID


Recommendation 2—Not
Implemented: Work with the fiscal and
compliance auditor to ensure all compliance
FINAL REPORT
APRIL 2011

SAN BENITO LOCAL TRANSPORTATION AUTHORITY
TRIENNIAL PERFORMANCE AUDIT

requirements for the LTA are performed and
documented in the [fiscal] audit.
The fiscal audits still do not comply with
all TDA requirements in terms of sections
of the Public Utilities Code 6667. There
is no information to show whether the
fiscal auditor tested for eligibility to
receive TDA and other required
compliance tests. Also, prior years’
financial statements were not included as
per CCCR 664.

significant drop in County Express ridership
compared to the prior period. Jovenes de
Antaño’s ridership leapt up 157.6% in the first
year of this Audit period compared to the last year
of the prior period, due to growth on the senior
lunch program service.

C OST E FFICIENCY
Operating Cost per VSH grew (worsened) from
an average of $43.06 over the three years of the
prior Audit period to $53.92 over the three years
of this Audit period.

P ERFORMANCE M EASURES
& I NDICATORS

C OST E FFECTIVENESS

Performance measures for the County Express
services appear to be tracked and recorded in
accordance with TDA definitional requirements.
However, Jovenes de Antaño’s reporting
reflected minor issues with the way Vehicle
Service Hours (VSH), Vehicle Services Miles
(VSM), and Full-Time Equivalent (FTE)
Employees were tracked.

S ERVICE E FFECTIVENESS

The prior TPA, which provided data for past
years, was used in discussing trends.
The data recorded in the annual fiscal audits,
State Controllers Reports, and internal reports
had discrepancies and in some cases
incomplete data. Where errors or omissions
appeared clear, adjustments were made or other
sources relied upon; where the cause of
discrepancies was unknown, the data was
presented as reported in the relevant source.

Operating Cost per Passenger in this period was
unfavorable compared to the prior period, but is
favorable when compared to FY 06/07’s high.

Passengers per VSH (PVSH) in this Audit period
fluctuated, but were generally above each year of
the prior period, ending at a historic high of 5.64.

S ERVICE E FFICIENCY (S PEED )
VSM per VSH, after an apparent4 historic low in
FY 06/07, shot up to historic highs over the next
two years.

S ERVICE P RODUCTIVITY
VSH per FTE has remained relatively flat over the
past two Audit periods, even more so in this one,

R IDERSHIP
LTA Overall Ridership continued the overall
decline that begun during the prior Audit period,
though leveling off since the greater fluctuation
seen in that period. The Audit period saw a
FINAL REPORT
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VSM for FY 06/07 was approximated from SCR data
due to lack of internal VSM data, and so may be
inaccurately low.

4

EXECUTIVE SUMMARY
SECTION I | PAGE 5

SAN BENITO LOCAL TRANSPORTATION AUTHORITY
TRIENNIAL PERFORMANCE AUDIT

indicating that LTA has found a staffing level that
works well.

F AREBOX R ECOVERY R ATIO
Farebox Recovery Ratio for LTA and its
compliance with 10% TDA requirement cannot
be confirmed for the Audit period, due to
discrepancies among the annual fiscal audits, the
SCRs, and the internal reports.

F UNCTIONAL R EVIEW
The following functions are included in this
review:
1.
2.
3.
4.
5.
6.
7.
8.

General Management & Organization;
Service Planning;
Scheduling, Dispatch & Operations;
Personnel Management & Training;
Administration;
Marketing & Public Information;
Contract Management;
Maintenance & Fleet.

The emphasis of this review was in three areas:




Performance Issues;
Organizational Structure;
Policies & Procedures.

1. G E N E RA L M A N A G E M E N T &
O RG A N IZ A T IO N
LTA’s governing Board of Directors comprises
two members of the San Benito County Board
of Supervisors, two members of the Hollister
City Council and one member of the San Juan
Bautista City Council. The LTA Board’s
membership is identical to that for the Board for
Council of San Benito County Governments
(COG). LTA and COG also share staff.
Staff members allocate their time between LTA
and COG. Since the prior Audit, a Transit Planner
EXECUTIVE SUMMARY
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has been hired, whose primary responsibility is to
oversee LTA operations. COG and LTA have
made significant strides in separating staff
responsibilities between the two
organizations.

2. S E RV IC E P LA N N IN G
LTA completed a new Short Range Transit Plan
(SRTP) in 2007 and has made progress in
implementing the Plan and achieving its
objectives.
In addition to the SRTP, LTA/COG staff
undertook several planning projects to improve
efficiency, effectiveness, and productivity of
transit services during the Audit period, including
an updated 2010 Regional Transportation Plan.

3. S C H E D U L IN G , D I SP A TC H &
O P E RA TIO N S
LTA contracts operation of its fixed route, intercounty, and demand response services to a private
contractor, MV Transportation Inc. (MV). LTA
contracts specialized services to a non-profit
entity, Jovenes de Antaño. The two operations
contractors provide scheduling, dispatching, and
operations. Scheduling and dispatching are not
automated or computerized, but appear to meet
the needs of the current system.
On-going safety training is provided by M V,
which sends a syllabus and lesson plan to the
Operations Manager, who administers the training
seminar.

4. A D M IN IS T RA TIO N
During the Audit period, LTA managed two
contracts for public transportation services:


MV Transportation Inc. for County
Express fixed-route and demandresponse service;
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Jovenes de Antaño for specialized
transportation services.

The contractors’ invoices and monthly reports are
monitored on a monthly basis to ensure accuracy
and compliance.
During this Audit period, maintenance and fueling
of the vehicles for the Jovenes de Antaño
services have been done at the County Express
facility; however, during the prior Audit period,
these were handled privately.
Toward the end of the Audit period, in February
of 2009, LTA began replacing County Express
paper tickets with multicolored aluminum
tokens. The tokens have improved costs and fare
handling.

5. M A RK E T IN G & P U B L IC
I N F O R MA TIO N
While LTA has achieved some marketing
improvements, including a new Ride Guide and
updated website, the Marketing Plan included in
the 2008 SRTP does not appear to have been
implemented.
Information regarding the specialized services
provided by Jovenes de Antaño is difficult to locate.
Jovenes de Antaño now has its own website, which is
linked on LTA’s website.
Also, while LTA’s website is available in Spanish,
Jovenes’ website is not. San Benito County’s
population, and particularly its transit ridership, is
heavily Spanish-speaking, and a Spanish-language
mirror site of the Jovenes website should be a
marketing priority in the near future.

M A IN TE N A N C E
LTA employs a Supervising Mechanic and a fulltime mechanic for maintenance.

FINAL REPORT
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Maintenance appears to be in accordance to all
relevant California Vehicle Code and vehicle
manufacture requirements. The contractor is
responsible for bus washing and bus stop
maintenance as defined in the contract.
County Express received a “Satisfactory” rating
on its CHP inspection reports with few noted
deficiencies.
During the prior Audit period, Jovenes de
Antaño’s maintenance and fueling were provided
by a private dealership. Since Jovenes de
Antaño’s maintenance has been brought into
the same maintenance facility as County
Express during this Audit period, its CHP
inspection reports have improved markedly.
Jovenes now earns “Satisfactory” ratings, and its
records are now well kept.

R ECOMMENDATIONS
R ECOMMENDATION 1
Develop a comprehensive marketing program.
LTA does not have a formal marketing program
in effect and current marketing efforts appear to
be insufficiently funded to grow and maintain
ridership.
LTA should evaluate the present Marketing Plan
from the SRTP, and create a marketing program
based this Plan, though some modifications due to
funding and a more unfavorable economic climate
may be necessary.
A quarterly review process for marketing efforts
would provide the LTA with the ability for active
review of marketing efforts as well as an easy and
continuous way to keep the board informed of
marketing efforts and the status of the overall
marketing program.

EXECUTIVE SUMMARY
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R ECOMMENDATION 2
Track on-time performance and other
performance measures for County Express
and other LTA services.
Tracking on-time performance is beneficial in
assessing the effectiveness of the system’s routes
and scheduling. This could be achieved through
driver time checks, either on driver log sheets or
through check-ins with dispatch.
Also, additional tracking by the dispatchers in
regard to the demand response services would be
beneficial in providing more information as to the
performance of those operations. The DAR
dispatchers should routinely track the following:
1.
2.
3.
4.

No Shows;
Late Cancellations:
Cancellations;
Same-Day Reservations.

With very few revisions to the current operations
of County Express’ dispatching services,
additional useful data could be obtained to help
LTA better understand its system’s performance.

R ECOMMENDATION 3
Correctly and transparently track performance
data, and ensure that it is accurately and
clearly reported on the State Controller’s
Reports .
This is a carry-forward of a prior Audit
recommendation. Although LTA has improved its
tracking and reporting of the performance
indicators provided by County Express,
performance measures for Jovenes de Antaño
services were not reported in accordance to TDA
definitions for Vehicle Revenue Miles and Hours
and for Full-Time Equivalent Employees.

EXECUTIVE SUMMARY
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In addition, Operating Costs for Jovenes as
reported internally do not appear to include the
Fare Revenues, which are collected, but deducted
from the operator’s invoice. Jovenes’ SCRs during
the Audit period appeared to include Revenues in
Costs inconsistently: it appears that they were
included during two of the three years.
The many discrepancies between the internal
reports and the SCRs for the years during the
Audit period, as well as the absence of VSM data
internally for the first year of the period,
highlight the importance of maintaining
consistent, accurate records that clearly
indicate what each measure is including or
not.

R ECOMMENDATION 4
Ensure all fiscal and compliance audits abide
by the relevant TDA compliance
requirements, include all relevant information
such as Jovenes data, and are clearly
documented.
This is a carry-forward from the prior Audit
recommendations. While this recommendation is
considered to be partially implemented, several
inconsistencies were noted.
Fiscal audits performed by certified public
accountants of the County and its transportation
provider (LTA) must ensure compliance as
prescribed under TDA statutes.
A review of the fiscal and compliance audits
completed for the three years covered by this
Audit period do not appear to address the
required TDA compliance issues, including
eligibility to receive TDA funding.
The discrepancies between the fiscal audits, the
SCRs and internal reports for the Audit period
(including the apparent omission of Jovenes Fare
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Revenue in LTA Revenue) and the general lack of
clarity as to what was/was not included in the
fiscal audit numbers, all highlight the
importance of clear documentation in the
fiscal audits, and strong LTA oversight to
ensure that all measures reported reflect all
necessary components.

R ECOMMENDATION 5
Take the appropriate actions to maintain a
Farebox Recovery Ratio above 10% for LTA as
required by TDA.
The Farebox Recovery Ratio for the LTA as a
whole has fallen below 10% in all three years of
the Audit period5. While County Express
maintained a Farebox Recovery Ratio of more
than 10% for each fiscal year of the Audit period,
the ratio of Revenues to Operating Costs for the
Jovenes de Antaño services was such that it
brought LTA’s overall Farebox Recovery Ratio to
under 10% for all three years.5

4. Increase Farebox Recovery for County
Express by either reducing Operating
Costs, or raising fares.
5. Use some combination of the above
options;
6. Seek additional local or social services
funding to supplement TDA funding.
LTA will have to ensure that, as a whole, it can
maintain the TDA-required Farebox Recovery
Ratio to guarantee that the State Controller’s
Office continues to allocate Local
Transportation Funds and State Transit
Assistance funds to the county.

LTA should consider one or more of the
following actions:
1. Determine if the Operating Costs of
specialized services can be reduced;
2. Assess the possibility of fare increases on
specialized services (Fare increases went
into effect January 2011);
3. As the CTSA, or through another CTSA
that LTA may designate, set an attainable
Farebox Recovery Ratio for specialized
services, likely between 2% and 3%.

5

Again, as based on annual fiscal audit and SCR data.
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Table 1: Summary of Triennial Performance Audit Recommendations

RECOMMENDATION

PRIORITY

RESPONSIBILITY

TIMEFRAME

1

Develop a comprehensive marketing
program.

Medium

Transit
Planner/
Transportation
Planning
Manager/
Administrative
Services Officer

FY 2011/2012

2

Track on-time performance and other
performance measures of the County
Express and other LTA services.

Medium

Transit
Planner/
Transportation
Planning
Manager

FY 2011/2012

3

Correctly and transparently track
performance data and ensure that it is
accurately and clearly reported on the State
Controller’s Reports .

Medium

Transit Planner

FY 2011/2012

4

Ensure all fiscal and compliance audits
abide by the relevant TDA compliance
requirements, include all relevant
information such as Jovenes data, and are
clearly documented.

Medium

Transit
Planner/
Transportation
Planning
Manager/
Administrative
Services Officer

FY 2011/2012

5

Take the appropriate actions to maintain a
Farebox Recovery Ratio above 10% for
LTA as required by TDA.

High

Executive
Director/
Transit
Planner/
Transportation
Planning
Manager/
Administrative
Services Officer

First quarter
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II. INTRODUCTION
This section will discuss the scope and
methodology of this Audit, provide an overview of
the operator, and summarize significant changes
and accomplishments that have occurred during
the Audit period.
This report of the Triennial Performance Audit
(TPA, or the Audit) for San Benito Local
Transportation Authority (LTA), as operator
for County Express, covers a three-year period
ending June 30, 2009. The California Public
Utilities Code requires all public transit agencies
to conduct a TPA in order to be eligible for
Transportation Development Act (TDA)
funding.
The proposed Audit is designed to be an
independent and objective evaluation of LTA, as
the transit operator. The Audit has four
objectives:
1. Assess compliance with TDA
regulations;
2. Review improvements that have been
implemented and progress toward
goals;
3. Evaluate the efficiency and
effectiveness of County Express
operations;
4. Provide sound, constructive
recommendations for improving the
efficiency and functionality of the
operations.

A. A UDIT S COPE &
M ETHODOLOGY
The format and requirements for Triennial
Performance Audits (TPAs) are dictated by the
following regulations and guidelines:
1. California Public Utilities Code
(PUC) , Section 99246, subsection (b)
of which states that the Audit shall
evaluate the efficiency, effectiveness and
economy of the operation of the entity
being audited and subsection (d) of
which states that the Audit shall include
verification of five performance
indicators:

Operating Cost per Passenger;
Operating Cost per Vehicle Service
Hour;
 Passengers per Vehicle Service
Hour;
 Passengers per Vehicle Service Mile;
 Vehicle Service Hours per
Employee;



…and include consideration of the needs
and types of passengers served, employment
of part-time drivers, and contracting with
common carriers of persons operating
under a franchise or license to provide
services during peak hours.
2. Performance Audit Guidebook for

Transit Operators and Regional
Transportation Planning Entities (3rd
Edition, September 2008) , issued by the

California Department of
Transportation (Caltrans);
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3. Standards for Audit of Governmental

Organizations, Programs, Activities,
and Functions (2007 Revision) ,

published by the United States General
Accounting Office and the U.S.
Comptroller General, which provides
additional directives.
The TPA is a high-level review evaluating the
efficiency, economy, and effectiveness of the
transit operations. While the primary purpose of
the Audit is to ensure compliance with TDA
requirements, it should also provide LTA and the
operations contractor with practical and useful
recommendations to improve the efficiency and
effectiveness of its transit operations. The Audit
of LTA operations comprised the evaluation of
four elements:
1. Compliance with TDA requirements
and regulations;
2. Implementation of recommendations
contained in prior Performance
Audits;
3. Methodology and analysis for
calculating performance indicators
and significant performance
measures;
4. Major functions performed by LTA to
support its public transportation
operations, including−






General management and
organization;
Service planning;
Scheduling, dispatching, and
operations;
Personnel management and
training;
Administration;
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Marketing and public information;
Maintenance.

The Audit presents conclusions and
recommendations to address opportunities for
improvement based upon analysis of the previous
four elements.
The methodology for this Audit comprised
interviews with key personnel from LTA and the
operations contractor; site visits; verification of
data sources; examinations of financial and
statistical reports; and reviews of relevant planning
documents and reports.
The Audit Report comprises four sections:
I. Executive Summary
A brief summary of the key findings and
recommendations developed during the
Performance Audit processes.
II. Introduction
Methodology of the Audit and pertinent
background information.
III. Audit Results
In-depth discussion of findings surrounding each
of the major elements of the Audit:
A. Compliance with statutory and
regulatory requirements;
B. Prior Audit recommendations , and
progress in implementing these;
C. Performance measures and trends ;
D. Functional review .
IV. Findings & Recommendations
A delineation of the key findings of the
Performance Audit, and recommendations for
improving the efficiency and effectiveness of
LTA’s transit service operations, and a timeline
for implementing the recommendations.
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B. O VERVIEW : S AN B ENITO
L OCAL T RANSIT
A UTHORITY
San Benito Local Transportation Authority
(LTA) was formed in 1990 to own, operate and
administer a county-wide public transportation system
through a Joint Powers Agreement among the
City of Hollister, the City of San Juan Bautista,
and the County of San Benito.1
The LTA Board of Directors consists of two
members from the San Benito County Board of
Supervisors, two members from the Hollister
City Council, and one member from the San
Juan Bautista City Council.
The Council of San Benito County
Governments (COG) provides administrative
and management staff for the LTA. COG staff
also provides maintenance for the fleet and
facilities.
LTA offers two basic types of transportation
services, contracted to different contractors:
1. County Express: General transit services
are provided by the private contractor,
MV Transportation Inc.;
2. Specialized Transportation: LTA also
has a contract with Jovenes de Antaño, a
non-profit organization, for specialized
transportation services.

1. C OUNTY E XPRESS
County Express is operated by a private
contractor, MV Transportation Inc. It is the
only public transportation system in San Benito
County. It provides three services:
1) Fixed-Route Service;
2) Dial-A-Ride Service;
3) Inter-County Service.

1) F I X E D -R O U TE S E RV I C E
County Express operates three fixed routes in the
City of Hollister: the Green, deviated Blue and
Red Lines—plus an advanced-reservation fixedroute service.
Fixed-route service is available Monday through
Friday, 6:20 a.m. to 5:45 p.m., during peak hours.
Red and Green Lines suspend service between about
11:00 a.m. and 2:00 p.m.; Blue Line suspends service
between about 9:00 a.m. and 2:00 p.m.
County Express’ San Benito County Dial-ARide (DAR) also offers service to the general
public between 11:00 a.m. and 2:00 p.m.
The County Express fixed-route system resembles
a bisected rectangle: the main part is the east-west
loop through the main part of Hollister formed by
the Green and Blue Lines; this is then bisected
north-south by the Red Line. The advancedreservation service serves the southeast portion of
the city. Service profiles by route are as follows:


Joint Powers Agreement to Create the San Benito
County Local Transportation Authority , 1990.
1
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Green Line travels in a clockwise loop in
Hollister along 4th Street in downtown
Hollister to Veterans Memorial Park on
the east side of the City, Hazel Hawkins
Memorial Hospital on the south side and
Graff Street on the west side. The route
makes four loops in the morning and four
more in the afternoon, with 20-50-minute
headways.
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Figure 3: County Express Fixed-Route System Map
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Blue Line travels in a counter-clockwise
loop in Hollister along the same route as
the Green. The route makes four loops in
the morning and five in the afternoon,
with 20- to 50-minute headways.
Red Line travels north and south
between 111 San Felipe on the north
edge of Hollister to Hazel Hawkins
Memorial Hospital in the south part of
the City. The route operates on
approximately 45-minute to one-hour
headways, with some stops eliminated
during the afternoon runs.

2) D IA L -A-R ID E S E RV I C E
County Express, as San Benito County Dial-ARide (DAR), provides Dial-A-Ride service, both
general public and Americans with Disabilities
Act (ADA) complementary paratransit, to
northern San Benito County, including Hollister,
San Juan Bautista, and Tres Piños.
Figure 4: Dial-A-Ride Service Area covers the
northwestern third of San Benito County.

The regular adult fare is $1.00 and discount fare
for youths, seniors and disabled is 75 cents.
Children four years old or younger may ride free
when accompanied by a fare-paying adult.
Discounted 10-trip tokens and monthly passes are
available.
Transfers are free of charge between local fixed
routes. They are valid for two hours.
Table 2: Fares for Local Fixed-Route Service

REGULAR
ADULT FARE
ONE-WAY CASH
10 TRIP TOKENS
MONTHLY PASS

$1.00
$8.00
$27.00

DISCOUNTED
FARE12
$0.75
$5.00
$18.50

DAR service is available to the general public on
weekdays between 11:00 a.m. and 2:00 p.m. when
the fixed-route service is not operating.
Individuals with trips that begin or end beyond
three-quarters of a mile of the fixed-route bus
service are also eligible for DAR service.
The DAR operates Monday through Friday from
6:00 a.m. to 6:00 p.m. and Saturday and Sunday
from 9:00 a.m. to 3:00 p.m.

Discounted fares are available to youths (5 to 17),
seniors (65+), and persons with disabilities.

2
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Weekday rides may be scheduled up to two weeks
in advance. Rides may be scheduled the same day.
However, same-day rides are subject to $1.00
convenience fee and availability. Weekend rides
may only be scheduled between 9:30 a.m. Monday
through 1:00 p.m. Thursday, the week of the trip.
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3) I N TE R -C O U N TY S E R V IC E

Table 3: Dial-A-Ride Fares

REGULAR
ADULT FARE
ONE-WAY (General)
ONE-WAY (ADA)
ONE-WAY
(ADA companion)
10 TRIP (General)

DISCOUNTED
FARE13

$2.00
--

$1.25
$1.25

$1.25

--

$18.00

$11.00

The County Express transit system’s inter-county
service provides service to Gilroy from Hollister
and San Juan Batista.
Figure 5: County Express Inter-County Route

In addition to regular DAR service and during the
same service hours as the DAR, County Express
offers three additional advance-reservation
services, available to the general public:


Southside and Sunnyslope Area
Discount Reservation Service (deviated
fixed routes) offer call-in reservation
service to persons whose trips begin or
end in either the Southside or Sunnyslope
reservation service areas. The fare is $2.00
for adults and $1.25 for students, seniors,
and disabled persons.



Sunnyslope Area Service serves persons
traveling along Beverly Drive, Cerra Vista
Road, Valley View Drive, Ladd Lane,
Maze Middle School, Rancho San Justo,
and points in between.



Southside Area Service serves persons
traveling along Southside Road between
Union Road and Southside School and
into the City of Hollister.

Figure 6: County Express provides service to connecting
regional transit and to Gavilan College in Gilroy.

Discounted fares are available to youths (5 to 17),
seniors (65+), and persons with disabilities.
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Table 4: Inter-County Service Fares

REGULAR
ADULT FARE
ONE-WAY CASH
10 TRIP BOOKLET
MONTHLY PASS

$2.00
$18.00
$60.00

DISCOUNTED
FARE14
$1.25
$11.00
$40.00

The following inter-county routes are offered:





Gavilan College (Monday-Friday during
the day, with limited service during nonschool times);
Caltrain (Monday-Friday, early morning
to evening);
Gilroy Greyhound (Saturday & Sunday
during the day).

GAVILAN COLLEGE SERVICE
The Gavilan College route provides weekday
service between Vet’s Park in Hollister and
Gavilan College in Gilroy, with stops in San
Juan Bautista. Regularly scheduled service is
provided during the school year only, with limited
service available during school vacation periods
and summer.

are spaced at varying intervals, with 20- to 40minute headways in the morning, 2-hour
headways in the midday and 1-hour headways in
the afternoon. During limited-service periods,
about two midday runs operate in this direction.
The current regular schedule has six runs from
Gilroy to Hollister, beginning at 8:50 a.m. and
ending at 6:10 p.m. These include a late afternoon
express, and a midday run that simply omits Vet’s
Park. Headways have approximately two hours
between the first three runs, and approximately
one hour between the last three. During limitedservice periods, about two midday runs operate in
this direction.
The route currently makes these stops:






The route operates Monday through Friday from
6:40 a.m. to 6:10 p.m. Each run takes about 55
minutes, with a few exceptions (peak or truncated
runs).
The current regular schedule has nine runs from
Hollister to Gilroy, beginning at 6:40 a.m. and
ending at 5:15 p.m. These include one morning
and one afternoon express, as well as a morning
run that simply omits the Vet’s Park stop. Runs

Hollister:





San Juan Bautista (except for the three
express runs):





Vet’s Park (three runs skip this stop:
one morning local and one morning
express from Hollister to Gilroy, and
one midday local from Gilroy to
Hollister);
Fourth/San Benito (for runs from
Hollister to Gilroy);
Briggs Parking Garage (for runs
from Gilroy to Hollister);
Fourth/Miller (except for the three
express runs);

Abbe Park;
Anzar High School.

Gilroy:


Gavilan College (connections to
Santa Clara VTA buses here).

Discounted fares are available to youths (5 to 17),
seniors (65+), and persons with disabilities.
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CALTRAIN SERVICE
County Express buses provide service between
Hollister and the Caltrain commuter rail station
in Gilroy, Monday through Friday. County
Express buses connect with rail departures and
arrivals. Currently, service operates only at peak
times, with no midday service.
Six complete runs are made, each from Hollister
to Gilroy and back to Hollister. Run times vary;
each takes at least an hour and no more than an
hour and 35 minutes. Variation in run tims is due
to time spent at the Caltrain Station, ensuring
connections with the train service.
Each run serves three stops: in Hollister, Vet’s
Park and Fourth/ San Benito, and in Gilroy, the
Caltrain Station. However, while all six runs
depart from Vet’s Park, the second and third
morning runs do not return there, but rather end
at Fourth/San Benito. One of the six runs, the
4:35 p.m. from Hollister, adds a stop at Gavilan
College.
The morning portion of service begins from
Hollister at 5:30 a.m., with the last morning run
reaching, then leaving, Caltrain at 6:55 a.m., to
return to Hollister at 7:25 a.m. Headways are
between 20 to 35 minutes.
The evening portion of service begins from
Hollister at 4:35 p.m., with the last evening run
reaching, then leaving, Caltrain at 7:45 p.m., to
return to Hollister at 8:35 p.m. Headways vary
from 40 to 55 minutes.
GILROY GREYHOUND SERVICE
Service is provided Saturday and Sunday between
Hollister and the Greyhound Bus Terminal in
Gilroy, with an added stop at Abbe Park in San
Juan Baustista. The schedule is designed to allow
for connections to Greyhound service.
INTRODUCTION
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Four complete runs are made, each from Hollister
to Gilroy and back to Hollister. Run time is an
hour and 30 minutes. Service runs from 7:40 a.m.
until 6:00 p.m. Headways vary in length: from an
hour and 35 minutes between the two morning
runs, to three hours and 10 minutes between the
two afternoon runs.
Each run serves these stops:


Hollister:






San Juan Bautista:




Vet’s Park (beginning and ending
each run);
Fourth/San Benito (during the leg
from Hollister to Gilroy);
Briggs Parking Garage (during the
leg from Gilroy to Hollister);

Abbe Park;

Gilroy:


Greyhound Station.

2. S PECIALIZED
T RANSPORTATION
As the Consolidated Transportation Services
Agency (CTSA), the LTA is responsible for
identifying various social service transportation
providers in the area and encouraging
consolidation of services.
Through a contract with Jovenes de Antaño, the
LTA provides three specialized transit services:
1. Out-of-County Medical (OOCM) and
Dialysis Program trips;
2. Senior Nutrition Center trips:
Transportation of passengers to and from
the lunch program at the Hollister
Senior Citizens Nutrition Center;
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3. Medical and Shopping Assistance
Program: In-county non-emergency
medical/escort transportation.
The Out-of-County Medical Transportation
and Dialysis Program runs Monday through
Saturday. On Monday, Wednesday, and Friday the
service departs between 11:00 a.m. and 11:30 a.m.
On Tuesday, Thursday, and Saturday the service
departs at 8:00 a.m. The service is in operation for
approximately five to six hours per day. Typically
passengers need to give one week’s notice for
reservations; however, some reservations can be
made in as few as two days prior to the requested
day of departure.
The Senior Nutrition Center service operates on
federal funds with an LTF match. This program is
operated Monday to Friday, between 9:30 a.m.
and 3:00 p.m. Passengers may call for a
reservation as late as the same day of service,
before 9:30 a.m.
The Medical and Shopping Assistance
Program operates Monday to Friday. Its times of
service vary. Typically one day’s notice is required
to make a reservation, but based upon availability,
some reservations may be made on the same day
of service.
In addition to transportation services, Jovenes de
Antaño provides a number of other senior
services, including:






Nutrition services;
Community resource information and
outreach;
Alzheimer’s Day Care Resource
Center;
In-home services;
Family Caregiver Support Program.
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C. A UDIT P ERIOD
A CCOMPLISHMENTS &
C HANGES
During the period of this Audit, the LTA
underwent three notable changes:
1. Change in fare media;
2. Introduction of mid-day DAR service;
3. LTA office relocation.

1. C HANGE

IN

F ARE M EDIA

LTA has moved away from using paper tickets as
fare media and has replaced these with colored
tokens. The old paper tickets were easily worn out
and difficult to record at times. However, the new
fare tokens are easily reused and retain their value.
The new, colored tokens have been well
received by the riders and aid in fare
collection.
Another change in fare media came in the form of
simplified fare levels. LTA has simplified its fare
levels, from the old structure of six to eight
different price levels, to its current structure of
four different price levels.

2. M IDDAY DAR S ERVICE
Midday fixed route service was eliminated
during the Audit period, and midday DAR
service was implemented as a replacement.
The elimination of midday fixed route service can
be attributed to two factors:



A tactic to lower operating costs;
A response to negative public
perception.

LTA received complaints from the community
that the mid-day buses were continually empty.

INTRODUCTION
SECTION II | PAGE 19

SAN BENITO LOCAL TRANSPORTATION AUTHORITY
TRIENNIAL PERFORMANCE AUDIT

This appears to have given some in the
community a negative outlook on the service.
However, to accommodate midday riders, LTA
established a new midday Dial-A-Ride (DAR)
service, open to the general public. This provides
service to those who require transportation during
the day, while eliminating the issue of empty buses
making scheduled runs.

3. LTA O FFICE R ELOCATION

Previously, LTA and the COG were both housed
in a residential area office. Both the COG and
LTA have now moved to a new, traditional
office building.

4. S HORT R ANGE T RANSIT P LAN
A Short Range Transit Plan for the County
Express and Jovenes de Antaño services were
published.

The last notable change that LTA underwent
during the Audit period was office relocation.
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AUDIT RESULTS

Figure 7: The Audit Results section comprises four
main subsections.

This section of the Audit Report comprises four
major subsections:
A. Compliance with statutory and
regulatory requirements;
B. Prior Audit recommendations, and
progress in implementing these;
C. Performance measures and trends;
D. Functional review.

C OMPLIANCE
This section examines San Benito Local
Transportation Authority’s (LTA) compliance
with the Transportation Development Act
(TDA) and relevant sections of the California
Code of Regulations (CCR) and Public
Utilities Commission (PUC) statutes. Although
compliance verification is not a TPA
responsibility, several specific requirements
concern issues germane to the Audit.
Compliance was determined through interviews
with LTA and contractor staff as well as
inspection of relevant documents, including fiscal
audits for each of the three years covered by this
Audit.
The LTA administers TDA laws and
regulations in an efficient and effective
manner with one exception.
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The LTA’s County Express services maintained a
Farebox Recovery Ratio of more than 10% for
each of the three fiscal years of the Audit, which is
in compliance with the TDA requirement of
maintaining a 10% Ratio for all three years of the
Audit period. However, when combined with the
specialized services provided by Jovenes de
Antaño, the farebox recovery for the LTA as a
whole falls below the 10% mandate. The COG
has not developed different standards for
Consolidated Transportation Service Agency
(CTSA) operations.
The table on the following pages details specific
compliance requirements, and LTA’s compliance
with these.
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Table 5: TDA Compliance Chart, LTA/County Express

REQUIREMENT

REFERENCE

COMPLIANCE

COMMENTS

The transit operator submits annual reports to the RTPA, based upon
the Uniform System of Accounts and Records established by the State
Controller within 90 days of the end of the fiscal year.

PUC 99243

In Compliance

State Controller’s Reports have been filed on time:





FY 06/07 filed 10/10/07;
FY 07/08 filed 9/30/08;
FY 08/09 filed 10/20/09.

As the reports are filed electronically, they are able to be
submitted up to 110 days after the end of the fiscal year.
In FY 08/09, the report appears to have been filed on
the final day for electronic filing.
The operator has submitted annual fiscal and compliance audits to its
RTPA and to the State Controller within 180 days following the end of
the fiscal year, or has received the appropriate 90-day extension allowed
by law.

PUC 99245,
CCR 6667

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

PUC 99251

In Compliance

Fiscal and compliance audits have been completed well
within the 180-day window:




In Compliance

FY 06/07 completed 12/12/2007;
FY 07/08 completed 12/02/2008;
FY 08/09 completed 12/02/2009.

LTA CHP inspections were completed with Satisfactory
Terminal Ratings on the following dates:





7/12/06;
7/20/07;
7/29/08.

Jovenes de Antaño CHP inspections completed with
Satisfactory Terminal Ratings on the following dates:




The operator’s claim for TDA funds is submitted in compliance with
rules and regulations adopted by the RTPA for such claims.
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PUC 99261

In Compliance

7/17/06;
10/31/07;
10/09/08.

The LTA is submitting claims to the COG. Claims from
the LTA for TDA Funds (both LTF and STA Funds)
are documented by the COG.
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REQUIREMENT

REFERENCE

COMPLIANCE

COMMENTS

The operator does not routinely staff with two or more persons in
public transportation vehicles designed to be operated by one person.

PUC 99264

In Compliance

Vehicles are routinely staffed with only one driver.

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

PUC 99266

In Compliance

The annual changes in operating budget for the LTA
are as follows:

No operator or transit service claimant shall be eligible to receive
money during the fiscal year from the Local Transportation Fund and
the State Transit Assistance fund for operating costs in an amount that
exceeds its actual cost.

CCR 6634

In Compliance

TDA funds have not exceeded actual cost for any of the
three years Audited.

If the operator serves a rural area, it has maintained a ratio of fare
revenues to operating costs at least equal to one-tenth (10
percent).

PUC 99268.2,
99268.3,
99268.4,
99268.5

Exception
Noted

LTA has maintained a Farebox Recovery Ratio of
just over 10% for the County Express services as
required by the TDA statute for all three years of
the Audit:





FY 06/07 = -1.3%;
FY 07/08 = 10.4%;
FY 08/09 = 1.2%.





FY 06/07 = 10.6%;
FY 07/08 = 10.5%;
FY 08/09 = 10.6%.
Note: The LTA’s collective Farebox Recovery
Ratio for was below 10% for each of the fiscal years
of the audit:
 FY 06/07 = 9.2%;
 FY 07/08 = 9.8%;
 FY 08/09 = 9.7%.
If the operator receives State Transit Assistance funds, the operator is
not precluded by contract from employing part-time drivers or from
contracting with common carriers.
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PUC 99314.5

In Compliance

LTA’s contractor employs part-time drivers.
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REQUIREMENT

REFERENCE

COMPLIANCE

COMMENTS

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

PUC 6754 (a)
(3)

In Compliance

The LTA has applied and received the 5311 funding.
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P RIOR A UDIT R ECOMMENDATIONS
This section reviews and evaluates the
implementation of the prior Triennial

Performance Audit (TPA)
recommendations. This assessment indicates the
efforts that LTA has made to improve program
efficiency and effectiveness.
The previous TPA, completed by Majic
Consulting Group, presented seven
recommendations. The relevance, progress,
effectiveness, and difficulties in implementing
each recommendation were determined by
reviewing relevant planning documents and
reports, and through interviews with LTA staff
and contractors.
The LTA has improved the efficiency and
effectiveness of its operations by implementing or
partially implementing six of seven of the prior
Audit recommendations. One recommendation
has not been implemented.

R ECOMMENDATION 1
Maintain key financial and reporting
documentation and require all contractors to
maintain documentation to be readily
accessible for a minimum of four years (or the
completion of the next TPA).

not available for review, or had been archived.
The accuracy of the performance indicators was
difficult to ascertain due to the incomplete
documentation.
The prior Audit surmised that personnel and
management changes during the Audit period may
have been a major cause of the incomplete
documentation. The prior audit noted that staff
has initiated procedures to improve record filing
and retention. It was recommended that, at a
minimum, both hard copies and electronic files of
all source documents used in compiling the State
Controller’s Reports should be retained. Any
calculations or assumptions also needed to be
documented.
All contractors needed to be advised and required
to maintain performance documentation for a
minimum of four years. Documentation to be
retained included:


Vehicle Service Hours and Vehicle
Service Miles, including service schedule
and any changes in the service schedules;



Driver and dispatch logs;



Employee hours;



Farebox records.

S TA T U S

D I SC U S S IO N

Partially Implemented

LTA has made significant strides toward
improving its recordkeeping.

R A T IO N A LE
At the time of the prior Audit, complete
documentation was not available to determine
how financial and performance measures were
collected and reported. Some documentation
provided was incomplete or contained material
errors. Certain records from the contractors were
FINAL REPORT
APRIL 2011

All key financial and reporting documentation was
well maintained and relatively easily accessible, and
the contractor had an exceptional degree of
control over all documentation. Although there
was an exception, missing VSM data for one fiscal
year, this was the first year of the period, and so
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the recommendation can still be considered
implemented.
The maintenance department also had all
documents available and easily accessible. This
improvement was particularly notable in the
instance of Jovenes de Antaño, which moved its
maintenance into the County Express facility
during this Audit period.
In addition to hard copies, documentation was
also easily accessed electronically. Many forms are
saved in duplicate electronically as PDF files and
financial spreadsheets for both current and prior
fiscal years are also instantly accessible within the
COG’s server.
However, although all reports are now easily
accessible, they would still benefit from greater
consistency and clarity. Many discrepancies were
found between the data in the internal reports and
the data reported in the SCRs and annual fiscal
audits. Some discrepancies were easily explainable;
others were not. The manner in which the
revenues collected by Jovenes de Antaño were
accounted was not well documented or clear.

R ECOMMENDATION 2
Work with the fiscal and compliance auditor
to ensure all compliance requirements for the
LTA are performed and documented in the
[fiscal] audit.

S TA T U S
Not Implemented

R A T IO N A LE
According to the prior TPA, the fiscal and
compliance audits did not verify the compliance
aspects of PUC 6667, which require the following
tasks to be performed for the transit claimant:
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1. Determine whether the claimant was an
entity eligible to receive the funds
allocated to it;
2. Determine whether the claimant is
maintaining its accounts and records on
an enterprise fund basis and is otherwise
in compliance with the uniform system of
accounts and records;
3. Determine whether the funds received by
the claimant pursuant to the Act were
expended in conformance with those
sections of the Act specifying the
qualifying purposes;
4. Determine whether the funds received by
the claimant pursuant to the Act were
expended in conformance with the
applicable rules, regulations and
procedures of the transportation planning
agency and in compliance with the
allocation instructions and resolutions;
5. Verify the amount of the claimant’s
operating cost for the fiscal year, the
amount of the fare revenues required to
meet the specified ratios and the amount
of the sum of fare revenues and local
support required to meet the specified
ratios;
6. Verify the amount of the claimant’s actual
fare revenues for the fiscal year;
7. Verify the maximum amount the claimant
was eligible to receive under the Act
during the fiscal year.

D I SC U S S IO N
A review of financial audits for the three fiscal
years of this TPA period found no documentation
that the auditor performed the compliance tests
required under the California Code of
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Regulations (CCR), Section 6667. The financial
audits did not verify the required elements of the
required ratio of Farebox Revenues to Operating
Costs nor the eligibility for funds as required by
TDA law. No documentation was provided to
indicate the fiscal auditor’s awareness or
application of the required compliance
requirements.

R ECOMMENDATION 3

CCCR 664 states that the audit report shall
include the financial statements for the fiscal year
and financial statements for the fiscal year prior to
the year that is subject of the audit. The fiscal
audit reports reviewed did not include the prior
year financial statements.

P R IO R A U D I T R A T IO N A LE

In addition, the auditor did not indicate how
Jovenes de Antaño fares were verified and
counted, and Jovenes Fare Revenue did not
appear to be included in the overall Fare Revenue
for LTA in the fiscal audits in any of the three
years. It was unclear whether Jovenes Fare
Revenue was correctly included in LTA’s
Operating Costs in each of the three years.
The fiscal and compliance audits provide
transparency and are structured to obtain
knowledge of the transit operator’s compliance or
noncompliance with TDA, as well as financial
responsibility.
Stronger oversight by LTA could ensure that the
fiscal auditors have, and are including, all
necessary data; that the financial audits contain
sufficient documentation to ascertain what
numbers are included, and from where; and that
TDA compliance is effectively addressed.
This is a viable recommendation and will be
carried forward with modifications.

Include Jovenes de Antaño performance
statistics in all reporting, both internal and
external.

S TA T U S
Partially Implemented

The prior Audit noted that while costs incurred
for providing specialized services (Out-of-County
Medical transportation, Medical and Shopping
Assistance Program transportation, and Senior
Lunch Program transportation) were included in
the Operating Costs, Revenues, Ridership and
other performance measures for Jovenes de
Antaño services were not captured in either
internal or external reports. As a result, some
performance measures were negatively impacted.
The prior Audit also determined that, since
revenues collected by Jovenes de Antaño were
deducted from their operating invoice, their Fare
Revenue should have been added into the
Operating Cost, and offset in the Fare Revenues
by journal.
The prior Audit recommended that performance
statistics for the specialized transportation services
provided by Jovenes de Antaño be reported in the
other category of the State Controller’s Report
(SCR) to keep it separate from the standard fixed
route and demand response services provided by
County Express.

D I SC U S S IO N
LTA has made substantial progress in
implementing this recommendation.
The Jovenes de Antaño services’ performance
measures and indicators are now calculated and
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reviewed internally. The reports are maintained on
separate spreadsheets from County Express.
However, no reports show a total overview of
LTA operations:


Internal reports: Because Jovenes
revenues and donations offset a portion
of Jovenes Operating Cost, Jovenes Fare
Revenue should be included in
Jovenes Operating Cost. For
consistency and clarity, this should occur
in all reports, including internal reports,
with notation made that the Costs given
do in fact include Fare Revenues.
Currently, in internal reports, this does
not seem to be occurring, so a true
picture of Jovenes Costs and related
performance measures is not provided.



SCRs: LTA has opted to prepare a
separate SCR for the Jovenes specialized
services. It appears that Jovenes Fare
Revenue was properly included in
Jovenes’ Operating Cost in the first and
last year of this Audit period, but not the
middle year; however, this cannot be fully
confirmed.
Also, because the SCRs are separate for
County Express and Jovenes, a full
picture of LTA performance has not been
available or provided to LTA
management or Board.



Fiscal audits: Although the fiscal audits
are intended to show a full picture of
LTA, at least for financial measures, these
audits do not appear to have been
accurately representing Jovenes Fare
Revenue.
A review of the fiscal audits does not
provide sufficient documentation to
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confirm whether Jovenes revenues were
included in either LTA Revenues or Costs
in the audit reports. Based on a
comparison with the SCRs and internal
reports, Jovenes Fare Revenue does not
appear to be included in LTA Fare
Revenue in the fiscal audits, but no
evidence exists as to if it has been
included in LTA Operating Costs.
Jovenes data should continue to be available
separately; however, they should also be included
within comprehensive and consistently prepared
reports showing LTA system performance as a
whole. Such further refinements would provide
LTA management and staff with a more complete
overview of the status of public transportation in
San Benito. These elements will be included in
recommendations developed by this report.

R ECOMMENDATION 4
Revise fare handling and cash management
procedures to implement additional controls.

S TA T U S
Implemented

R A T IO N A LE
During the prior Audit period, the fare collection
and fare management procedures did not provide
sufficient controls. A number of safety and
security issues were noted. Although no serious
errors were documented, the process did not
provide adequate controls and the opportunity for
material errors existed.
The prior Audit recommend that County express
revamp its current fare collection and cash
management procedures to be consistent with
industry standards. Although the exact procedures
are dependent on operational and personnel
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constraints, the prior Audit recommended the
following policies and procedures be
implemented:


Cash funds should be placed and remain
in a secure location at all times;



Two people should be present and
involved at all times when money is being
handled or counted;



Unnecessary handling of cash should be
eliminated and the number of people
involved reduced;



Counting and money handling should not
be performed in a common or public
area;



Spot checks comparing revenues collected
to revenues expected based on passenger
counts by route/vehicle should be
performed and documented;



Consistent or large discrepancies in
expected revenues and actual revenues
should be investigated in a timely manner;



System-wide checks, such as revenue per
passenger and actual versus expected
revenues, should be performed routinely,
documented, and unusual trends
investigated.

D I SC U S S IO N
LTA has done an admirable job of
implementing this recommendation.
LTA and the County Express contractor, MV
Transportation Inc., have implemented
improved controls for cash handling and
reconciliation. Spreadsheets were developed to
account for each denomination of currency.
Currency tracking, daily reconciliations
(weekdays), and documentation cataloging have
FINAL REPORT
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created a greater degree of transparency and
security of the cash handling procedures.
The implementation of tokens in the County
Express system has enabled easier access to fare
media while at the same time providing better
controls and limiting the amount of cash being
deposited into fareboxes.
However, the discrepancies among the various
reports (internal, State Controller’s Reports and
fiscal audits) are substantial as to the amount of
Fare Revenue in each year, for both County
Express and Jovenes services.
Since discrepancies exist in relation to all
performance measures, this appears to be a
reporting issue; no evidence of a security issue
was found. Accordingly, this recommendation is
considered implemented, and the need for greater
consistency in reporting is addressed elsewhere.

R ECOMMENDATION 5
Track performance indicators monthly and
review contractor reports to ensure accuracy
and completeness.

S TA T U S
Partially Implemented

R A T IO N A LE
While staff had begun to track performance for
County Express, performance measures for the
specialized services provided by Jovenes de
Antaño were not tracked. Expanding the tracking
and analysis of performance measures and
indicators to include Jovenes de Antaño was
recommended, as it would provide a more
complete picture of public transportation services
in San Benito County.
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The analysis was also to include a review of the
data reported by both contractors. In the prior
audit, review of past invoices highlighted several
instances where reported numbers were not
accurate, which was verified from other
documentation or logic. In some cases,
performance measures appeared to be erroneous,
but verification could not be made. In addition,
year-to-date totals were consistently inaccurate.
The contractor and staff were recommended to
work more closely together to ensure monthly
reports and invoices were verified and correct.
It was recommended that at a minimum,
performance measures and indicators be tracked by
type of service (fixed route, demand response, intercounty, and specialized) and preferably by route.
Performance measures were also recommended to be
tracked monthly and summarized on an annual basis
for each fiscal year.
The annual performance tracking summary for
Vehicle Service Hour, Vehicle Service Miles, and
Passengers were recommended to be used for the
State Controller’s Report, as well as a year-end
Board report. The recommendation stated that if
the numbers are verified as part of the monthly
tracking and review, more consistent and accurate
reporting will result.

D I SC U S S IO N

monthly reports make a substantial amount of
data available. This data is reviewed and verified
by the LTA Transit Planner each month. County
Express tracking is by route and Jovenes tracking
is by individual service. All standard performance
measures are calculated and reviewed on a
monthly basis.
The monthly reports are complete independent
reports, in that they contain all the same
performance measures that are found within an
annual report to the State Controller’s Office.
This should make for more accurate and
consistent reporting, as well as provide LTA with
the ability to determine issues in service and
contract compliance.
Yet, while the internal reports are now checked
against the invoices, the internal reports do not
match the State Controller’s Reports.
While the essence of this recommendation has
been met, the recommendation cannot be
considered fully implemented. It is therefore
carried forward in combination with
Recommendations 2, 3 and 6.

R ECOMMENDATION 6
Ensure all financial and performance data is
correctly reported on the State Controller’s
Reports .

LTA has made substantial progress in
implementing this recommendation.

S TA T U S

Invoices from both contractors, MV
Transportation Inc. and Jovenes de Antaño are
reviewed for accuracy and consistency by the LTA
Transit Planner on a monthly basis.

R A T IO N A LE

In addition to tracking County Express, LTA staff
now also records and tracks performance
measures and indicators for the specialized
services provided by Jovenes de Antaño. These
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Partially Implemented

The prior Audit noticed how the costs by category
and Full-Time Equivalents were inaccurately
reported on the State Controller’s Reports. It was
also noted that the fixed route and demand
response performance data were not being
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separately reported. The prior Audit also noticed
that major cost elements (fuel, maintenance, and
administration) appeared to shift between
categories. These inconsistencies made it difficult
for both staff and the Board to clearly understand
the costs of service.

county services, fixed route services, and demand
response services. This accounting of individual
services has provided LTA with a clearer view of
its operations. LTA tracks performance statistics
monthly on a spreadsheet; this data is summarized
for the State Auditor’s report.

The way Full-Time Equivalent (FTE)
Employees were reported was not consistent
with the TDA requirements. TDA defines an FTE
as the total number of hours worked by persons
employed in connection with the public
transportation system divided by 2000. The total
number of hours is to include both contractors,
MV and Jovenes de Antaño. The percentage of
LTA/COG personnel hours devoted to directly
providing public transportation should also be
added. This would include mechanic hours and
staff time devoted to the LTA.

However, Jovenes de Antaño is still not properly
tracking some performance measures, such as
FTEs, VRHs, and VRMs.

The performance measures for the performance
of the LTA services were to be subdivided by at
least three categories:
1. Motor Bus for fixed route and intercounty;
2. Demand Response for Dial-A-Ride;
3. Other Specialized Services, i.e., those
currently provided by Jovenes de Antaño.

D I SC U S S IO N
LTA has made some progress in
implementing this recommendation.
The review of LTA’s State Controller’s Reports
(SCRs) for both County Express and Jovenes de
Antaño has shown that better reporting of
performance indicators is occurring.
LTA has divided out the demand response
portion of its services from the fixed route on the
SCRs beginning with FY 07/08. On internal
reports, LTA has continued to subdivide its interFINAL REPORT
APRIL 2011

Also, discrepancies were found among the SCRs,
fiscal audits, and internal reports in all three years
of Audit period. The causes of the discrepancies
could not be fully ascertained.
In reviewing the SCRs as well as internal reports
for the three fiscal years of the Audit, the
following problems were noted:


County Express SCRs:
1.

For two years, certain performance
indicators, Passengers (FY 07/08
and FY 08/09) and Vehicle
Revenue Miles (FY 07/08), appear
to have been counted twice on the
SCR. It appeared that during these
years, County Express data
(passengers in two years and VSM in
one) for all County Express services,
were reported on the “Motor Bus”
page in the SCR, and then the
demand response passenger trips
were then counted again on the
“Demand Response” page of the
SCR, effectively double-reporting
demand response passenger trips in
two years, and demand response
VSM in one year.

2. Even when the duplicate passenger
numbers were removed, the SCRs
varied from the internal reports. In
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addition, discrepancies exist between
the two sources.


Jovenes SCRs:
1. In FY 06/07, only one of the three
Jovenes services was reported on its
SCR; however, this did not occur in
subsequent years.
2. On the SCRs for the middle year of
the Audit period, Jovenes Fare
Revenue does not appear to have
been included in its Operating Cost.
However, it does appear to have been
added in the first and last years.

In some cases, the errors significantly impacted
the performance measures. Continued work and
instructions for LTA contractors will help ensure
performance measures are accurately reported in
the future. LTA would benefit by ensuring that:


Performance indicators are reported
properly, in accordance with TDA
reporting definitions and requirements;



Internal reports and State Controller’s
Reports are in line with one another;



State Controller’s Reports are filed with
all documentation used to justify the
numbers being presented on each SCR.

R ECOMMENDATION 7
Develop a Social Services Transportation
Coordination Plan and evaluate the
Coordinated Transportation Services Agency
designation.

S TA T U S
Partially Implemented
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R A T IO N A LE
The prior audit made note that as part of
SAFETEA-LU, regions were/are required to
develop a Social Services Transportation
Coordination Plan to qualify for some federal
transportation grants. Significant economic
benefits — including increased funding, decreased
costs, and increased productivity — can be
obtained by coordinating human service
transportation and transit services.
The prior Audit proposed that Human Services
Transportation Coordination Plans reduce costs
and gain efficiencies and also provide
transportation services that are more affordable,
accessible, acceptable, adaptable, and accountable
to its passengers, particularly those who need it
most, such as persons with disabilities, persons
with lower incomes, and older adults. The Plan
was suggested to identify strategies and preferred
alternatives for initiating or improving
coordination between public, private, and nonprofit providers that receive public funding for
transportation disadvantaged clients, and others.
COG was working with the Association of
Monterey Bay Area Governments (AMBAG)
on developing a region-wide Social Services
Transportation Coordination Plan. In
participating in the regional effort, LTA addressed
area concerns.
The prior Audit noted that as part of the Social
Services Transportation Plan, LTA and COG
may want to consider how it applies the CTSA
(Consolidated Transportation Service Agency)
designation. It was suggested that the COG, as the
transportation planning agency, might designate
one or more CTSAs. Division of responsibility
between designated CTSAs could be by the
transportation service provided (i.e. by geographic
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area, route, time, clientele, etc.) with the
geographic areas overlapping.
As the designated CTSA, LTA currently contracts
with Jovenes de Antaño to provide specialized
services. The contract, however, had not been
subject to competitive bidding as required by
PUC 6683. The Audit maintained that the
opportunity to submit a bid should be afforded to
any entity that has made its availability and interest
known to the CTSA. Although no other agencies
are known to have indicated availability and
interest, the contract could pose a potential
conflict of interest for Board members.

D I SC U S S IO N
LTA has made some progress in
implementing this recommendation.
COG worked with AMBAG to develop a regionwide Social Services Transportation
Coordination Plan. This was beneficial from a
region-wide perspective; however, it did not
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provide San Benito with a localized Social

Services Transportation Coordination Plan or a
Mobility Management Plan, and gaps appear to
exist on the local level.
In addition, COG has maintained its previous
CTSA structure, with LTA as the only designated
CTSA.
A Mobility Management Plan specific to San
Benito and review of CTSA-designations and
specialized transportation services in the County
could help ensure that, not only are costs and
redundancies reduced, but also that the most
efficient, affordable, and accessible social services
transportation is provided to the residents of San
Benito County.
In addition, the CTSA or CTSAs, whether LTA or
another entity(ies), should make it a priority to set
an achievable Farebox Recovery Ratio for
specialized transportation services.
This issue is further addressed in the COG
performance Audit.
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P ERFORMANCE M EASURES & I NDICATORS
Performance measures and indicators are
frequently used to quantify and review the
efficiency and effectiveness of a transit operator’s
activities. Such data provides insight into current
operations.
The Transportation Development Act (TDA)
requires recipients of TDA funding to report five
performance indicators:
1. Operating Cost per Vehicle Service
2.
3.
4.
5.

H our;
Operating Cost per Passenger;
Passengers per Vehicle Service H our;
Passengers per Vehicle Service Mile;
Vehicle Service H ours per Employee.

TDA also requires achievement of a Farebox
Recovery Ratio of 10% of Operating Costs for
services in rural areas and for services for the
elderly and persons with disabilities.
To assess the validity and use of performance
indicators, the Audit team performed the
following activities:




Assessed internal controls in place for
the collection of performance-related
information;
Validated collection methods of key
data;



Calculated performance indicators;



Evaluated performance indicators.

P ERFORMANCE M EASURES
The procedures used to calculate base
performance measures, which are used to calculate
the TDA-required performance indicators, for the
Audit period were verified and compared to
measures as stated in various reports.
LTA records were complete for the three years of
the Audit, with the exception of internal reporting
on Vehicle Service Miles for FY 06/07, which
could not be located. Correcting a deficiency
noted in the prior Audit, Jovenes de Antaño
performance figures are now tracked on LTA’s
internal reports.
The analysis contained examines LTA’s
performance in varying depth, from three
perspectives:
1. The system as a whole;
2. County Express & Jovenes de Antaño
separately;
3. Individual service modes/services (in
instances, as relevant to understanding).
To assess each of these levels requires the use of
different reports, as different reports provide
different levels of data:


Annual fiscal audits for the three years
of the Audit period provide financial
measures for the system as a whole;



State Controller’s Reports (SCRs) for
the three years of the Audit period
provide data by service provider;
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Internal reports for the three years of
the Audit period provide data by service;



The prior TPA provides data for past
years for use in discussing trends.
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For each level, the data sources used are those that
both provide the requisite level of data, and that
appear to be the most reliable for a given measure
or set of measures.
For the Audit period, for both service providers,
data from the internal reports showed some
discrepancies with data from the State
Controller’s Reports (SCRs) and the financial
audits, which also showed some variance from
one another.
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In most instances, the discrepancies were minor;
however, others were more consequential. The
source of the discrepancies could not be
ascertained, although inferences could be made in
some cases.
A recommendation is made regarding
improving consistency of reporting among the
reports.
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Table 6: Comparison of Sources, Financial Measures

Financial

FY 06/07
SCR

Internal

Financial

FY 07/08
SCR

Internal

Financial

FY 08/09
SCR

Internal

Fixed Route

-

-

$844,916

-

-

$535,776

-

-

$550,219

Demand
Response

-

-

$600,027

-

-

$710,767

-

-

$714,848

-

$1,460,412

$1,444,943

-

$1,479,437

$1,264,543

-

$1,489,879

$1,265,067

-

$215,706

$209,9161

-

$200,160

$201,9882

-

$218,682

$209,4493

$1,749,1324

$1,676,118

1,654,859

$1,654,5914

$1,679,597

$1,448,531

$1,695,1594

$1,708,561

$1,474,516

Fixed Route

-

-

$71,469

-

-

$91,093

-

-

$84,875

Demand
Response

-

-

$71,478

-

-

$80,467

-

-

$60,922

-

$155,149

$142,947

-

$155,693

$171,560

-

$158,413

$145,797

-

$5,790

$6,935

-

$6,777

$7,714

-

$6,624

$7,618

$155,149

$160,9394

$155,693

$162,4704

$158,413

$165,0374

$153,415

OPERATING COSTS

COMPARISON OF SOURCES,
FINANCIAL MEASURES
County
Express

Total
Jovenes de Antaño

FARE REVENUE

TOTAL
County
Express

Total
Jovenes de Antaño
TOTAL

$149,882

1 Jovenes’

06/07 SCR Cost appears to correctly add in Jovenes’ Fare Revenue; the internal report Cost appears not to.

3 Jovenes’

08/09 SCR Cost appears to correctly add in Jovenes’ Fare Revenue, while the internal report Cost appears not to.

4

$179,274

LTA’s Fare Revenue from each year’s financial audit does not appear to include Jovenes’ Fare Revenue.
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Table 7: Comparison of Sources, Non-Financial Measures

Financial

FY 06/07
SCR

Internal

Financial

FY 07/08
SCR

Internal

Financial

FY 08/09
SCR

Internal

Fixed Route
Demand Response
Total
Jovenes de Antaño
TOTAL
Fixed Route
County
Demand Response
Express
Total
Jovenes de Antaño
TOTAL

-

153,7801
153,780
4,7932
158,573
24,4685
24,468
3,8552
28,323

95,557
61,348
156,905
16,166
173,071
11,575
12,906
24,481
6,390
30,871

-

141,7021
57,936
199,638
15,909
215,547
11,5505
13,830
25,380
7,249
32,629

89,857
63,435
153,292
15,909
169,201
11,579
14,801
26,380
7,249
33,629

-

146,4361
59,222
205,658
14,912
220,570
10,6085
14,556
25,164
6,061
31,225

93,179
62,812
155,991
14,912
170,903
10,598
13,671
24,269
6,056
30,325

Fixed Route
Demand Response
Total
Jovenes de Antaño
TOTAL

-

385,746
385,746
39,303
425,049

-

-

393,0911
200,718
593,809
116,631
710,440

208,855
219,527
428,382
116,631
545,013

-

197,386
209,528
406,914
94,306
501,220

197,970
209,528
407,498
94,306
501,804

VEHICLE

SERVICE MILES

VEHICLE
SERVICE HOURS

PASSENGERS

COMPARISON OF SOURCES,
NON-FINANCIAL MEASURES1
County
Express

County
Express

1 On

the 06/07 SCR for County Express, Passengers were not broken out between fixed route and demand response, but were all reported together. The next two years’ SCRs were broken out
between the two modes. This appears to have resulted in the Passengers for demand response being counted twice. However, this does not completely explain the discrepancies in Passengers
between the two sources. For Passengers, for this report, the internal reports were used.
2 On the 06/07 Jovenes SCR, only one of the three services appears to have been reported. Passengers and VSH from the SCR in this year are, in each case, exactly equal to Passengers and VSH for
the Out-of-County Medical service—only on the internal reports from this year. Accordingly, for Jovenes, the internal reports were used for both Passengers and VSH for this report.
3 For
4

06/07, VSM data was not available from internal reports. Accordingly, for County Express for 06/07, the VSM from the SCR was used, though it seems low compared to historic trends.

For FY 07-08, VSM for County Express appeared to have been double counted.
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O P E RA TIN G C O S T S

REVENUES

Operating Costs were not independently
calculated as part of this Audit. Operating Costs
were taken from the fiscal audit reports prepared
by Grace & Associates, Certified Public
Accountants and Consultants (Council of San

LTA’s revenues and cash handling procedures are
improved from the prior Audit period. During
this Audit period, colored tokens were introduced
as a form of fare media, to replace standard
tickets. This change has been beneficial to the
passengers and the system as a whole.

08/09—minus depreciation.

The following procedure is employed for County
Express at the dispatching facility:

Benito County Governments Financial
Statements ) for FY 06/07, FY 07/08, and FY

Operating Costs varied between the financial
audits and the SCRs. In FY 06/07, Operating
Cost reported on the County Express SCR (after
adding the Cost reported on the Jovenes SCR and
subtracting depreciation1), varied from the LTA
total Operating Cost (minus depreciation) on the
financial audit, by $73,014, or 4.2% of the Cost as
listed in the fiscal audit. Variations in FY 07/08
and FY 08/09 were 1.9% and 0.8% respectively,
showing improvement. These minor variations are
assumed to be related to the timing for filing
SCRs, which is due before the audits would have
been completed.
Discrepancies were also found between the
Operating Costs as listed in each of these
reports (financial audits and SCRs), and as
listed in the internal reports. In the case of
Jovenes, the discrepancies could be minimized by
adding Fare Revenues to Operating Costs using
the internal reports, but some discrepancies
remained.
Although discrepancies appear to exist in the
financial audits, the financial audits were used
for Operating Costs for the analysis.

1

In accordance with PUC 99247 (a).
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1. Fares are deposited by passengers into a
locked farebox and the driver notes the
passenger and fare type.
2. Vaults are removed from the bus by the
driver and left behind the counter in the
dispatcher’s office along with the
appropriate paperwork. Some vaults do
not appear to be locked or secured in the
office.
3. The following morning, the dispatchers
and the Transit Manager count the funds
and prepare a deposit slip. Deposits are
made every other day.
4. Deposit slips breakout the received fare
denominations and additional
documentation also breakout the color of
the token received.
5. Fare reconciliation is done daily with the
assistance of Excel spreadsheets and the
driver’s manifest. Spreadsheets show the
amount of tokens sold as well as the cash
fares collected, to total the combined
revenues for the day.
Fare tokens and monthly passes are primarily sold
through the Council of San Benito
Governments/San Benito County Local
Transportation Authority office, located at 330
Tres Pinos Road, Suite C7, Hollister, CA 95023,
AUDIT RESULTS
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between the hours of 8:00 a.m. and 5:00 p.m.,
Monday through Friday. Customers/Passengers
may purchase tokens or monthly passes with cash,
checks, or money orders. The LTA also allows for
fare media purchases by mail. The purchaser must
enclose a check or money order and a selfaddressed envelope with adequate postage.

Figure 8: Administrative staff procedures.

The following procedure is employed for County
Express at the COG/LTA office:
1. Token and monthly bus passes are
kept readily available. Each of the
four different types of tokens is
separated by color/type. Tokens are
sold in packs of ten, at a discounted
rate.

Figure 9: Metal cash box and slip showing number of
token and monthly passes sold.

2. For each purchase there is a
corresponding entry in the receipt
book. Any cash or cheeks received
are kept in a locked metal box with
the tokens, monthly passes, and
receipt book. Keys to the locked
metal box are left with the metal box.
3. Checks and money received for fare
purchases are accounted for on a
deposit slip, including the count of
each denomination received, and then
deposited.

Figure 10: Packs of tokens prepared for customers.

The metal cash box is locked each evening and the
keys are kept in a separate locations.
The COG has access to each monthly deposit
summary spreadsheet as well as the DAR
reconciliation spreadsheets created by the
dispatching office. These spreadsheets are created
based on projections of fare revenues from trip
reservations. Also, while each colored token is
designed to represent a specific service, County
Express drivers allow the tokens to be used on
any service relevant to their cash equivalent.
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FARE REVENUE DISCREPANCIES
Discrepancies were found in regard to Fare
Revenue, among the financial audits, SCRs
and internal reports.
The specific discrepancies found were:
1. Jovenes de Antaño SCR for FY 06/07
reported only one of three services.
On the Jovenes SCR for FY 06/07, only
the Out-of-County Medical service’s
data was reported for most measures,
as could be ascertained from a
comparison with internal reports. The
numbers reported on the SCR for Fare
Revenue , Passengers , and VSH exactly
matched those for the Out-of-County
service on the internal reports. Internal
reports were not available for VSM ;
however, the VSM reported on the SCR
appeared to be for the one service.
By contrast, Operating Costs reported
on this SCR were for all three services, as
also verified with internal reports.

Jovenes Fare Revenue does appear to be
included properly in the Operating Cost
in both the SCRs and the financial audits,
with the exception of the SCR for FY
07/08 (whether or not it is included in the
audit for this year cannot be determined).
Using the data from the FY 07/08
SCR, Fare Revenue was added to the
Operating Cost in this year —this
generated a total matching one elsewhere
on this SCR representing total expenses,
and brought the Cost more in line with
other measures and years. Accordingly FY
07/08 Operating Cost in the tables and
graphs for Jovenes separately represents
this addition: Operating Cost from the
SCR plus Fare Revenue from the SCR.
If the Fare Revenues for Jovenes were
added to the Operating Cost listed for
LTA in the financial audit for FY
07/08, the number would also be more
in line with other measures and other
years. However, data was not available
to support this step.

2. Application of Jovenes Fare Revenue
on the SCRs for County Express and
annual financial audits for LTA was
uncertain.
Jovenes de Antaño Fare Revenue does
not appear to have been included as Fare
Revenue in the financial audits for any of
the years.
In each year, the financial audit Fare
Revenue for all LTA matched the Fare
Revenue from the SCRs for County
Express only.
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V E H IC L E S E R V IC E H O U R S & M I LE S
A review of LTA’s internal reporting of Vehicle
Service H ours (VSH) and Vehicle Service
Miles (VSM) for County Express indicated that
both measures were correctly calculated as defined
by the TDA statutes for County Express services.
TDA defines VSH and VSM as the times/miles
the vehicle is in revenue service, i.e., only those
times from the first scheduled stop to the last
scheduled stop. Deadhead time and scheduled
breaks longer than 15 minutes are excluded.
VSH and VSM listed for the Jovenes de
Antaño services were calculated from the time
the vehicle leaves the yard. This practice produces
VSH and VSM numbers slightly higher than those
calculated according to TDA guidelines.
VSH & VSM DISCREPANCIES
Due to numerous discrepancies in VSH and
VSM between the SCRs and internal reports,
internal reports were used, with the exception
of VSM for FY 06/07, which was not available
within the internal reports.
VSM for FY 06/07 was taken from the SCRs;
however, VSM for Jovenes de Antaño had to
be adjusted based on proportion of VSH, due
to the fact that only one of the three Jovenes
services was reported on this year’s SCR.
The specific discrepancies found in the SCRs in
terms of VSH and VSM were:
1. SCRs for County Express showed
possible double-counting of DAR
figures.
On the FY 07/08 County Express SCR,
Passengers and Vehicle Service Miles
(VSM) on the “Motor Bus” column were
much higher than those on internal
AUDIT RESULTS
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reports for the fixed route and intercounty services combined.

Dial-A-Ride (DAR) data appears to be
double-counted on the SCR—counted
once properly in the “Demand Response”
column, and again improperly added into
the “Motor Bus” column. This
determination was made because:


Vehicle Service H ours (VSH )
on the SCR were in-line with
VSH on internal reports;



All numbers on internal reports
were in-line with historic trends;

2. Jovenes de Antaño SCR for FY 06/07
reported only one of three services.
As detailed in the discussion of Fare
Revenue, on the Jovenes SCR for FY
06/07, only the Out-of-County
Medical service’s data was reported
for VSM and VSH based on a
comparison with internal reports.
3. VSM was not available for FY 06/07
on internal reports.
Since this data was not available, the VSM
reported in the County Express SCR was
used as County Express VSM, although it
appeared low when compared to other
indicators and historic trends.
To calculate Jovenes VSM, the 39,303
reported in the Jovenes SCR was
presumed to be the VSM for the out-ofcounty service, and the VSM for the other
Jovenes services were calculated based on
the proportion of VSH each service used.
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P A S SE N G E R C O U N T S
By definition, the total Passenger Count is equal
to the total number of Unlinked Trips (i.e., those
trips made by a passenger that involve a single
boarding and debarkation), whether revenueproducing or not. LTA correctly captures all
passengers.
For County Express, drivers record passengers by
token type, pass, or cash. The dispatchers transfer
the numbers and fare media types to a spreadsheet
that tracks passengers for each day of the month.
A spreadsheet also tracks passengers and the fares
for the fare reconciliation procedure.
The passenger numbers noted by the drivers for
each route are entered into the spreadsheet, which
is used for daily accounting and reporting.
PASSENGER DISCREPANCIES
As with VSH and VSM, discrepancies were
found in regard to passengers, between the
SCRs and internal reports.
Internal reports were used for passenger
counts.
The specific discrepancies found in the SCRs in
terms of passengers were:
1. SCRs for County Express showed
possible double-counting of DAR
figures.
As discussed under VSH and VSM, on
the FY 07/08 County Express SCR, it
appears that Passengers and VSM for
Dial-A-Ride were counted twice—once
on their own sheet, and also added under
“Motor Bus.” It appears that DAR
passengers were again double-counted in
FY 08/09.
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2. Jovenes de Antaño SCR for FY 06/07
reported only one of three services.
As detailed in the discussion of VSM, on
the Jovenes SCR for FY 06/07, only the
out-of-county service’s data was
reported for most measures.

E MP LO Y E E S
Employee Hours are defined as the total number
of hours (regular or overtime) which all employees
have worked and for which they have been paid a
wage or salary. Full-Time Equivalent (FTE)
Employees are then calculated by dividing the
total Employee Hours by 2000.
Employee Hours listed for both the County
Express and the Jovenes de Antaño services
appear to be properly accounted for on their
respective State Controller’s Reports (SCRs) .
However, an uncertainty exists regarding this
measure on the Jovenes FY 06/07 SCR.
It could not be ascertained if the two (half of the
prior year’s level)FTE employees reported on
the FY 06/07 Jovenes SCR , represented all
services or only one, as no internal employee
reports were available for comparison.
The percentage of hours LTA and COG
employees work on public transit also should be
added to the total hours to calculate the total
number of employees. Available documentation
and interviews with staff indicated these hours
were not included in the hour totals.

TDA-R EQUIRED I NDICATORS
For the years of the Audit period, the five TDArequired indicators, as well as the Farebox
Recovery Ratio, were calculated for the system as
a whole, as well as separately for County Express
and Jovenes de Antaño, and for individual
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services, if summed, do not match
those given for the system as a whole
or for County Express and Jovenes
summed.

services(in instances, as relevant to
understanding).

S U M MA RY

OF

S O U RC E S U S E D

In calculating the performance indicators, the
following sources were used for the base
measures:




Internal reports from the Audit period were
used for all of these measures, with the
exception of FY 06/07 VSM, which were not
available in these reports.

AUDIT PERIOD—FINANCIAL MEASURES:


For the system as a whole, annual
fiscal audits were used.

For this measure, VSM was taken from the
SCRs, adjusted for an error found, and then
estimated across the service providers based
on proportion of VSH. VSMs were not
estimated by individual service.

Fare Revenues were adjusted to include
Jovenes de Antaño Fare Revenue, taken
from the SCRs.


For County Express and Jovenes’
separate examination, SCRs for the
Audit period were used.
For FY 07/08, Jovenes de Antaño’s
Operating Cost was adjusted to include
its Fare Revenue .
Due to the fact that discrepancies exist
between Operating Costs listed in the
financial audits and those listed in the
SCRs, Operating Costs given for the
system as a whole do not match those
given for County Express and Jovenes
separately, if summed.



For the separate examination of the
individual service modes, internal
reports for the Audit period were used,
as these reports were the only ones that
broke Costs and Revenues down by
service.

AUDIT PERIOD—NON-FINANCIAL
MEASURES:

Non-financial measures do sum between the
various tables and graphs.


ALL MEASURES, FOR YEARS PRIOR TO
THE AUDIT PERIOD:
The prior TPA was used for years prior to
the Audit period for all measures.

P ERFORMANCE A NALYSIS
This section’s tables and graphs represent the
following for County Express and Jovenes de
Antaño services:



Base performance measures;
TDA-required indicators.

Trends during the Audit period are discussed for
each relevant measure and indicator, and data is
depicted for 10 years prior, to show historical
trends.

Due to the fact that discrepancies exist
between Costs and Revenues listed in the
internal reports, and those listed in the
financial audits and SCRs, Costs and
Revenues given for individual
AUDIT RESULTS
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Table 8: 3-Year Performance by Service*

Fiscal Year
(FY)
FY 06-07
FY 07-08
FY 08-09
FY 06-07
FY 07-08
FY 08-09

$26,506
$27,143
$25,661
$71,478
$80,467
$60,922

$296,973
$311,053
$305,012
$600,027
$710,767
$714,848

6,593
6,476
5,850
12,906
14,801
13,671

FY 06-07
Gavilan FY 07-08
FY 08-09
FY 06-07
Cal-Train FY 07-08
FY 08-09
FY 06-07
Gilroy/ GreyFY 07-08
hound
FY 08-09
FY 06-07
All InterFY 07-08
County
FY 08-09

$27,774
$39,899
$36,095
$12,511
$18,004
$17,720
$4,678
$6,047
$5,399
$44,963
$63,951
$59,214

$105,963
$108,273
$114,828
$92,297
$87,559
$91,483
$49,683
$46,891
$38,895
$247,943
$242,723
$245,206

2,170
2,274
2,192
1,829
1,843
1,833
982
986
721
4,982
5,103
4,747

FY 06-07
All County Express FY 07-08
FY 08-09

$142,947
$171,560
$145,797

$1,144,943
$1,264,543
$1,265,067

24,481
26,380
24,269

FY 06-07
FY 07-08
FY 08-09
FY 06-07
FY 07-08
Senior Lunch
FY 08-09
FY 06-07
FY 07-08
MSAP
FY 08-09
FY 06-07
All J. de Antano FY 07-08
FY 08-09

$5,790
$6,543
$6,664
$0
$0
$0
$1,145
$1,171
$954
$6,935
$7,714
$7,618

$126,274
$126,242
$117,677
$55,615
$46,469
$61,632
$28,027
$29,277
$30,140
$209,916
$201,988
$209,449

FY 06-07
All San Benito County
FY 07-08
Transit Services
FY 08-09

$149,882
$179,274
$153,415

$1,354,859
$1,466,530
$1,474,516

Fixed Route

Dial-A-Ride

County Express

Inter-County

Out-of-County

Jovenes de Antano

San Benito County Transit Services

Fare Revenue

Performance Measures
Operating
VSH
Costs
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VSM

Passengers

Performance Indicators
Operating Cost Operating Cost Passengers
Passengers
per VSH
per Passenger
per VSH
per VSM

65,146
55,219
52,723
61,348
63,435
62,812

$45.04
$48.03
$52.13
$46.49
$48.02
$52.29

$4.56
$5.63
$5.79
$9.78
$11.20
$11.38

9.88
8.53
9.01
4.75
4.29
4.59

137,829
133,827

17,554
20,127
26,691
9,782
10,503
10,649
3,075
4,008
3,116
30,411
34,638
40,456

$48.82
$47.61
$52.37
$50.47
$47.50
$49.90
$50.57
$47.57
$53.92
$49.77
$47.56
$51.65

$6.04
$5.38
$4.30
$9.44
$8.34
$8.59
$16.16
$11.70
$12.48
$8.15
$7.01
$6.06

8.09
8.85
12.17
5.35
5.70
5.81
3.13
4.07
4.32
6.10
6.79
8.52

428,382
407,498

156,905
153,292
155,991

$46.77
$47.93
$52.13

$7.30
$8.25
$8.11

6.41
5.81
6.43

3,846
4,414
3,479
1,688
1,772
1,677
856
1,063
900
6,390
7,249
6,056

116,631
94,306

4,793
5,464
4,593
10,333
9,403
9,393
1,040
1,042
926
16,166
15,909
14,912

$32.83
$28.60
$33.82
$32.95
$26.23
$36.75
$32.73
$27.53
$33.49
$32.85
$27.87
$34.59

$26.35
$23.10
$25.62
$5.38
$4.94
$6.56
$26.95
$28.10
$32.55
$12.99
$12.70
$14.05

30,871
33,629
30,325

545,013
501,804

173,071
169,201
170,903

$43.89
$43.61
$48.62

$7.83
$8.67
$8.63

71,026
64,143
219,527
209,528

58,731
60,283
50,841
52,567
28,257
20,977

Farebox
Recovery

0.78
0.82
0.29
0.30

8.93%
8.73%
8.41%
11.91%
11.32%
8.52%

0.25
0.30

26.21%
36.85%
31.43%
13.56%
20.56%
19.37%
9.42%
12.90%
13.88%
18.13%
26.35%
24.15%

0.36
0.38

12.49%
13.57%
11.52%

1.25
1.24
1.32
6.12
5.31
5.60
1.21
0.98
1.03
2.53
2.19
2.46

0.14
0.16

4.59%
5.18%
5.66%
0.00%
0.00%
0.00%
4.09%
4.00%
3.16%
3.30%
3.82%
3.64%

5.61
5.03
5.64

0.31
0.34

11.06%
12.22%
10.40%

0.34
0.44
0.21
0.20
0.14
0.15
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Table 9: 10-Year Trends, All Services Combined (County Express + Jovenes de Antaño)
FY 99/00
Performance Measures
Operating Cost (Actual $)
Annual Change
Operating Cost (Constant $)
Annual Change
Fare Revenue (Actual $)
Annual Change
Vehicle Service Hours
Annual Change
Vehicle Service Miles
Annual Change
Passengers
Annual Change
Full-Time Equivalent Employees
Annual Change
Performance Indicators
Operating Cost per VSH (Actual $)
Annual Change
Operating Cost per VSH (Constant $)
Annual Change
Operating Cost per Passenger (Actual $)
Annual Change
Operating Cost per Passenger (Constant $)
Annual Change
Passengers per VSH
Annual Change
Passengers per VSM
Annual Change
VSH per FTE
Annual Change
Farebox Recovery
Annual Change
CPI Actual
% Change
Cumulative Change
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$950,458
$950,458
$119,288
26,371
426,708
147,323
16.00

$36.04
$36.04
$6.45
$6.45
5.59
0.35
1,648.2
12.55%
171.2

FY 00/01

FY 01/02

FY 02/03

FY 03/04

FY 04/05

FY 05/06

FY 06/07

FY 07/08

FY 08/09

$1,091,726
14.9%
$1,046,492
10.1%
$132,911
11.4%
27,529
4.4%
442,857
3.8%
164,039
11.3%
19.00
18.8%

$1,283,756
17.6%
$1,195,101
14.2%
$137,142
3.2%
34,803
26.4%
529,468
19.6%
172,256
5.0%
33.00
73.7%

$1,487,758
15.9%
$1,349,784
12.9%
$154,588
12.7%
32,075
-7.8%
478,726
-9.6%
168,003
-2.5%
33.00
0.0%

$1,484,613
-0.2%
$1,322,402
-2.0%
$163,250
5.6%
35,837
11.7%
541,760
13.2%
182,845
8.8%
26.20
-20.6%

$1,555,379
4.8%
$1,340,790
1.4%
$158,467
-2.9%
37,598
4.9%
557,199
2.8%
168,373
-7.9%
26.20
0.0%

$1,622,548
4.3%
$1,342,582
0.1%
$166,416
5.0%
34,379
-8.6%
527,918
-5.3%
174,005
3.3%
26.20
0.0%

$1,749,132
7.8%
$1,399,960
4.3%
$160,939
-3.3%
30,871
-10.2%
451,046
-14.6%
173,071
-0.5%
23.00
-12.2%

$1,654,591
-5.0%
$1,280,009
-8.2%
$162,470
1.0%
33,629
8.9%
545,013
20.8%
169,201
-2.2%
24.00
4.3%

$1,695,159
2.0%
$1,294,430
0.7%
$165,037
1.6%
30,325
-9.8%
501,804
-7.9%
170,903
1.0%
22.00
-8.3%

$39.66
10.0%
$38.01
5.5%
$6.66
3.2%
$6.38
-1.1%
5.96
6.7%
0.37
7.3%
1,448.9
-12.1%
12.17%
-3.0%
178.6
4.3%
4.3%

$36.89
-7.0%
$34.34
-9.7%
$7.45
12.0%
$6.94
8.8%
4.95
-16.9%
0.33
-12.2%
1,054.6
-27.2%
10.68%
-12.3%
183.9
3.0%
7.4%

$46.38
25.7%
$42.08
22.5%
$8.86
18.8%
$8.03
15.8%
5.24
5.8%
0.35
7.9%
972.0
-7.8%
10.39%
-2.7%
188.7
2.6%
10.2%

$41.43
-10.7%
$36.90
-12.3%
$8.12
-8.3%
$7.23
-10.0%
5.10
-2.6%
0.34
-3.8%
1,367.8
40.7%
11.00%
5.8%
192.2
1.9%
12.3%

$41.37
-0.1%
$35.66
-3.4%
$9.24
13.8%
$7.96
10.1%
4.48
-12.2%
0.30
-10.5%
1,435.0
4.9%
10.19%
-7.3%
198.6
3.3%
16.0%

$47.20
14.1%
$39.05
9.5%
$9.32
0.9%
$7.72
-3.1%
5.06
13.0%
0.33
9.1%
1,312.2
-8.6%
10.26%
0.7%
206.9
4.2%
20.9%

$56.66
20.1%
$45.35
16.1%
$10.11
8.4%
$8.09
4.8%
5.61
10.8%
0.38
16.4%
1,342.2
2.3%
9.20%
-10.3%
213.9
3.4%
24.9%

$49.20
-13.2%
$38.06
-16.1%
$9.78
-3.2%
$7.57
-6.5%
5.03
-10.3%
0.31
-10.1%
1,401.2
4.4%
9.82%
6.7%
221.3
3.5%
29.3%

$55.90
13.6%
$42.69
12.1%
$9.92
1.4%
$7.57
0.1%
5.64
12.0%
0.34
9.7%
1,378.4
-1.6%
9.74%
-0.9%
224.2
1.3%
31.0%

AUDIT RESULTS
SECTION III | PAGE 47

SAN BENITO LOCAL TRANSPORTATION AUTHORITY
TRIENNIAL PERFORMANCE AUDIT

Table 10: 6-Year Trends, County Express*
Performance Measures
Operating Cost (Actual $)
Annual Change
Operating Cost (Constant $)
Annual Change
Fare Revenue (Actual $)
Annual Change
Vehicle Service Hours
Annual Change
Vehicle Service Miles
Annual Change
Passengers
Annual Change
Full-Time Equivalent Employees (from SCRs
Annual Change
Performance Indicators
Operating Cost per VSH (Actual $)
Annual Change
Operating Cost per VSH (Constant $)
Annual Change
Operating Cost per Passenger (Actual $)
Annual Change
Operating Cost per Passenger (Constant $)
Annual Change
Passengers per VSH
Annual Change
Passengers per VSM
Annual Change
VSH per FTE
Annual Change
Farebox Recovery
Annual Change
CPI Actual
% Change
Cumulative Change
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FY 03/04

FY 04/05

FY 05/06

FY 06/07

FY 07/08

FY 08/09

$1,285,134

$1,346,949
4.8%
$1,161,116
1.4%
$149,558
-1.1%
32,147
4.8%
483,786
2.8%
161,294
-8.1%
21.3
0.0%

$1,383,626
2.7%
$1,144,885
-1.4%
$113,912
-23.8%
28,902
-10.1%
448,138
-7.4%
167,729
4.0%
21.3
0.0%

$1,460,412
5.5%
$1,168,876
2.1%
$155,149
36.2%
24,481
-15.3%
385,746
-13.9%
156,905
-6.5%
23
8.0%

$1,479,437
1.3%
$1,144,508
-2.1%
$155,693
0.4%
26,380
7.8%
428,382
11.1%
153,292
-2.3%
24
4.3%

$1,489,879
0.7%
$1,137,677
-0.6%
$158,413
1.7%
24,269
-8.0%
407,498
-4.9%
155,991
1.8%
22
-8.3%

$41.90
0.0%
$36.12
-3.2%
$8.35
14.0%
$7.20
10.3%
5.02
-12.3%
0.33
-10.6%
1,509.0
4.7%
11.10%
-5.6%
198.6
3.3%
16.0%

$47.87
14.3%
$39.61
9.7%
$8.25
-1.2%
$6.83
-5.2%
5.80
15.7%
0.37
12.3%
1,357.0
-10.1%
8.23%
-25.9%
206.9
4.2%
20.9%

$59.65
24.6%
$47.75
20.5%
$9.31
12.8%
$7.45
9.1%
6.41
10.4%
0.41
8.7%
1,064.4
-21.6%
10.62%
29.0%
213.9
3.4%
24.9%

$56.08
-6.0%
$43.39
-9.1%
$9.65
3.7%
$7.47
0.2%
5.81
-9.3%
0.36
-12.0%
1,099.2
3.3%
10.52%
-0.9%
221.3
3.5%
29.3%

$61.39
9.5%
$46.88
8.0%
$9.55
-1.0%
$7.29
-2.3%
6.43
10.6%
0.38
7.0%
1,103.1
0.4%
10.63%
1.0%
224.2
1.3%
31.0%

$1,144,719
$151,208
30,684
470,715
175,449
21.3

$41.88
$37.31
$7.32
$6.52
5.72
0.37
1,441.0
11.77%
192.2
1.9%
12.3%
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Table 11: 6-Year Trends, Jovenes de Antaño*
FY 03/04
Performance Measures
Operating Cost (Actual $)
Annual Change
Operating Cost (Constant $)
Annual Change
Fare Revenue (Actual $)
Annual Change
Vehicle Service Hours
Annual Change
Vehicle Service Miles
Annual Change
Passengers
Annual Change
Full-Time Equivalent Employees
Annual Change
Performance Indicators
Operating Cost per VSH (Actual $)
Annual Change
Operating Cost per VSH (Constant $)
Annual Change
Operating Cost per Passenger (Actual $)
Annual Change
Operating Cost per Passenger (Constant $)
Annual Change
Passengers per VSH
Annual Change
Passengers per VSM
Annual Change
VSH per FTE
Annual Change
Farebox Recovery
Annual Change
CPI Actual
% Change
Cumulative Change
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$204,595
$182,241
$8,094
5,153
71,045
7,396
4.9

$39.70
$35.37
$27.66
$24.64
1.44
0.10
1,052.0
3.96%
192.2
1.9%
12.3%

FY 04/05

FY 05/06

FY 06/07

FY 07/08

FY 08/09

$207,887
1.6%
$179,206
-1.7%
$6,315
-22.0%
5,452
5.8%
73,413
3.3%
7,079
-4.3%
4.9
0.0%

$238,922
14.9%
$197,697
10.3%
$6,481
2.6%
5,477
0.5%
79,780
8.7%
6,276
-11.3%
4.9
0.0%

$215,706
-9.7%
$172,645
-12.7%
$5,790
-10.7%
6,390
16.7%
65,300
-18.1%
16,166
157.6%
2.00
-59.2%

$206,937
-4.1%
$154,846
-10.3%
$6,777
17.0%
7,249
13.4%
116,631
78.6%
15,909
-1.6%
3.00
50.0%

$218,682
5.7%
$166,986
7.8%
$6,624
-2.3%
6,056
-16.5%
94,306
-19.1%
14,912
-6.3%
3.00
0.0%

$38.13
-4.0%
$32.87
-7.1%
$29.37
6.2%
$25.32
2.7%
1.30
-9.5%
0.10
-7.4%
1,113.0
5.8%
3.04%
-23.2%
198.6
3.3%
16.0%

$43.62
14.4%
$36.10
9.8%
$38.07
29.6%
$31.50
24.4%
1.15
-11.7%
0.08
-18.4%
1,118.0
0.4%
2.71%
-10.7%
206.9
4.2%
20.9%

$33.76
-22.6%
$27.02
-25.1%
$13.34
-65.0%
$10.68
-66.1%
2.53
120.8%
0.25
214.7%
3,195.0
185.8%
2.68%
-1.0%
213.9
3.4%
24.9%

$28.55
-15.4%
$21.36
-20.9%
$13.01
-2.5%
$9.73
-8.9%
2.19
-13.3%
0.14
-44.9%
2,416.3
-24.4%
3.27%
22.0%
221.3
3.5%
29.3%

$36.11
26.5%
$27.57
29.1%
$14.66
12.7%
$11.20
15.1%
2.46
12.2%
0.16
15.9%
2,018.7
-16.5%
3.03%
-7.5%
224.2
1.3%
31.0%
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B A S E P E RF O R MA N C E M E A SU RE S
RIDERSHIP
Figure 11: Ridership, All Services and County Express
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Figure 12: Ridership, Jovenes de Antano
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Passenger Counts (ridership) for the LTA system overall reached a historic high in the first year of the
prior Audit (FY 03/04). Ridership declined the following year. For each year of this Audit, ridership was
flat, with an average ridership of the three year Audit period of 171,000.
Ridership for County Express declined from the record high in FY 03/04, with all three years of this Audit
period well below all of the years of the prior Audit period. With an average ridership of 155,000, the
passenger counts for the three years of the Audit were at their lowest levels since FY 99/00. The loss of
ridership was primarily on the fixed route system. The slight rebound in County Express ridership in the last
year of the Audit period was due to growth on the inter-county services, while both fixed route and Dial-ARide continued to lose ridership in this year.
Jovenes de Antaño ridership, by contrast, increased dramatically in the first year of the Audit period. As will
be shown, this was due to a dramatic passenger count increase on the Senior Lunch Program service.

Table 12: Annual Change in Ridership

FY 06/07
FY 07/08
FY 08/09

SYSTEM-WIDE
- 0.5%
- 2.2%
+1.0%

1 growth

on the inter-county services.

2growth

on the Senior Lunch service.
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COUNTY EXPRESS
- 6.5%
- 2.3%
2
+1.8%

JOVENES DE ANTAÑO
1
+157.6%
- 1.6%
- 6.3%
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RIDERSHIP BY SERVICE/ROUTE
The following graph and tables shows how the ridership of the various services contributed to the overall
ridership over the past six years, and particularly during the Audit period.
Figure 13: Ridership by Service*
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*figures taken from internal reports for this Audit period, and from prior TPA for past years.
Table 13: Ridership Share by Service**

FY 03/04
FY 04/05
FY 05/06
FY 06/07
FY 07/08
FY 08/09
% change, ridership share, FY 08/09 vs.
FY 03/04

Services' % of All Ridership
Fixed
InterJovenes
Dial-A-Ride
Route
County
41.7%
30.1%
24.2%
4.0%
36.3%
37.7%
21.8%
4.2%
37.0%
37.6%
21.8%
3.6%
37.6%
35.4%
17.6%
9.3%
32.6%
37.5%
20.5%
9.4%
30.8%
36.8%
23.7%
8.7%
-26.1%

22.3%

-2.1%

117.5%

**figures taken from internal reports for this Audit period, and from prior TPA for past years.
%s shown in this Table match the proportional shares shown in the Figure immediately above.

AUDIT RESULTS
SECTION III | PAGE 52

FINAL REPORT
APRIL 2011

SAN BENITO LOCAL TRANSPORTATION AUTHORITY
TRIENNIAL PERFORMANCE AUDIT



COUNTY EXPRESS FIXED ROUTE
After increasing in FY 06/07, the first year of the Audit, ridership on the fixed route declined
both of the final two years ending at the lowest level for the six years analyzed.





Ridership (number of passengers) fell more than 30% over the past two Audit periods.
Changes compared to the prior year were marked by a 15% decline in FY 07-08 and another 5%
decline in the final year of the Audit;



Share of ridership (portion of LTA’s system-wide ridership) declined over the past two Audit
periods from just over 40% to just over 30%. This decrease was marked particularly in FY
07/08, but continued in FY 08/09.

COUNTY EXPRESS DIAL-A-RIDE (DAR)
DAR ridership has out-paced that of any other LTA service—including fixed route—in every
Fiscal Year beginning with FY 04/05, with the exception of FY 06/07, in which DAR ridership
share fell slightly while fixed route rose.





Ridership has remained relatively consistent throughout the audit period, but below the high of
65,465 in the prior Audit period.



Share of ridership rose 22.3% over the past two Audit periods, from 30.1% in FY 03/04 to
36.8% in FY 08/09.

COUNTY EXPRESS INTER-COUNTY
Inter-County ridership declined the first year of the Audit (FY 06/07) to the lowest level
within the six year trend analysis, but increased the remaining two years to 9% below the six
year historic high in FY 03/04. This inter-county increase of nearly 17% in FY 08/09 is the
sole factor that brought the overall County Express ridership to a rise in this year as every
other services’ ridership saw decline in this year.
•

Ridership which declined during the previous Audit period, increased during the current Audit
period.



Share of ridership was relatively flat at around 24% between FY 03/04 and FY 08/09.
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Figure 14: Ridership, Inter-County Routes
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The increase in inter-county ridership came from growth on the Gavilan College route, which
increased steadily throughout the Audit period. By contrast, Gilroy/Greyhound ridership levels
were relatively flat across the three years, representing a significant decline from the prior Audit
period, and likely related to the steep drop in VSH which occurred on this route. Cal-Train ridership
levels grew marginally over the three years, though representing a decline from the prior Audit
period.
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Figure 15: Ridership, Jovenes de Antaño Services
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JOVENES DE ANTAÑO:


Ridership showed the most growth over the six years among the LTA service modes at 101.6%,
due to a 157.6% increase in FY 06/07.
This increase was almost entirely due to apparently exponential growth in the Senior Lunch
Program. While the past Audit found numbers between 500 and 1,000 for this service, internal
reports for this Audit period reflect ridership for this service of between 10,333 in FY 06/07 and
9,393 in FY 08/09.
Since the prior TPA found that reporting had been an issue for Jovenes de Antaño, it could be
questioned whether some of this apparent growth may actually be due to reporting changes
rather than ridership changes; however, Senior Lunch Program VSH showed similar growth
during the Audit period, indicating actual service expansion did occur.
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Share of ridership for Jovenes de Antaño’s combined services among all LTA services rose
117.5% over the six years, from 4.0% in FY 03/04 to 8.7% in FY 08/09 (see previous table,
Table III-C-5); again, reporting changes may account for some, though not likely all of this
growth.
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OPERATING COSTS
Figure 16: Operating Costs, All Services (Actual vs. Constant $)
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* figures from annual fiscal audits for this Audit period, and from prior TPA for past years.

After rising steadily in actual dollars during FY 99/00 to FY 06/07, operating costs declined in the final two
years of this Audit. In constant dollars, operating costs have remained relatively flat since FY 02/03—
declining slightly in FY 07/08 and FY 08/09 with the reductions in service.
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OPERATING COSTS BY SERVICE PROVIDER
The following graph and table shows Operating Costs by service provider over the past six years.
Figure 17: Operating Costs by Service Provider
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*figures taken from State Controller’s Reports for this Audit period, and from prior TPA for past years.
Table 14: Operating Costs, Share by Service Provider**
Service Provider's % of All
Operating Cost

FY 03/04
FY 04/05
FY 05/06
FY 06/07
FY 07/08
FY 08/09
% change, Operating Cost share, FY
08/09 vs. FY 03/04

County
Express
86.3%
86.6%
85.3%
87.1%
87.7%
87.2%
1.1%

Jovenes
13.7%
13.4%
14.7%
12.9%
12.3%
12.8%
-6.8%

**%s shown in this Table match the proportional shares shown in the Figure immediately above.
As the above shows, Jovenes’ share of all LTA Operating Costs relative to County Express’ share of all LTA
Operating Costs has decreased over the past six years.
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TDA-R E Q U I R E D P E RF O R MA N C E I N D IC A TO R S
OPERATING COST PER VEHICLE SERVICE HOUR
Figure 18: Operating Cost per VSH, All Services (Actual vs. Constant $)
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* figures from annual fiscal audits and internal reports for this Audit period, and from prior TPA for past years.

Operating Cost per Vehicle Service H our (VSH) measures cost efficiency: The lower the Cost per VSH,
the more cost-efficient the service.
Operating Cost per VSH has seen a substantial, unfavorable increase since FY 04/05 with a change of 35.1%,
or an average of 8.8% per year. VASH decreased 19.3% over these five years. Operating Costs, however,
remained relatively flat in constant dollars.
LTA has done an admirable job of containing Operating Costs, which is particularly necessary in a time of
reduced funding; however the service reductions have contributed to lower cost efficiency as measured by
Cost per VSH.
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OPERATING COST PER VSH BY SERVICE PROVIDER
Figure 19: Operating Cost per VSH, by Service Provider
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* figures from State Controller’s Reports and internal reports (VSH ) for this period, and prior TPA for past years.

Operating Cost per VSH for both County Express and Jovenes showed very different trends over the Audit
period. In the prior Audit period, Jovenes’ Cost per VSH was slightly higher than that for County Express in
each year. In this Audit period, Jovenes’ Cost per VSH was markedly lower than that for County Express in
each year.
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OPERATING COST PER VEHICLE SERVICE MILE
Figure 20: Operating Cost per VSM, All Services (Actual vs. Constant $)
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* figures from annual fiscal audits and internal reports for this Audit period, and from prior TPA for past years.

While not a TDA-required indicator, Operating Cost per Vehicle Service Mile (VSM) provides another
measure of cost efficiency. As with Operating Cost per VSH, the lower the Cost per VSM, the more costefficient the service.
During the Audit period, Operating Cost per VSM fluctuated.
The indicator reached a historic high in FY 06/07 of $3.10 in constant dollars ($3.88 in actual dollars). The
Operating Cost/VSM ended the Audit period at $2.58 (constant dollars).
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OPERATING COST PER PASSENGER
Figure 21: Operating Cost per Passenger, All Services (Actual vs. Constant $)
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* figures from annual fiscal audits , State Controller’s Reports and internal reports for this Audit period, and
from prior TPA for past years.

Operating Cost per Passenger provides a measure of cost effectiveness. The lower the Cost per Passenger,
the more cost-effective the service.
While Operating Cost per passenger climbed unfavorably during the prior Audit period, the indicator
remained relatively flat throughout this Audit period after reaching a historic high in FY 06/07 ($8.09
constant dollars, $10.11 actual dollars).
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OPERATING COST PER PASSENGER BY SERVICE PROVIDER
Figure 22: Operating Cost per Passenger, by Service Provider
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* figures from State Controller’s Reports and internal reports for this period, and prior TPA for past years.

In each year of the prior Audit period, Jovenes’ Cost per Passenger was exponentially higher than that for
County Express. In this Audit period, Jovenes’ Cost per Passenger—while remaining above that for County
Express—was significantly reduced in each year of the Audit period, due to the increase in passengers on the
Senior Lunch Program service.
In the final year of the Audit period, Jovenes’ Cost per Passenger rose 15.1% to its highest level during the
Audit period. By contrast County Express’ Cost per Passenger fell 1.0% in the final year of the Audit, though
remained above the levels from FYY 06/07 and before.
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PASSENGERS PER VEHICLE SERVICE HOUR
Figure 23: Passengers per Vehicle Service Hour, All Services, County Express & Jovenes
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* figures from internal reports for this Audit period, and from prior TPA for past years.

Passengers per Vehicle Service Hour (PVSH) is a measure of service productivity. The greater the
Passengers per VSH, the more productive the service.
Although dipping in FY 07/08, the Passengers per VSH for all services remained constant throughout the
Audit period at levels averaging 11% above the prior Audit period demonstrating increased service
productivity.
For County Express, changes in PVSH closely mirrored the changes in PVSH for all services, with averages
increasing 13%.
For Jovenes de Antaño, a large increase in Senior Lunch Program passengers substantially increased service
productivity. After a period of steady decline during the prior Audit period, Jovenes’ PVSH improved an
average of 85%.
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PASSENGERS PER VEHICLE SERVICE HOUR BY SERVICE/ROUTE
Figure 24: Passengers per Vehicle Service Hour, by Service Type
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* figures from internal reports for this Audit period; from prior TPA for past years.
Table 15: Annual Change in PVSH, by Service

% Change, PVSH
FY 05/06 to
FY 06/07
Fixed Route

InterCounty

Dial-A-Ride
Gavilan College
Cal-Train
Gilroy Greyhound

Jovenes

All Inter-County
Out-of-County
Senior Lunch/San Juan
MSAP

All Jovenes
All Services Combined

% Change, PVSH
FY 06/07 to
FY 07/08

% Change, PVSH
FY 07/08 to
FY 08/09

% Change, PVSH
Audit Period
(FY 05/06 to
FY 08/09)

29.3%
5.6%
-4.9%
6.6%
-44.8%

-13.7%
-9.7%
9.4%
6.5%
30.0%

5.6%
7.0%
37.5%
1.9%
6.1%

17.9%
2.0%
43.0%
15.7%
-23.8%

-4.7%
11.6%
505.9%
-6.9%
120.0%
10.8%

11.3%
-0.8%
-13.2%
-19.0%
-13.4%
-10.3%

25.5%
6.5%
5.5%
5.1%
12.3%
12.1%

33.1%
17.9%
454.5%
-20.8%
113.9%
11.4%

* figures from internal reports for this Audit period; from prior TPA for past years.
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Actual PVSH numbers by service/route are shown in Table III-C-1. Looking at change in PVSH by service:


Fixed route PVSH declined over Audit period.



Dial-A-Ride PVSH remained relatively constant over the Audit period.



Inter-county PVSH continued to improve during the Audit period .
The biggest growth in the inter-county PVSH was 43% and came on the Gavilan College route.
This growth was due to a 54% increase in ridership on this route during the Audit period—VSH
actually grew 8% on this route during the Audit period.
Of the three inter-county routes, only Gilroy/Greyhound experienced a decrease– of 24% when
comparing FY 08/09 to FY 05/06. Although this is due to an anomalously high PVSH in FY 05/06,
the trend on this route appears to be decreasing VSH, followed by decreasing ridership.
Table 16: Annual Change in VSH vs. Ridership, Gilroy/Greyhound Route

% Change from Prior Year
PVSH
FY 03/04
FY 04/05
FY 05/06
FY 06/07
FY 07/08
FY 08/09
% change, FY 08/09 vs. FY 03/04

4.09
3.91
5.67
3.13
4.07
4.32
5.6%

VSH
unavailable
16.9%
-28.4%
-41.8%
0.4%
-26.9%
-64.3%

Ridership
unavailable
11.7%
3.9%
-67.9%
30.3%
-22.3%
-62.3%

PVSH
unavailable
-4.4%
45.0%
-44.8%
30.0%
6.1%
5.6%

* figures from internal reports for this Audit period, and from prior TPA for past years.


Jovenes de Antaño PVSH more than doubled, rising 114% by the end of the last year of this
Audit period when compared to the last year of the prior Audit period. The biggest growth came on
the Senior Lunch program service, with a 506% rise in FY 06/07. Only the Medical and
Shopping Assistance Program showed a decrease during the Audit period.
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PASSENGERS PER VEHICLE SERVICE MILE

Figure 25: Passengers per VSM, All Services
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* figures from internal reports for this Audit period; from prior TPA for past years.

Passengers per Vehicle Service Mile (PVSM) is another measure of service productivity. The greater the
Passengers per VSM, the more productive the service.
Service productivity increased to a historic high of 0.38 Passengers per VSM in FY 06/07 before falling back
to the level of the prior Audit period with an average just over 0.32 for the last two years of the Audit period
(FY 07/08 and FY 08/09).
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VEHICLE SERVICE MILES PER VEHICLE SERVICE HOUR
Figure 26: VSM per VSH, All Services
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* figures from internal reports for this Audit period; from prior TPA for past years.
Although Vehicle Service Miles per Vehicle Service H our (MpH ) is not a TDA-required indicator, it
sheds light on the other indicators; specifically, how productivity per hour improved more than productivity
per mile. VSM per VSH measures speed .
In FY 06/07, VSM per VSH fell 5%, to a historic low of 14.6, with 10% loss in VSH accompanied by a 15%
loss in VSM.
In FY 07/08, the indicator rebounded dramatically matching a historic high, to 16.2, with a 9% increase in
VSM , but a 21% increase in VSH.
In FY 08/09, VSM per VSH reached another high, 16.6 mph, with a 10% loss in VSH accompanied by reduction
in VSM of 8%.
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VEHICLE SERVICE HOURS PER FULL-TIME EQUIVALENT
Figure 27: VSH per FTE, All Services
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Trendline: 3-Yr. Moving Average (VSH per FTE)

* figures from State Controller’s Reports and internal reports for this Audit period; from prior TPA for past years.

Vehicle Service Hours per Full-Time Equivalent Employee (VSH per FTE) leveled at the start of the last
Audit period.
FAREBOX RECOVERY RATIO
County Express services, fixed route and DAR alike, are required by the California Transit Development
Act (TDA) to maintain a Farebox Recovery Ratio of 10% or more.
LTA, acting as the CTSA, has not currently developed a list of performance criteria for the Jovenes de
Antaño services. As such, under Article 4.5 of the TDA, Jovenes services will be defaulted to require a
10% Farebox Recovery Ratio if no other Farebox Recovery Ratio standard has been established.
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FAREBOX RECOVERY, ALL SERVICES
Figure 28: Farebox Recovery Ratio, All Services
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Trendline: 3-Yr. Moving Average (All Services)

* figures from annual financial audits for this Audit period, and from prior TPA for past years.
For LTA (All Services) as a whole, the Farebox Recovery Ratio for all three fiscal years of the Audit
was under the 10% requirement. The Ratio dropped below 10% for the first time during the first year of
the Audit period, FY 06/07, to an historic low of 9.20%. Although the Ratio rebounded the following year
(FY 07/08), it remained below the 10% requirement for the Audit period. As demonstrated by the three-year
moving average, LTA’s Farebox Recovery Ration has declined steadily over the ten years analyzed.
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FAREBOX RECOVERY, COUNTY EXPRESS
Figure 29: Farebox Recovery Ratio, County Express
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* figures from annual financial audits for this Audit period, and from prior TPA for past years.
County Express services collectively remained over the 10% requirement for all three years of the
Audit period.
After having fallen below 10% in FY 05/06 due to a 24% drop in Fare Revenue, along with a 3% rise in
Operating Costs, County Express’ Farebox Recovery Ratio rebounded substantially in FY 06/07. This was
due to a 36% rise in Fare Revenue, while Operating Cost did not increase substantially.
During the Audit period, Farebox recovery remained consistently between 10.5% and 10.7%.

AUDIT RESULTS
SECTION III | PAGE 70

FINAL REPORT
APRIL 2011

SAN BENITO LOCAL TRANSPORTATION AUTHORITY
TRIENNIAL PERFORMANCE AUDIT

Farebox Recovery by County Express Service
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Figure 30: Farebox Recovery, by County Express Service

 10% level:

5.00%

TDA
Requirement

0.00%
Fixed Route
FY 06/07

Dial-A-Ride
FY 07/08

Inter-County
FY 08/09

Fixed Route +
Inter-County

Total County
Express

* figures from internal reports for this Audit period; from prior TPA for past years.
Farebox recovery by service is problematic due to issues regarding allocation of costs and issues arising.
Table 17: Comparison of Cost, Revenue & Farebox Recovery for County Express, SCRs vs. internal reports.

All County Express
FY 06/07

FY 07/08

FY 08/09

$1,460,412
$1,144,943

$1,479,437
$1,264,543

$1,489,879
$1,265,067

$1,476,576
$1,224,851

% Difference, Internal Reports vs. SCRs

-21.60%

-14.53%

-15.09%

-17.05%

Fare Revenue, SCRs
Fare Revenue, Internal Reports

$155,149
$142,947

$155,693
$171,560

$158,413
$145,797

$156,418
$153,435

% Difference, Internal Reports vs. SCRs

-7.86%

10.19%

-7.96%

-1.91%

Farebox Recovery, SCRs
Farebox Recovery, Internal Reports

10.62%
12.49%

10.52%
13.57%

10.63%
11.52%

10.59%
12.53%

% Difference, Internal Reports vs. SCRs

12.49%

13.57%

11.52%

12.53%

Operating Cost, SCRs
Operating Cost, Internal Reports

3 Yr. Avg.

Although the Farebox Recovery Ratios by service mode are approximations only, some general conclusions
can be developed:
1. Fixed route does not appear to achieve a 10% farebox recovery ratio;
2. Inter-county routes have the highest farebox recovery;
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3. DAR farebox recovery ratio declined during the Audit period. The lower fare per passenger resulted
in a Farebox Recovery Ratio below 10% in FY 08/09.

Table 18: Cost & Fare Factors by Service, County Express Services*

All County
Express

InterCounty

Dial-A-Ride Fixed Route

Operating Cost Fare Revenue
FY 06/07
FY 07/08
FY 08/09
3 Yr. Avg.
FY 06/07
FY 07/08
FY 08/09
3 Yr. Avg.
FY 06/07
FY 07/08
FY 08/09
3 Yr. Avg.
FY 06/07
FY 07/08
FY 08/09
3 Yr. Avg.

* all data from internal reports
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Passengers

Fare/
Passenger

Cost/
Passenger

Farebox
Recovery Ratio

$296,973
$311,053
$305,012
$304,346
$600,027
$710,767
$714,848
$675,214
$247,943
$242,723
$245,206
$245,291

$26,506
$27,143
$25,661
$26,437
$71,478
$80,467
$60,922
$70,956
$44,963
$63,951
$59,214
$56,043

65,146
55,219
52,723
57,696
61,348
63,435
62,812
62,532
30,411
34,638
40,456
35,168

$0.41
$0.49
$0.49
$0.46
$1.17
$1.27
$0.97
$1.13
$1.48
$1.85
$1.46
$1.59

$4.56
$5.63
$5.79
$5.27
$9.78
$11.20
$11.38
$10.80
$7.30
$8.25
$8.11
$6.97

8.93%
8.73%
8.41%
8.69%
11.91%
11.32%
8.52%
10.51%
18.13%
26.35%
24.15%
22.85%

$1,144,943
$1,264,543
$1,265,067
$1,224,851

$142,947
$171,561
$145,797
$153,435

156,905
153,292
155,991
155,396

$0.91
$1.12
$0.93
$0.99

$7.30
$8.25
$8.11
$7.88

12.49%
13.57%
11.52%
12.53%
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FAREBOX RECOVERY, JOVENES DE ANTAÑO
Figure 31: Farebox Recovery Ratio, Jovenes de Antaño*

10.00%
9.00%

 10% level: TDA Requirement since CTSA has not established another
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5.00%
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Trendline: 3-Yr. Moving Average, Jovenes

* figures from State Controller’s Reports (SCRs) for this Audit period, and from prior TPA for past years.

**Note that FY 06/07 is known to be too low , as only one service’s revenue was reported on the SCR in that
year.

Jovenes de Antaño services fell well below the 10% requirement for all three years of the period.
Achieving a 10% Farebox Recovery Ratio for Jovenes de Antaño is problematic due to the nature
of its service. Realistic Farebox Recovery Ratios or other standards could be approved by the
COG for these services.
During the six years for which history exists, the average Farebox Recovery Ratio, according to the
financial audits and prior TPA, was 3.1%, with two years below 3.0% and four years above.
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F UNCTIONAL R EVIEW
This subsection will examine the functional activities
performed by the operator during the Audit period.
The functional activities performed by San
Benito Local Transportation Authority (LTA),
as the operator for County Express, are
examined herein. The degree to which each
function is performed and the level of resources
committed to the function are reviewed. An
appraisal of the efficiency and effectiveness of
each activity is included.
The following functions are included in this
review:
1.
2.
3.
4.
5.
6.
7.
8.

General Management & Organization;
Service Planning;
Scheduling, Dispatch & Operations;
Personnel Management & Training;
Administration;
Marketing & Public Information;
Contract Management;
Maintenance & Fleet.

The emphasis of this review was in three areas:




Reporting requirements;
Organizational structure;
Recordkeeping.

Although the TPA covers a three-year period
between July 2006 and June 2009, improvements (or
deficiencies) that occurred subsequent to the
mandatory timeframe were considered in the Audit.

1. G ENERAL M ANAGEMENT &
O RGANIZATION
General Management and Organization
encompasses the overall administration of all
functions within LTA, including:



Organizational Structure & Reporting;
Administrative Oversight.

LTA’s management and organization determine
its ability to realize its potential. The quality and
appropriateness of its management practices were
assessed through interviews with management,
staff, and members of the Board of Directors,
and review of management directives,
organization charts, and general practices.
Based on interviews, Board members expressed
the opinion that the LTA is doing an admirable
job in fulfilling the transit needs of the county,
especially with the funds available to them.
Members of the Board stated that they are kept
well informed and that LTA’s current
organizational structure is well suited to meet the
transportation goals of the community.
Nearly all Board members worry about future
funding and the ability to continue services.
Board members also feel that the sentiments of
the county in terms of public transportation are
mixed, with too few people voicing positive
comments.

O RG A N IZ A T IO N A L S TR U C TU RE &
R E P O R T IN G
LTA was created as a Joint Powers Agreement
(JPA) by the Cities of Hollister and San Juan
Bautista and the County of San Benito. It was
formed in 1990 to own, operate and administer a
county-wide public transportation system.
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The LTA’s governing Board of Directors
comprises two members of the San Benito
County Board of Supervisors, two members of
the Hollister City Council and one member of
the San Juan Bautista City Council. The Board
has the same membership as the Council of San
Benito Governments (COG). At Board meetings
the COG Board meets first and then the meeting
then adjourns and is called to order as the LTA
Board .
Figure 32: Color-coded calendar of upcoming meetings
for COG/LTA Boards and committees

The LTA and COG share some staff. The
Executive Director for LTA is also the
Executive Director for the COG. The Executive
Director is responsible for overseeing all
administrative and technical functions of both
LTA and COG. The Executive Director allocates
approximately 35% of her time to LTA. There are
members of her staff who are designated to LTA
specific functions.
The planning staff is primarily responsible for
the management of LTA operations and contract
management. The COG planning staff comprises
the Transportation Planning Manager and one
Transportation Planner. The LTA has a
designated Transportation Planner who handles
the day-to-day management of the LTA
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operations. Having an LTA-specific
Transportation Planner has helped to increase
the effectiveness of LTA’s planning and the
COG’s planning procedures independent of
one another.
The LTA Transportation Planner is responsible
for:


Management of the operations contracts;



Oversight of the SRTP and its
implementation;



Route planning of the County Express
services;



Management and review of the County
Express’ website;



Marketing, including newspaper ads and
rider alerts;



Approval of payment of invoices from
the contractors (MV Transportation +
Jovenes de Antaño);



Overseeing and tracking the day-to-day
operations and performance of the
County Express services;



Tracking all performance measures
internally for the Jovenes de Antaño
services (after Audit period).

The LTA Transportation Planner was also
instrumental in the oversight and facilitation of
the unmet needs process during the Audit period.
These duties are being transferred to the COG’s
Transportation Planner, but the LTA
Transportation Planner will still have involvement
in the unmet needs process from the LTA
perspective.
The Administrative Services Specialist has
additional responsibility for the oversight of the
administrative staff and the operations contract.
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Staff time is allocated between COG and LTA.
The following staff members allocate a percentage
of their time to LTA:







Administrative Services Specialist—
25% of time to LTA;
Transportation Planning Manager—
25% of time to LTA;
Transportation Planner (COG)— 15%
of time to LTA;
Transportation Planner (LTA)— 90%
of time to LTA;
Secretary— 50% of time to LTA;
Part-time Intern— 33% of time to LTA.

In addition, LTA employs a full-time Supervising
Mechanic and general Heavy Equipment
Mechanic.
The organization chart on the following page
shows LTA functions.
Great strides have been made in separating
the functions of LTA from those of the COG.
A clear division of duties is now in play. The
LTA Transportation Planner is a designated
employee asset for LTA and the duties of the
LTA Transportation Planner have been
properly matching the needs of the position.

A D M IN IS T RA TIV E O V E R SIG H T
The staff administers two contracts for the
operation of transit services:
1. MV Transportation (MV) operates
County Express services including—
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Hollister fixed-route;
Dial-A-Ride services;
Inter-County services (Gavilan
College, Caltrain, Gilroy Greyhound);

2. Jovenes de Antaño operates three
specialized social services transportation
service:




Out-of-County Medical,
Medical Shopping Assistance
Program;
Senior Lunch Transportation
Program.

Each contractor maintains an operations staff,
including supervisory personnel. Both contractors
provide monthly invoices and performance
information. The current contractor, MV
Transportation, invoices LTA separately for each
aspect of DAR service—general and paratransit.
When the invoice is received, then the
Transportation Planner reviews the invoice to
verify that the charges are consistent with the
contract and service hours are within the contract
parameters. The progress of the contract hours is
confirmed quarterly.
Performance data has been routinely
managed and tracked during the Audit
period. Data is summarized by month and quarter
and compared to the same period of the prior
year. The following performance indicators are
tracked for both contracts on a monthly basis:










Ridership;
Service Hours;
Passengers per Hour
Cost per Passenger;
Costs;
Fuel & Maintenance Costs;
Contractor Costs;
Fares;
Average Fare per Passenger.

In the prior Audit, the reports were considered as
part of the consent calendar.
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Figure 33: Organization Chart
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2. S ERVICE P LANNING
During the Audit period, LTA completed two
important plans:


Coordinated Public Transit-Human
Services Transportation Plan;



2008 Short Range Transit Plan (SRTP,
or the Plan).

observations, industry ‘best practices,’ and the professional
experience of the consultant.”1
Following is a discussion of goals, objectives, and
performance standards presented in the SRTP,
with notes as to how these were or were not met
during the Audit period.
SRTP GOAL I: SAFE & RELIABLE SERVICE
GOAL I.

OBJECTIVE A. Provide safe service.

S HO R T R A N G E T R A N SI T P LA N
(SRTP)

Standard: Miles between Preventable
Accidents —a minimum of
60,000 miles between
preventable accidents (AFR
per 100K miles per
year=1.66).

The completed, proposed SRTP incorporated
considerable community input, including a
community focus group with representatives from
regional transit providers, Social Service
Transportation Advisory Council (SSTAC)
members, MV staff and past members of the
transit task force.

Note: County Express had five
preventable and six nonpreventable accidents from
calendar year 2007 to 2009,
inclusive.

The comprehensive SRTP addressed the following:
1. Financial Plan, including estimated
capital, operating and maintenance costs,
and estimated revenues;
2. Plan to increase ridership;
3. Fleet and other equipment needs;
4. Proposed signage;
5. Marketing Plan;
6. Customer Satisfaction Plan;
7. Ridership forecasts;
8. Performance measures;
9. Coordination of existing and new
services.
The SRTP analyzed demographic and economic
shifts, and also addressed the lack of confidence
that the community had in LTA and how to go
about regaining the community’s confidence:
“A comprehensive, interrelated set of service options were
subsequently developed based on historic performance (i.e.,
ridership, travel patterns), community outreach, filed
FINAL REPORT
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Provide safe and reliable service.

County Express is far
exceeding the safety goal,
averaging more than four
times the required number of
miles (240,000) between
preventable accidents.

San Benito County 2008 Short Range Transit
Plan : Page 16
1
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Table 19: Preventable Accidents

Year
Miles1
Preventable Accidents
Miles between Preventable Accidents
Non - Prevenatable Accidents
Miles between Non-Preventable Accidents
Total Accidents2
Miles between All Accidents
1

2007
385,746

2008
428,382

2009
407,498

2
192,873
2
192,873

1
428,382
3
142,794

2
203,749
1
407,498

4
96,437

4
107,096

3
135,833

275,001
247,722
113,122

Fiscal year was used to estimate mileage
2 Accidents

based on calendar year.

OBJECTIVE B. Provide reliable service.
Standard: On-Time Performance ,
Fixed-Route—95% of all
monthly trips on time (defined
as arriving within four minutes
of published time).

Note: On-time performance was not
tracked for all years of the
Audit period. For the periods
of time that were tracked, the
fixed route services and the
intercounty services were
averaging approximately 75%
on-time performance.

(defined as arriving within 15
minutes of the stated time).

Note: Statistics are not routinely
tracked.
SRTP GOAL II: MAXIMIZE SERVICE,
MINIMIZE COST
GOAL II. Operate an efficient and effective
system that maximizes service and
minimizes cost impacts.
OBJECTIVE A. Minimize operating costs.2
Standard: Operating Cost per

Vehicle Service H our
(VSH) —>$48.00 for fixed-

Standard: On-Time Performance ,
Demand-Response —95%
of all monthly trips on time
(defined as arriving within 15
minutes of the stated time).

Note: Statistics are not routinely
tracked.
Standard: On-Time Performance ,
Jovenes de Antaño—95%
of all monthly trips on time
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Average

route and DAR services;

All performance figures and indicators for the
Jovenes de Antaño services are from the State
Controller’s Reports . All Fixed Route and DAR
performance figures and indicators are from internal
reports where available. All costs are in “actual” United
States Dollars.
2
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Note: For fixed-route services,

>$45.00 for Jovenes de
Antaño services.

Operating Cost per Passenger,
including intercity, was below
the recommended standard of
$7.00 for the fixed route
during the three fiscal years of
the Audit period averaging
$5.80. However, intercity
service average was $10.78 and
was above the $7.00 threshold
two of the three years.

Note: Due to increased costs and
reduced vehicle service hours
during the Audit period,
Operating Cost per VSH for
fixed-route services was
above the >$48.00
recommended standard for the
first and second years of the
Audit period, averaging
$45.94.3

DAR services had an
Operating Cost per Passenger
exceeding the recommended
standard of <$10.00 per
passenger for two of the three
fiscal years of the Audit period
and average $10.79 over the 3
years of the Audit.

For the DAR services,
Operating Cost per VSH was
above the >$48.00
recommended standard for the
second and third fiscal years of
the period.
By contrast, the Jovenes de
Antaño services were below
the recommended standard of
>$45.00 for the second and
third year of the Audit period,
only exceeding the standard
during the first year of the
period, FY 06/07.

Jovenes de Antaño services
also exceeded $10.00 standard
for all three years of the Audit
period, averaging $13.24. 4
Standard: Farebox Recovery Ratio—
>15% for fixed-route
services; >12% for DAR and
Jovenes de Antaño services.

Standard: Operating Cost per
Passenger) —>$7.00 for
fixed-route services; >$10.00
for DAR and Jovenes de
Antaño services.

Includes all inter-county routes as well as the general
fixed routes.

3
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Note: For fixed-route services,
including intercity, Farebox
Recovery was below the
recommended performance
standard of 15% for the first

Performance figures for individual service taken from
internal reports.

4
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year of the Audit period, but
above it for the remaining two
years.
For the DAR services, the
Ratio was just below the
performance standard of 12%
overall, but exceeded the TDA
standard of 10% for two years
during the Audit period.5
The Jovenes de Antaño
services were far below both
the performance standard of
12% and the TDA standard of
10% for all three years of the
period.
OBJECTIVE B. Increase transit usage.
Standard: Annual Ridership
Growth — Increase at same
rate as population growth for
the area.

Note:

Ridership for fixed-route
services did not meet the
recommended standard due
to a decrease in this
ridership.
The DAR services had
ridership growth that
exceeded the recommended
standard.
The Jovenes de Antaño
services did average an overall

increase in ridership growth
that outpaced the growth of
the county’s population.
However, during the final year
of the Audit period, ridership
decreased for the Jovenes de
Antaño services.
Overall, ridership growth for
the combined LTA services
exceeded the performance
standard.
Standard: Passengers per Vehicle
Service H our (VSH) —
>13.0 for fixed-route
services; >5.0 for DAR and
Jovenes de Antaño services.

Note: For fixed-route services,
including intercity, this
indicator was below the
recommended standard during
all three years of the Audit
period, averaging 8.27 PVSH.
DAR services were just
under the recommended
standard of during the three
years of the Audit period.
For Jovenes de Antaño
services, it was significantly
under the recommended
standard of 5.0.
Standard: Passengers per Vehicle
Service Mile (VSM) —>1.0
for fixed-route services; >0.5
for DAR services; >0.2 for
Jovenes de Antaño services.

Note: For fixed-route services,
Breakouts of revenue per service were not available
on FY 08/09 internal reports.

5
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recommended standard for the
two available years of data.
For the DAR services, this
indicator was below the
recommended standard for the
same two years.6
For the Jovenes de Antaño
services, the indicator was
below the recommended
standard for all three years of
the Audit period.
SRTP GOAL III: EVALUATIONS &
IMPROVEMENTS
GOAL III. Evaluate, monitor and improve
transit service on an on-going
basis.
OBJECTIVE A. On-going mandatory
enhancement.
Standard: Regularly programmed
service evaluations—at no
greater than five-year
intervals.

Note: The standard will be beneficial
to LTA. As the SRTP prior to
the 2008 SRTP was in 1995,
LTA was not frequently
enough engaging in service
evaluations.
Standard: Increased availability of
service schedules and
maps—on the buses and at

San Benito County buildings.

Note: Maps and schedules are
available per the recommended
standard set forth in the SRTP.
SRTP GOAL IV: MARKETING & OUTREACH
GOAL IV. Undertake effective marketing
outreach, and public participation.
OBJECTIVE A. Development of Marketing
Plan; implementation of
recommendations.
Standard: Actual Expenditures— a
minimum of 4% of the
annual operating budget to
marketing and public
participation.

Note: Due to limited operating
funds, the LTA has not met
this recommended standard.
OBJECTIVE B. Encourage citizen
participation.
Standard: Conduct TDA Article 8
Process.

Note: As part of the unmet needs
process, the COG, with
participation from LTA,
provides community outreach
and encourages citizen
participation.

Vehicle Service Miles were not reported by specific
service on FY 06/07 internal reports.

6
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Standard: Customer feedback
options.

Note: LTA provides multiple options
for feedback


Comment cards;



Phone;



Email.

SRTP GOAL V: COORDINATION WITH LAND
PLANNING
GOAL V. Coordinate transit system
development with community
planning and development efforts
and land-use policy.
OBJECTIVE A. Encourage inclusion of
transit in land-use policies
during the review and
approval process.
Standard: Practice involvement in
the plan/approval process.

Note: The COG, with input from
LTA, assesses service levels
and capital improvements to
be included in new
developments per the SRTP’s
recommended standard. This
was shown in the 2005

SRTP GOAL VI. COMMUNITY NEEDS
GOAL VI. Serve the transportation needs of
the community.
OBJECTIVE A. Maximize accessibility.
Standard: Geographic coverage—
equal coverage within the
populated areas.

Note: The fixed-route services
accomplish this. As the SRTP
noted, “the fixed route services cover
more populated areas, while the
DAR typically covers less populated
areas.”
Standard: Accessibility—all County
Express vehicles are
wheelchair accessible and all
transit bus stops are marked
appropriately.

Note: All County Express vehicles
are wheelchair accessible and
virtually all bus stops are
marked appropriately, per the
SRTP-recommended standard.

Regional Transportation
Plan Update as well as the
upcoming 2010 Regional
Transportation Plan Update
and the Blueprint Plan.
Additionally, LTA has worked
with retailers and the business
community to increase
accessibility to the public
transit service network.
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3. S CHEDULING , D ISPATCH &
O PERATIONS

Figure 35: DAR Daily Vehicle Assignments Board

Scheduling and dispatching are handled manually,
primarily by two dispatchers, each with more than
two decades of experience with LTA. Both
dispatchers are bi-lingual and field roughly 80%85% of reservation calls in Spanish. An additional
part-time dispatcher works between 9:00 a.m. and
2:00 p.m. on Saturday and Sunday. Dispatchers
arrive at 5:30 a.m. on weekdays to review
messages left for reservation the night before.
Dispatching is done through little cards that have
the name of the caller requesting a trip written
down, along with the origin, destination, and date
and time of pickup. Two days before service is due,
the cards are placed on a wall-mounted board
containing upcoming reservations.
Figure 34: Upcoming DAR Reservations Board

Each day’s cards are brought down and placed on a
board designed to show which trips are assigned to
which bus and the order and time in which
passengers will be collected. Dispatchers are
cognizant of the demand that wheelchairs place on
space and resources, so an effort is made to spread
riders in wheelchairs around, rather than all booked
on one vehicle.
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There are no longer any long-term subscription
trips, i.e. a trip set to routinely occur between set
origin and destination points. Riders who regularly
use the Dial-A-Ride (DAR) service must call each
time they wish to schedule a trip. Riders may make
a reservation up to two weeks in advance.
The dispatchers have a list of passengers who are
qualified for complementary paratransit services
under the Americans with Disabilities Act
(ADA). Dispatches do not ask if the trip
requested is to be an ADA trip; disabled riders
either mention it themselves or present their ADA
card to the vehicle driver. ADA passengers are
able to ride the paratransit service during all fixedroute operating hours.
The DAR service has as many as eight vehicles
out at peak times. In the early morning, there are
typically four DAR vehicles in operation. Midday,
when the fixed-route service is not operating,
there are typically six DAR vehicles in circulation.
Towards the end of the day, until closing, there
are typically two DAR vehicles in service.
General Public DAR service is available to
persons living more than 3/4 of a mile from a
fixed route bus stop M-F from 6 a.m. to 6 p.m.
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Between 11:00 a.m. and 2:00 p.m. on weekdays
and all day during weekend service hours, when
no fixed route service is available, DAR is
available to the entire general public.
Complementary ADA Paratransit service is
provided to certified passengers who live within
the 3/4 mile Fixed Route Boundary that have a
disability which prevents them from using the
fixed route service.

Jovenes de Antaño has one designated
scheduler/dispatcher, with backup provided by its
operations manager. Scheduling procedures are
simple: passengers’ names and destinations, if out
of county, are written in a daily calendar book, by
time of service reservation. These entries are
color-coded to indicate the type of service to be
provided. Additional information, such as pickup
location, is kept separately.

The dispatchers perform daily fare reconciliation
and keep daily Dispatcher’s Service Logs.

Jovenes de Antaño operates three transportation
programs: the Out-of-County Medical
Transportation and Dialysis Program, the
Senior Nutritional Runs, and the Medical and
Shopping Assistance Program.

The building and all vehicles are property of LTA.
However, all staffing and associated people are
provided by MV Transportation.

S P E C I A L IZ E D T RA N S P O RT A T IO N
S E RV IC E S
Jovenes de Antaño is a private, non-profit
company, and the transportation services it
provides under contract with LTA are separate
from those provided by MV Transportation.
Scheduling and dispatching for the Jovenes de
Antaño services are housed separately from those
provided by MV Transportation, although
maintenance and fueling are now handled at the
LTA (County Express) maintenance facility.
Figure 36: Jovenes de Antaño Scheduling Book

The Out of County Medical Transportation
and Dialysis Program runs Monday through
Saturday. On Monday, Wednesday, and Friday the
service departs between 11:00 a.m. and 11:30 a.m.
On Tuesday, Thursday, and Saturday the service
departs at 8:00 a.m. The service is in operation for
approximately five to six hours per day. Typically
passengers need to give one week’s notice for
reservations; however, some reservations can be
made in as few as two days prior to the requested
day of departure.
The Senior Nutrition Transportation Program
operates on federal funds with an LTF match.
This program operates Monday to Friday,
between 9:30 a.m. and 3:00 p.m. Passengers may
call for a reservation as late as the same day of
service, before 9:30 a.m.
The Medical and Shopping Assistance
Program operates Monday to Friday. Its service
times vary. Typically, one day of notice is required
for a reservation, but based on availability, some
reservations may be made on the service day.
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4. P ERSONNEL M AN AGEMENT &
T RAINING

Figure 38: Training Room (County Express)

As the operations contractor, MV Transportation
covers the staffing requirements. This includes all
training, salaries and benefits. MV Transportation
provides drivers with medical, dental, and 401K
benefits.
Including part-time employees and the operations
manager, MV Transportation has 18 employees
working for LTA’s County Express. In addition to
the two full-time dispatchers and the one parttime dispatcher mentioned previously, there are 14
drivers, two of whom are part-time.
Drivers are unionized with the Service
Employees International Union (SEIU) Local.
In addition to the one week of training that all
drivers receive upon hiring, drivers undergo an
ongoing safety training once every other month.
This safety training is approximately two hours
long, typically occurring on a Tuesday evening
between 6:30 p.m. and 8:30 p.m. The safety
training seminar is provided by MV
Transportation, which sends a syllabus and lesson
plan to the operations manager, who administers
the training seminar.
Figure 37: MV (County Express) Driver Training
Manual

The training seminars address a variety of topics
from disabled passengers’ needs and requirements,
to road safety, to onboard emergencies. All drivers
take core classes and various training courses,
such as a course on how to properly strap down
wheelchairs.
Paratransit drivers receive additional training,
consisting of more than 20 hours of classroom
instruction, four hours of pre-driving skills, 22
hours of on the road observation, 21 hours of
behind the wheel training, and 16 hours of cadet
driving with passengers. This accounts for more
than 83 hours of training, spaced over three
weeks.
Due to limited funds, no new drivers have been
hired in the last two years. However, at the
beginning of the Audit period, two new drivers
were hired. One driver was a former school bus
driver and the other a former FedEx driver. Each
had a commercial license and passenger
endorsement before they began working for MV
Transportation at LTA.
Prior to commencing work, drivers undergo a
reference check as well as the drug and alcohol
screening as mandated by the Federal Transit
Administration (FTA). Additionally, pull
records are obtained on each driver’s licenses
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from the California Department of Motor
Vehicles (DMV).
The current operations manager for MV
Transportation has been working with the LTA
for more than seven years, which has allowed the
manger to have a good understanding of the
service, the system’s operational needs, and the
needs of the riders.
MV Transportation has instituted nationwide
training for managers, which began after the end
of the Audit period, in February 2010. This
training consists of an approximately weeklong
meeting in which operations managers undergo
relevant training. Additionally, MV Transportation
also provides managers with online training
courses to serve as continued training and
education. In addition to the yearly weeklong
meeting and online training courses, there are
quarterly manager meetings held in San Francisco
for MV Transportation managers throughout the
west coast.

JOVENES

DE

A N T A Ñ O S E R V IC E S

The Jovenes de Antaño service has one full-time
and four part-time drivers. Four of the drivers are
registered for pull notices with the California
DMV. All drivers are subject to initial and random
drug testing. Four drivers have a Class B driver’s
license with a passenger certification. Two drivers
have a standard Class C driver’s license; these two
drivers operate the vans.
Jovenes de Antaño service drivers go over a
handbook that details their functions and outline
safety requirements. An authorized transit trainer
comes in to train the Jovenes de Antaño service
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drivers, roughly twice a year. However, there is
not a formal training scheduled currently in place.
Figure 39: Jovenes de Antaño Driver Handbook

5. A DMINISTRATION
LTA oversees the contracts with MV
Transportation for County Express services and
with Jovenes de Antaño for their services. The
LTA also oversees the general operations of
County Express and Jovenes de Antaño services.
Any complaints about either service would be
directed to LTA.

Potential claims would be handled through either
San Benito County or through MV
Transportation, depending on the nature of the
claim and claimant. The County and MV
Transportation each have their own risk
management division.
As stated, MV Transportation handles payment
and benefits to its employees. Jovenes de Antaño
also handles its own personnel payments and
benefits. Salaries and benefits of LTA employees
are handled through San Benito County’s payroll.

FINAL REPORT
APRIL 2011

SAN BENITO LOCAL TRANSPORTATION AUTHORITY
TRIENNIAL PERFORMANCE AUDIT

LTA administers all revenue and cash collection as
well as the procurement process for vehicles or
other expenses.
The maintenance and operations facility for
County Express services is owned by San Benito
Council of Governments (COG). However, San
Benito County owns the land. There is no current
contract between the COG and the County for
the use of the land.
During this Audit period, maintenance and fueling
of the vehicles for the Jovenes de Antaño
services have been done at this County Express
facility. During the prior Audit period, these were
handled privately

F A RE S
In February of 2009, toward the end of the audit
period, LTA began replacing County Express
paper tickets with multicolored aluminum
tokens. These tokens were sold in packets of ten
and came in four colors:


red for adult passengers (regular fare) to
use on the fixed-route service;



purple for students, seniors, and disabled
passengers (discounted fare) to use on the
fixed-route service;



blue for adult passengers (regular fare) to
use on the inter-county or DAR services;



green for students, seniors, and disabled
passengers (discounted fare) to use on the
inter-county or DAR services.

Table 20: Fare Structure, County Express Services

INTER-COUNTY &
DAR SERVICES

FIXED-ROUTE
SERVICES

FARE TYPE

COST

TOKEN COLOR

STAMPED/TEXTURED

Regular fare
(Adult passengers)

$8.00 for 10
($0.80 each)

RED

Large “R”
& “Fixed Route”

Discounted fare
(Students, seniors, &
disabled passengers)

$5.00 for 10
($0.50 each)

PURPLE

Large “D”
& “Fixed Route”

Regular fare
(Adult passengers)

$18.00 for 10
($1.80 each)

BLUE

Large “R”
& “County Express”

Discounted fare
(Students, seniors, &
disabled passengers)

$11.00 for 10
($1.10 each)

GREEN

Large “D”
& “County Express”
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Monthly paper passes, are still for sale and in
use primarily on the inter-county services.
The LTA ordered 5,000 tokens for approximately
$600.00 in February of 2009. These initial 5,000
tokens are still in circulation and the need has not
yet arisen for an additional order.

Figure 40: The new color-coded and differentially
embossed aluminum tokens have proven to be an
effective, resilient and less expensive fare medium.

In addition to being colored, the four different
token types are each stamped/textured on one
side with a large “R” or “D” in the center of the
token, representing the regular fare or the
discounted fare, respectively. Then they are
further stamped/textured on the same side with
either “Fixed Route” for that service, or
“County Express” for inter-county and DAR
services. The combination of these two stampings
therefore provides an additional means to
distinguish, particularly for individuals with
disabilities, whether the token is for regular fare
fixed-route service, regular fare inter-county or
DAR services, discounted fare fixed-route service,
or discounted fare inter-county or DAR services.
Additionally stamping/texturing the already
color-coded tokens was done based on
feedback provided from disabled groups in
the community. This stamped/textured marking
helps those who are unable to visually distinguish
the tokens, to do so by touch.
Tokens are approximately 1.25 inches in diameter
and between 1/10th and 1/8th of an inch thick.
Tokens are sold at both the operations center
and the LTA building in central Hollister.
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The paper tickets used before the advent of the
tokens were expensive to maintain and continually
reprint. The tokens however, are already
proving to be a less expensive fare medium, as
they are easily and repeatedly recycled to
customers with no discernable deterioration.
Figure 41: Paper Monthly Passes are still for sale and in
use, primarily on the inter-county services.

CTSA D U T IE S
Presently LTA, under appointment from the
COG Board of Directors, is the Consolidated
Transportation Service Agency (CTSA). As the
designated CTSA, LTA contracts with Jovenes de
Antaño to provide specialized services. The
contract for the specialized services has recently
gone up for competitive bidding as required by
PUC 6683.
Designating a separate CTSA entity would
help to alleviate LTA’s burden of having to
manage the CTSA in addition to all its other
work. The COG could designate a new CTSA or
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make a private agency, such as Jovenes de Antaño,
the CTSA as well as the service provider. Having
the contract subject to a competitive bidding
process would avoid any proposed conflict of
interest.

6.
M ARKETING & P UBLIC
I NFORMATION
Public outreach and marketing are crucial to
ensuring that the community is aware of the
various transit and transportation programs
available to them.
Yet the provided information must do more than
simply inform the public of the various transit
services; it must also inform them how to make
use of such transit services and the public
transportation system within San Benito County.
Funding for the marketing of LTA’s services has
been limited during the audit period, with no more
than 0.5% of the operating costs being allocated
to advertising for any fiscal year. While the budget
for other marketing endeavors, such as public
meetings and management of the website, would
be under the costs associated with staff salaries,
even when combined with the costs of
advertising, the LTA is likely not allocating more
than 2% at most, of their operating costs to their
overall marketing campaign.
Historically, transit providers spend roughly 3%
on marketing to maintain their ridership levels,
5% to grow ridership, and more than 7% if they
are introducing new services. The LTA is
currently spending under 2% of its operating
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budget on marketing and should look to increase
this expenditure as per the marketing strategy
presented in the 2008 SRTP.

C O U N T Y E XP R E SS S E RV IC E S
The current County Express website is one of
the main tools that LTA uses to make county
residents aware of the services available to them.
The website has maps, schedules, and hours of
service operation for the various services, as well
as the telephone number to call for further
information.
There are also print versions of the maps and
schedules, in a physical, portable guide.
Guides are available on all buses and at the
County building. The maps and schedules are easy
to read and understand, with color-coded routes
shown for ease of reference.
As San Benito County has a majority Hispanic
population, LTA has made its informational
materials bi-lingual, in English and Spanish,
including both its website and printed guides.
This ensures that all members of the community
are aware of the transit services.
Following the end of the Audit period, LTA
updated their maps and schedules to make them
easier to understand and more informative, as well
as more graphically pleasing. As a useful added
feature, the new maps contain popular
destinations, such as retail establishments,
educational institutions, parks, community
centers, and County buildings.
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In another useful and innovative addition, the
guides provide information about services
other than the primary fixed route service.
This is another means in which LTA is working to
make the community aware of its other services.
Bus stops throughout Hollister are another good,
indirect marking tool. Their visible presence
serves as a constant reminder to the community
about the bus service. Yet the best form of
constant advertising that LTA has at its disposal is
its buses themselves, which are clearly branded
and marked as the “County Express.” In yet
another innovation, both the bus stops and
the buses themselves include a clearly visible
telephone number on them for those who
want more information.

JOVENES

DE

A N TA Ñ O S E R V IC E S

The Jovenes de Antaño services also have a
website that lists their various services and
provides contact telephone numbers. However,
even though many of their patrons are
Hispanic, Jovenes de Antaño’s current
website is only available in English.
Jovenes de Antaño markets its services to those
likely to be in need of them, through Senior

Figure 42: The Jovenes de Antaño website is available in
English only, though materials are available in Spanish.

Public workshops are another tool LTA may
employ to involve the public in the
community’s transit. These workshops are
typically advertised on the buses and potentially
the County Express’ or the County’s website. Not
only do such workshops help to make the public
aware of the transit services and see what is being
done to improve them, they provide a venue for
the LTA to receive feedback on its services it may
not normally receive.
Figure 43: The County Express Website is available in English and Spanish.
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Centers and Community Centers in Hollister
and San Juan Bautista.

8.

Figure 44: The four-bay maintenance facility serves both
County Express and Jovenes de Antaño vehicles.

M AINTENANCE & F LEET

M A IN TE N A N C E F A C I LI TY &
P RO C E D U RE S
The four-bay maintenance facility is owned by
the COG and is located at the San Benito County
yard. Parking for County Express vehicles is at the
yard. The maintenance facility has two lifts. The
maintenance office and files are set up in the back
of the shop. The shop is clean and the files are
well-ordered. While maintenance on the building
itself is minimal, it is handled by LTA’s
Supervising Mechanic/Maintenance Manager as
needed.
The County Express operations contractor, MV
Transportation, including dispatching, work
from offices at the facility. Maintenance
communicates with dispatch to schedule vehicles
for maintenance or repair. The close proximity
helps ensure close communication, and no
issues were apparent.
During the Audit period, maintenance and fueling
for Jovenes de Antaño’s specialized transportation
services, were brought into this facility as well,
though other functions for these services continue
to be housed separately.
County Express vehicle maintenance is performed
by LTA/COG staff. LTA employs a full-time
Supervising Mechanic/Maintenance Manager
and general Heavy Equipment Mechanic.
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Figure 45: Parking for County Express vehicles is at the
maintenance facility’s bus yard.

For road calls, a mobile maintenance truck
provides resources to make simple repairs onsite
without taking the vehicle out of service. There
are typically two to four road calls per year.
Drivers perform a Daily Vehicle Inspection
(DVI) of the vehicle prior to pull-out. The DVI
forms are reviewed by the Maintenance Manager
and any safety related defects are corrected. The
DVI forms and associated work orders are kept
on hand for a minimum of 90 days, after which
they are filed. Additionally, vehicle records are
checked daily to assess millage and plan for any
upcoming Preventative Maintenance Inspections.
For County Express, Preventative Maintenance
Inspections (PMIs) are scheduled every 3,000
miles. More extensive inspections are scheduled at
6,000 miles (or 3 months), 10,000 miles (or six
months), and 20, 000 miles (or 12 months). The
PMI form provides an ongoing record of the PMI
inspections. Virtually all PMI inspection forms are
filled out by the Heavy Equipment Mechanic.
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As part of this Audit, for all three years of the
Audit period, PMI practices and records for
County Express were inspected and found to be
in compliance.
Figure 46: County Express has received continuous
“Satisfactory” ratings on CHP Inspections.

The maintenance of the County Express vehicles
has resulted in continuous “Satisfactory”
terminal ratings on California Highway Patrol
Inspection Reports (CHP reports). The quality
of the vehicle maintenance is such that no single
vehicle violation was noted for the 07/08 fiscal
year. During the other two years of the Audit
period, the few violations noted were minor and
easily corrected, such as an interior light being out.
In regard to the maintenance of drivers’ records
for the County Express, during two of the Audit
years, zero violations were noted. During the CHP
inspection from the 07/08 fiscal year, County
Express did receive a violation for not maintaining
records of drivers’ certificate restrictions.
Bus cleaning is performed by the operations
contractor. The current operations used to employ
one bus washer for this purpose. However, a bus
washer is no longer employed and drivers are
being held responsible for periodically washing the
buses. There is no formalized schedule for
washing the buses, and it appears the action is
lacking on occasion. Furthermore, the prior bus
AUDIT RESULTS
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washer was also responsible for periodic cleaning
at the bus stops, although County Express has
only two shelters. No set schedule has been
established for bus stop maintenance.

Figure 47: Bus washing facilities are available, and
drivers are now responsible for cleaning the vehicles; a
set schedule would help ensure this occurs.

JOVENES DE ANTAÑO MAINTENANCE
Maintenance procedures for Jovenes de Antaño
have changed since the prior Audit. Maintenance
is no longer being performed by an outside
contractor. Now, the facility handling the County
Express service is also handling maintenance, as
well as fueling, for the Jovenes de Antaño services.
Proper records are kept and maintenance done to
the Jovenes de Antaño vehicles is noted.
This change has resulted in noticeable
improvement in the California Highway Patrol
Inspection Reports (CHP reports). During the
prior Audit period when the maintenance of
Jovenes de Antaño vehicles was handled though
an outside contractor ( a local dealership).Tthe
CHP reports noted several instances of violations
and incomplete records, and vehicles received
“Unsatisfactory” terminal ratings on the reports.
Since Jovenes de Antaño’s maintenance has
been brought into the same maintenance
facility as County Express, its CHP inspection
reports have improved markedly.
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When Jovenes de Antaño services were first
brought under the umbrella of the County
Express maintenance facility, a CHP inspection
gave a terminal rating of “Unsatisfactory” on
7/20/07 and placed a Jovenes de Antaño vehicle
“Out of Service.” On 10/31/07, a re-inspection
took place, in which all violations were found to
be corrected and a “Satisfactory” terminal rating
was granted to the Jovenes de Antaño services.
Jovenes de Antaño has continued to receive
“Satisfactory” terminal ratings on recent CHP
reports.
Also, for two of the years of the Audit period, zero
violations were noted in CHP inspections of the
maintenance of drivers’ records. During the CHP
inspection from the 07/08 fiscal year, Jovenes de
Antaño did receive two violations in relation to
drivers’ records; one for not obtaining periodic pull
notice system reports from the California DMV, and
the other because no records were maintained of the
different types of vehicles and vehicle combinations
each driver was capable of driving.
As part of this Audit, for all three years of the period,
PMI practices and records for Jovenes de Antaño
were inspected and found to be in compliance.
Table 21: Drivers’ Record Violations, County Express &
Jovenes de Antaño

CHP

INSPECTION
YEAR
FY 06/07
FY 07/08
FY 08/09
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DRIVER’S RECORD
VIOLATIONS
County
Jovenes de
Express
Antaño
0
0
1
2
0
0

F L E E T & F U E L IN G
There are 32 vehicles being maintained at the
maintenance facility. The County Express
services use 19 of these vehicles. They primarily
use small buses with standard gasoline engines—
two of the County Express vehicles are Clean
Natural Gas (CNG) vehicles. The other vehicles
at the facility are the six vehicles used by Jovenes
de Antaño, and the seven vans for the vanpool
program.
The larger, 28-30-passenger buses are used for the
inter-county services. Smaller 12-14-passenger
buses are used for fixed-route and DAR services.
The Jovenes de Antaño buses are typically 20passenger vehicles.
Figure 48: Fueling for County Express and Jovenes de
Antaño vehicles is done on site at the maintenance
facility.

Fuel is also onsite. At the end of the day/run,
drivers fill up their vehicle by taking a “fuel key”
from the dispatcher’s office and using a keypad
that requires the physical “fuel key” as well as the
specific bus identification number and the current
mileage of the vehicle. This data is automatically
updated by a computer system that tracks each
bus’ mileage and fuel usage. This combined
fueling/tracking process provides good
information on fuel usage, and serves as a
safeguard against potential theft of fuel, as
any discrepancy would be readily noticeable
on the computer’s reports.
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Figure 49: The current fueling process, which includes
use of a key, allows tracking and serves as a safeguard.

The Jovenes de Antaño buses also fuel this way,
which allows easy tracking and invoicing of fuel
used by the specific Jovenes de Antaño vehicles.
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I V. F I N D I N G S & R E C O M M E N D A T I O N S
This section presents an overview of those issues
and concerns identified through our Audit
process. It also outlines specific strategies and
recommended solutions to address said issues.

S UMMARY OF F INDINGS
1. The San Benito County Local Transportation
Authority (LTA) provides the County Express
services, which are comprised of fixed-route,
demand-response, and intercounty public
transportation services.

P RIOR TPA
R ECOMMENDATIONS
4. The LTA has improved the efficiency and
effectiveness of its operations by
implementing or partially implementing six of
seven of the prior Audit recommendations.
4.1.

2. Through a contract with Jovenes de Antaño,
the LTA provides specialized services
including Out-of-County Medical
Transportation, Senior Citizens Nutrition
Lunch program transportation, and the
Medical and Shopping Assistance Program
transportation.

C OMPLIANCE

LTA has made significant strides
toward improving its recordkeeping.
However, although all reports are now
easily accessible, they would still
benefit from greater consistency and
clarity.
4.2.

3. The LTA complies with Transportation
Development Act (TDA) statutes and
regulations in an efficient and effective
manner and was in full compliance with TDA
rules and regulations during the Audit with
one exception.
3.1.

While the Farebox Recovery Ratio of
the County Express service was above
10% for each fiscal year, the overall
ratio for the LTA was below 10% for
all three fiscal years of the audit
period.
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Recommendation 1—Partially
Implemented: Maintain key financial
and reporting documentation and require all
contractors to maintain documentation to be
readily accessible for a minimum of four years
(or the completion of the next TPA).

Recommendation 2—Not
Implemented: Work with the fiscal and
compliance auditor to ensure all compliance
requirements for the LTA are performed and
documented in the [fiscal] audit.
The fiscal audits do not comply with
all TDA requirements in terms of
sections of the Public Utilities Code
6667. There is no information to show
that the fiscal auditor determined
whether the claimant was an entity
eligible to receive funds.

4.3.

Recommendation 3—Partially
Implemented: Include Jovenes de Antaño
performance statistics in all reporting, both
internal and external.
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LTA has made significant strides
toward improving its recordkeeping.
The Jovenes de Antaño services’
performance measures and indicators
are now calculated and reviewed
internally. Jovenes data should
continue to be available separately;
however, they should also be included
within comprehensive and consistently
prepared reports showing LTA system
performance as a whole.
4.4.

Recommendation 5—Partially
Implemented: Track performance
indicators monthly and review contractor
reports to ensure accuracy and completeness.
LTA has made substantial progress in
implementing this recommendation.
Invoices from both contractors, MV
Transportation Inc. and Jovenes de
Antaño are reviewed for accuracy and
consistency by the LTA Transit
Planner on a monthly basis. Yet, while
the internal reports are now checked
against the invoices, the internal
reports do not match the State
Controller’s Reports, nor the fiscal
audits.
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Recommendation 6—Partially
implemented: Ensure all financial and
performance data is correctly reported on the
State Controller’s Reports.
LTA has made some progress in
implementing this recommendation.
The review of LTA’s State
Controller’s Reports (SCRs) for both
County Express and Jovenes de
Antaño has shown that better
reporting of performance indicators is
occurring. However, Discrepancies
were found among the SCRs, fiscal
audits, and internal reports in all three
years of Audit period.

Recommendation 4—
Implemented: Revise fare handling and
cash management procedures to implement
additional controls.
LTA has done an admirable job of
implementing this recommendation.
LTA and the County Express
contractor, MV Transportation Inc.,
have implemented improved controls
for cash handling and reconciliation.

4.5.

4.6.

4.7.

Recommendation 7—Partially
implemented: Develop a Social Services
Transportation Coordination Plan and
evaluate the Coordinated Transportation
Services Agency designation.
LTA has made some progress in
implementing this recommendation.
COG worked with AMBAG to
develop a region-wide Social Services

Transportation Coordination Plan.
This was beneficial from a region-wide
perspective; however, it did not
provide San Benito with a localized

Social Services Transportation
Coordination Plan or a Mobility
Management Plan, and gaps appear
to exist on the local level.

P ERFORMANCE M EASURES &
I NDICATORS
5. The Performance measures were taken from
annual fiscal audits, State Controller’s
Reports, and internal reports.
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5.1.

5.2.

5.3.

Discrepancies and in some cases
incomplete data existed among the
reports. Adjustments were made when
appropriate.
The fiscal and compliance audits for
FY 2006/07, FY 2007/08, and FY
2008/09 did not document LTA
compliance with TDA requirements as
detailed in California Code of
Regulation 6667.
The Jovenes de Antaño services had
minor issues with the way Vehicle
Service Hours, Vehicle Services Miles,
and Full-Time Equivalents were
determined.

5.4.

County Express recorded
performance measures according to
TDA definitions.

5.5.

LTA’s fare collection and cash
management policies and procedures
appear appropriate for a system of its
size and scope.

6. Ridership ended the Audit period 2 % below
the record high in FY 05/06, though it
increased 1% in FY 08/09.
7. TDA performance indicators demonstrated a
decline in cost efficiency, but improvements
in cost effectiveness and service effectiveness.
7.1.

7.2.

In constant dollars, cost efficiency as
determined by Operating Costs for
LTA fluctuated during the Audit
period, but ended the Audit period
nine percent higher (unfavorable)
when compared to FY 05/06, the last
year of the prior Audit.
Although LTA’s effectiveness
(Operating Costs per Passenger,
constant dollars) increased
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unfavorably in FY 06/07, the indicator
ended the Audit period favorably, 2%
below the FY 05/06 level.
7.3.

Service effectiveness, measured by
Passengers per VSH and Passengers
per VSM, increased favorably during
the Audit period.

8. LTA’s Farebox Recovery ratio has declined
below 10 % throughout the Audit period,
although showed improvement during the last
two years of the Audit.
8.1.

The Farebox Recovery Ratio for the
County Express services was above
10% for each of the fiscal years during
the audit period.

8.2.

The Farebox Recovery Ratio for
Jovenes de Antaño services lowered
the overall LTA collective Farebox
Recovery Ratio to under 10% for the
each year of the Audit period.

F UNCTIONAL R EVIEW
G E N E RA L M A N A G E M E N T
9. The LTA Board membership is identical to
the Council of San Benito County
Governments (COG). The LTA and COG
also share staff.
10. The LTA manages two contracts for public
transportation services:
10.1.

MV Transportation Inc. for County
Express fixed-route and demandresponse service;

10.2.

Jovenes de Antaño for specialized
transportation services.
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11. The contractors’ invoices and monthly reports
are monitored on a monthly basis to ensure
accuracy and compliance.

S E RV IC E P LA N N IN G
12. The LTA completed a new Short Range
Transit Plan in 2007.
13. LTA/COG staff undertook several planning
projects to improve efficiency, effectiveness,
and productivity of transit services during the
audit period, including an updated Regional
Transportation Plan for 2010.
14. LTA has made progress in working toward
the goals recently set forth in its new 2008
SRTP.

S C H E D U L IN G , D I SP A TC H &
O P E RA TIO N S
15. LTA contracts the operation of its transit
services. The operations contractors provide
scheduling, dispatching, and personnel
management that, while not automated or
computerized, is sufficient for the needs of
the current system.

A D M IN IS T RA TIO N
16. A JPA for the formation of a CTSA was
created prior to the formation of the LTA.
The LTA is now the designated CTSA.
17. The LTA and the COG may want to review
their JPA documentation and CTSA
designation to ensure its structure is
appropriate and if claims should be filed
under Section 4.5 for the CTSA.
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M A RK E T IN G & P U B L IC
I N F O R MA TIO N
18. The LTA has a new ride guide that is more
easily understood by riders and potential
riders.
19. The LTA’s website has been updated to
provide more information to residents of the
county. The website is available in both
English and Spanish.
20. The LTA has not implemented the marketing
plan from the 2008 San Benito SRTP.
21. Information regarding the specialized services
provided by Jovenes de Antaño is difficult to
locate. Although Jovenes de Antaño now has
its own website, there is a limited amount of
information regarding the services on LTA’s
website.

M A IN TE N A N C E & F L E E T
22. The LTA employs a Supervising Mechanic
and part-time mechanic for maintenance.
23. Maintenance procedures are well done,
receiving “Satisfactory” CHP inspection
reports with few noted deficiencies.
24. Maintenance appears to be in accordance to
relevant California Vehicle Code and vehicle
manufacture requirements.

R ECOMMENDATIONS
R ECOMMENDATION 1
Develop a comprehensive marketing program.
The LTA does not have a formal marketing
program in effect and the current marketing
efforts appear to not be sufficiently funded to
grow and maintain ridership.
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While improvements have been made to the way
that the LTA markets its County Express services
by way of an updated website, ride guide, and
public meetings, the Jovenes de Antaño services
are not as well marketed to the community.
The 2008 SRTP detailed a marketing plan
consisting of five elements:
1.
2.
3.
4.
5.

Strategies;
Tactics;
Campaigns;
Timeline;
Budget.

While the SRTP was developed during a more
prosperous economic climate, the implementation
of many of the marketing aspects of the presented
plan would still be beneficial to the LTA.
The LTA should evaluate the presented marketing
plan and create a marketing program based on the
SRTP marketing plan. The marketing program
would need to account for the lower projected
funding sources than those envisioned during the
formation of the SRTP; however, the LTA should
budget their marketing expenses accordingly based
on what aspects of the marketing plan they choose
to implement.
Additionally, a quarterly review process for
marketing efforts would provide the LTA with the
ability for active review of marketing efforts as
well as an easy and continuous way to keep the
board informed of marketing efforts and the
status of the overall marketing program.

R ECOMMENDATION 2
Track on-time performance and other
performance measures of the County Express
and other LTA services.
While on-time performance has been sporadically
tracked for the County Express services in the
FINAL REPORT
APRIL 2011

past, no formal policy exists to ensure that “ontime performance” is a regularly tracked and
reported performance measure.
Although on-time performance is not a required
TDA performance measure, it is beneficial in
compiling a more complete look and assessment
of a transit service and its effectiveness to its
riders.
Through the implementation of check-sheets,
drivers would fill in the times when they leave
specific stops or radio to dispatch to inform them
of their location at certain times of the day.
Through this, the LTA could be in possession of
vital information of how efficiently their buses are
operating and if any occasional or habitual errors
are occurring.
Additional tracking by the dispatchers in regard to
the demand response services would also be
beneficial in providing more information as to the
performance of those operations. The dispatchers
of the DAR services should be routinely tracking
the following:
1.
2.
3.
4.

No Shows;
Late Cancellations:
Cancellations;
Same Day Reservations.

With very few revisions to the current operations
of the County Express’ dispatching services,
additional useful performance data could be
obtained to help LTA better understand its
system’s performance.
Continual or frequent tracking of on-time
performance is beneficial in helping to reevaluate
route schedules to ensure that the scheduled times
are feasible and attainable. Also, the tracking of
this on-time performance is helpful in comparing
passenger feedback and even ridership statics. The
LTA can more easily see if its on-time
FINDINGS & RECOMMENDATIONS
SECTION IV | PAGE 101

SAN BENITO LOCAL TRANSPORTATION AUTHORITY
TRIENNIAL PERFORMANCE AUDIT

performance is having any bearing on rider
complaints or overall ridership. Presently, the
LTA is operating in the dark regarding these
aspects of its system.

R ECOMMENDATION 3
Correctly track and ensure performance data
is accurately reported on the State Controller’s
Reports and coincides with internal reports.
The County Express’ operating costs shown on
internal reports were off from those reported on
the State Controller’s Reports, as were the fare
revenues. Furthermore, passenger counts, vehicle
revenue miles, and vehicle revenue hours are often
reported differently between State Controller’s
Reports and internal reports.
While the Jovenes de Antaño services has also
been reporting to the LTA monthly and providing
their own respective internal operating reports,
errors in the way Jovenes de Antaño reports to the
LTA were noted.
Jovenes de Antaño receives contract funds from
the LTA. Jovenes de Antaño also receives some
fare revenues from the services provided. Both
the contract funds and the received fare revenues
are used to fund the operating costs of Jovenes de
Antaño services.
On the State Controller’s Reports, in FY 06/07
Jovenes de Antaño appeared to properly cite its
operating costs as the sum of contract funds and
fare revenues. This also appeared to be the
process in FY 08/09. However, it did not appear
that this addition occurred in FY 07/08.
Furthermore, there is no record either way of how
Jovenes de Antaño’s operating costs were
accounted for.

Controller’s Reports. While a minor issue, the
Jovenes de Antaño services are not currently
calculating Vehicle Revenue Hours and Vehicle
Revenue Miles according to the TDA definition.
Currently, Jovenes de Antaño calculates the
vehicle service miles and vehicle service hours
from the time the bus first leaves the yard, rather
than from the first pick-up of the day. The added
revisions to these calculations will mean that the
Jovenes de Antaño services will be more
accurately reporting their VRHs and VRMs on the
internal reports they present to the LTA.
Jovenes de Antaño is not properly accounting for
their Full-Time Equivalent Employees, based on
the number of drivers, administrators, and the
number of hours each one has worked.
Performance Measures should be considered per
TDA requirements and on internal reports as well
as State Controller’s Reports.


Revision of Calculations of VRH;



Revision of Calculations of VRM;



Revision of Calculations of FTEs.

R ECOMMENDATION 4
Ensure all fiscal and compliance audits abide
by the relevant TDA compliance requirements
and are documented.
This is a carry-over from the prior audit
recommendations. While this recommendation is
considered to be partially implemented, several
inconsistencies were noted.
Fiscal audits performed by certified public
accountants of the county and its transportation
provider (LTA) must ensure compliance as
prescribed under TDA statutes.

Jovenes de Antaño’s vehicle revenue hours on
internal reports occasionally differ from the State
FINDINGS & RECOMMENDATIONS
SECTION IV | PAGE 102

FINAL REPORT
APRIL 2011

SAN BENITO LOCAL TRANSPORTATION AUTHORITY
TRIENNIAL PERFORMANCE AUDIT

Specifically, fiscal audits need to ensure that transit
claimants are performing the following tasks as
specified in the Public Utilities Code Section 6667:
1. Determine whether the claimant was an
entity eligible to receive the funds
allocated to it;
2. Determine whether the funds received by
the claimant pursuant to the Act were
expended in conformance with those
sections of the Act specifying the
qualifying purposes;
3. Determine whether the funds received by
the claimant pursuant to the Act were
expended in conformance with the
applicable rules, regulations and
procedures of the transportation planning
agency and in compliance with the
allocation instructions and resolutions;
4. Verify the amount of the claimant’s
operating cost for the fiscal year, the
amount of the fare revenues required to
meet the specified ratios and the amount
of the sum of fare revenues and local
support required to meet the specified
ratios;
5. Verify the maximum amount the claimant
was eligible to receive under the Act
during the fiscal year.
Presently, the fiscal audits done for the COG and
LTA by Grace & Associates Certified Public
Accountants and Consultants were done using the
standard accounting practices common and
accepted in the United States of America.
However, no note was made of an effort to apply
the required scrutiny of the LTA’s compliance in
regard to TDA requirements for any of the audits
of the three fiscal years during the audit period.
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RECOMMENDATION

5

Take the appropriate actions to maintain a
Farebox Recovery ratio above 10% for the
LTA as required by the TDA.
The Farebox Recovery ratio for the LTA as a
whole has fallen below 10% in both FY 06/07
and FY 08/09. While the County Express service
maintained a Farebox Recovery ratio of more than
10% for each of the fiscal years of the audit
period, the ratio of revenues to operating costs for
the Jovenes de Antaño services was such that it
brought LTA’s overall Farebox Recovery ratio to
under 10% for two of the three fiscal years of the
audit period.
As mentioned, the Jovenes de Antaño service’s
low Farebox Recovery ratio has brought LTA’s
overall Farebox Recovery Ratio under 10% for
two of the three fiscal years of the audit period.
The LTA needs to closely examine the operating
costs of its contractors and the associated Farebox
Recovery ratios. Furthermore, in an effort to
maintain the TDA required 10% Farebox
Recovery ratio, the LTA should consider one or
more of the following actions:
1. Determine if the operating costs of these
specialized services can be lowered so that
a smaller percentage of overall operating
costs for LTA would be allocated to these
services.
2. Assess the possibility of fare increases on
specialized services to see if an increase in
fare revenue could create a higher
Farebox Recovery Ratio both for the
specialized services and for LTA as a
whole.
3. To keep the LTA above the 10% Farebox
Recovery ratio, the LTA could look to
increase the Farebox Recovery ratio of
FINDINGS & RECOMMENDATIONS
SECTION IV | PAGE 103

SAN BENITO LOCAL TRANSPORTATION AUTHORITY
TRIENNIAL PERFORMANCE AUDIT

the County Express by either reducing
costs, or raising fares.
4. Use some combination of the above
option to create a scenario where the
LTA collectively maintains a Farebox
Recovery Ratio of more than 10% for any
given fiscal year.
5. Seek additional local or social services
funding to supplement TDA funding.
The LTA will have to ensure that as a whole they
can maintain the TDA required Farebox Recovery
Ratio to guarantee that Local Transportation
Funds and State Transit Assistance funds are
allocated to the county.
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In making this decision, the LTA also needs to
consider the benefits that are currently being
provided to the county through these specialized
services. While a reduction in the operating costs
of these specialized services may quickly and easily
solve LTA’s issue of maintaining a 10% Farebox
Recovery Ratio, the reduction in operating costs
may create public unrest and potential unmet
transit needs.
These options as well as their potential
ramifications need to be weighed by the LTA in
regard to how it chooses to proceed.
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Table 22: Summary of Triennial Performance Audit Recommendations

RECOMMENDATION

PRIORITY

RESPONSIBILITY

TIMEFRAME

1

Develop a comprehensive marketing
program.

Medium

Transit Planner/
Transportation
Planning
Manager/
Administrative
Services Officer

FY 2011/2012

2

Track on-time performance and other
performance measures of the County
Express and other LTA services.

Medium

Transit Planner/
Transportation
Planning Manager

FY 2011/2012

3

Correctly track and ensure performance
data is accurately reported on the State
Controller’s Reports.

Medium

Transit Planner

FY 2011/2012

4

Ensure all fiscal and compliance audits
abide by the relevant TDA compliance
requirements and are documented.

Medium

Transit Planner/
Transportation
Planning
Manager/
Administrative
Services Officer

FY 2011/2012

5

Take the appropriate actions to maintain a
Farebox Recovery ratio above 10% for the
LTA as required by the TDA.

High

Executive
Director/
Transit
Planner/
Transportation
Planning
Manager/
Administrative
Services Officer

First quarter
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FY 2011/2012
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