
 
 

 
 

 
 

STAFF REPORT 
 
 
 
SUBJECT: North County Transit Plan 
 
 
MEETING DATE: November 17, 2005  AGENDA ITEM: 7 B          
 
 
RECOMMENDATION: 
 
Authorize the Chair to execute a contract with Nelson/Nygaard at a not to exceed price of 
$89,880 to prepare Northern Santa Barbara County Transit Plan. 
 
 
STAFF CONTACT: Michael Powers  
 
 
SUMMARY: 
 
Preparation of a North County Regional Transit Plan was identified in SBCAG’s 2005-06 Overall 
Work Program.  A competitive, qualifications-based selection process was used to choose a 
firm to complete the plan.  Local representatives from large and small transit operators and 
Caltrans assisted SBCAG in reviewing four proposals, interviewing three firms and unanimously 
selecting the firm of Nelson\Nygaard Consulting Associates as the successful bidder. 
 
DISCUSSION: 
 
Preparation of a North County Transit Plan was approved by the board as part of SBCAG’s 
2005-06 Overall Work Program.  Staff prepared an Request of Proposal (RFP) that was release 
by your Board in August.  The purpose of the RFP is to solicit outside specialized consulting 
assistance to SBCAG and local agencies in preparing this Plan.  The RFP outlined the reasons 
why a long range strategic plan is needed to address regional transit issues in the North County 
and provides a draft scope of work to help improve interregional transit in north County.  The 
RFP was mailed to over 20 consulting firms.    
 
As of the September 29 submission date, responses were received from four firms: IBI and 
Associates, Moore and Associates, Nelson\Nygaard Consulting Associates, and Perteet.  No 
local proposals were received which was not unexpected due to the specialized nature of a 
transit performance audit; however, a local subcontractor, Lawler Consulting, was a designated 
subcontractor on the IBI team.    Estimated costs for the study varied only by 8% between all 
firms. 
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Staff from SBCAG, the Cities of Santa Maria and Lompoc, SBMTD, the County of Santa 
Barbara, and Caltrans, reviewed the proposals.  Based on this review, the committee invited 
three of the four firms to an interview: IBI, Moore and Associates, Nelson\Nygaard Consulting 
Associates.  The Perteet firm was not selected for an interview.  All the other three firms that 
were invited were interviewed.   The interview panel consisted of representatives from Santa 
Maria Area Transit, Solvang, the County, Caltrans, and SBCAG.  Two additional SBCAG staff 
served as observers and commenters.    
 
Following the interviews the committee unanimously selected the firm of Nelson\Nygaard based 
on a strong project management team, thorough technical approach, and depth of experience.  
SBCAG staff also conducted a reference check on Nelson/Nygaard by contacting three 
agencies the firm had worked for in the past to assess the quality of their work.  All agencies 
provided positive responses to questions addressing the firm’s responsiveness, quality of work, 
performance within budget, and public outreach. 
 
The proposal was responsive and within the budgeted amount of $90,000.   Sufficient funds are 
already included in the FY 2005-06 General Fund budget to cover the costs of the plan. The 
project will be funded by a combination of sources.  SBCAG was pleased to learn quite recently 
that we were awarded a discretionary 5311 (f) grant by the Division of Mass Transportation with 
the California Department of Transportation (Caltrans) in the amount of $75,000.  These funds 
will be used to pay a large portion of the costs of this project.  The remainder of the costs will be 
paid by Transportation Development Act funds from Lompoc, Santa Maria, and the County 
based on an existing agreement. 
 
According to the schedule, work on this project will begin shortly after SBCAG board approval of 
the contract and will finish within eight months, by June, 2006.  
 
SBCAG will administer the consultant contract.  Work on the plan will be reviewed and directed 
by a technical committee comprised of staff from SBCAG, the north County Transit 
representatives, the County, SBMTD, Caltrans, and San Luis Obispo County Council of 
Governments.  The Santa Barbara County Transit Advisory Council will also provide comments 
on the materials and assist in the public outreach process.  In addition, policy direction for the 
plan will be provided by SBCAG’s North County Subregional Planning Committee.  Three 
meetings with the North County Subregional Planning Committee are included in the budget.  In 
general, these meetings will take place at the initiation of the project, approximately mid-way to 
review emerging policy issues such as organizational recommendations, and, at the review of 
the draft plan, prior to public distribution. 
 
 
COMMITTEE REVIEW: 
 
As indicated above a multi-agency committee participated in the selection process. 
 
Attachments: 
 
Agreement between SBCAG and Nelson/Nygaard and  Scope of Work, Northern Santa Barbara 
County Transit Plan 
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AGREEMENT BETWEEN 

THE SANTA BARBARA COUNTY ASSOCIATION OF GOVERNMENTS 
AND 

 
NELSON/NYGAARD CONSULTING ASSOCIATES 

 
FOR 

PROFESSIONAL AND TECHNICAL SERVICES 
 
 
      THIS AGREEMENT, entered into by the Santa Barbara County Association of Governments 
(hereinafter referred to as SBCAG) and Nelson/Nygarrd Consulting Associates                        
(hereinafter referred to as CONTRACTOR). 
 
      WITNESSETH THAT: 
 
      WHEREAS, SBCAG desires to engage CONTRACTOR to render professional and technical 
services to prepare a Northern Santa Barbara County Transit Plan; 
 
      WHEREAS, CONTRACTOR has demonstrated its qualifications and willingness to provide 
the services and undertake the work hereinafter described:  
 
      NOW, THEREFORE, the parties do mutually agree as follows: 
 
Article 1 - Statement of Work   
       
      CONTRACTOR shall do, perform and conduct in a satisfactory manner, as determined by 
SBCAG, the services set forth in Appendix A, Scope of Services, of this agreement and in 
accordance with CONTRACTOR’S proposal dated September 28, 2005.  Appendix A is 
attached hereto and by reference incorporated herein and made part of this Agreement.  
CONTRACTOR’S proposal is incorporated by reference. 
 
Article 2 - Time of Performance   
       
      The services of CONTRACTOR are to commence after this Agreement has been executed 
and notice to proceed has been issued to CONTRACTOR by SBCAG.  All work described 
herein shall be completed within 9 months from the date of the notice to proceed.  
 
Article 3 - Personnel   
 
      CONTRACTOR represents that it employs, or will employ at its own expense, the personnel 
required to perform the services under this Agreement.  CONTRACTOR specifies that the 
Principal in charge and Project Manager shall be Linda Rhine and CONTRACTOR staff 
assignments listed in the CONTRACTOR’S proposal dated September 28, 2005                     
shall not be changed without the prior written consent of SBCAG. 



 

 

Article 4 - Compensation   
 
      CONTRACTOR agrees to perform for the benefit of SBCAG all of the services set forth and 
described in Appendix “A” of the Agreement.  For the performance of the services, SBCAG 
agrees to pay CONTRACTOR in accordance with the compensation set forth in Appendix "B", 
Compensation attached hereto and by reference incorporated herein and made part of this 
Agreement.  Total compensation for direct costs paid by SBCAG to CONTRACTOR shall not 
exceed $89,880.  Said compensation includes all costs for direct and indirect labor charges, 
expenses, overhead, fee and profit, as well as any work that is subcontracted.  Costs will be 
reimbursed on a time and materials basis. 
 
Article 5 - Payment   
 
      Payments made under this agreement shall be in arrears and invoices may be submitted at 
such intervals as CONTRACTOR deems practical, but no more frequently than once a month. 
Invoice amounts shall not exceed actual costs incurred by CONTRACTOR and shall be in 
proportion to the amount of work completed.  Invoices submitted by CONTRACTOR shall 
include a brief progress report.  SBCAG shall reimburse CONTRACTOR within thirty (30) days 
of receipt of an acceptable invoice.   No more than 90% of the proposed price shall be paid until 
completion of the entire study. 
 
Article 6 - Reports   
 
      Upon completion of all services, CONTRACTOR shall submit to SBCAG a final report in the 
form of a letter certifying completion of all the tasks set forth and described in Appendix A of this 
Agreement. 
 
Article 7 - Subcontractors   
 
      Subcontractors eligible to work on this project include only those subcontractors listed in the 
CONTRACTOR’S proposal dated September 28, 2005 and shall not be changed without the 
prior written consent of SBCAG. 
. 
Article 8 - Insurance   
 
      CONTRACTOR shall procure and maintain the following required insurance coverage 
during performance of this agreement: 
 

a.  Workers' Compensation Insurance with an insurance company acceptable to SBCAG.  
Statutory Workers' Compensation and employer's Liability Insurance, with limits of at 
least One Million ($1,000,000), shall cover all employees while performing any work 
incidental to the performance of this agreement. 

 
b. General and Automobile Liability Insurance with an insurance company or companies 

acceptable to SBCAG.  General Liability Insurance shall include personal injury liability 
with employee exclusion (c) deleted and shall afford coverage for all premises and 
operations of the CONTRACTOR and/or agents or subcontractors of CONTRACTOR.  
Automobile Liability Insurance shall cover all non-owned motor vehicles, which are 
operated on behalf of CONTRACTOR pursuant to activities hereunder.  SBCAG, its 
officers, employees and agents shall be named as additional insured.  The limit of 
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liability of said policy or policies for general and automobile liability shall be at least Five 
Hundred Thousand Dollars ($500,000) per occurrence combined single limit for bodily 
injury and property damage.  Personal injury coverage shall also be in the amount of at 
least Five Hundred Thousand Dollars ($500,000) per person aggregate.  Said policy or 
policies shall contain a provision or endorsement that the insurance as is afforded by this 
policy shall be primary and contributory to the full limits stated in the declarations, and if 
SBCAG has other valid and collectible insurance for a loss covered by the policy, that 
other insurance shall be excess only. 

 
Current certificates for required insurance shall be maintained at all times during performance of 
this Agreement in the SBCAG office as a condition precedent to payment by SBCAG under this 
Agreement.  Failure to comply with the insurance requirements shall place CONTRACTOR in 
default.  Upon request by SBCAG, CONTRACTOR shall provide certified copies of any 
insurance policies to SBCAG within ten (10) working days.  The policies of insurance shall 
provide that no cancellation, major change in coverage, or expiration shall be effective or occur 
until at least THIRTY (30) days after receipt of such notice by SBCAG. 
       
Article 9 - Responsibility for Claims and Liabilities   
 
      CONTRACTOR shall defend, at its sole expense, any claim or suit against the SBCAG, their 
subsidiaries, and their officials alleging injury or loss (including without limitation bodily injury, 
death, personal injury or property damage) directly resulting from the negligent acts or 
omissions of CONTRACTOR, its employees or SUBCONTRACTORS in the course of 
CONTRACTOR'S performance hereunder (and without any contributory or collateral negligence 
on the part of the above named entities, their subsidiaries, officials, contractors, agents or 
volunteers) and CONTRACTOR shall pay all costs (including reasonable legal costs) and 
damages finally awarded; provided that CONTRACTOR is given prompt written notice of such 
claim or suit and, further, that CONTRACTOR shall be given necessary information, reasonable 
assistance, and the sole authority to defend or settle such claim or suit. 
 
Article 10 - Assignability   
 
      Without the written consent of SBCAG, this agreement is not assignable by contract either in 
whole or in part. 
  
Article 11 - Termination of Contract for Cause   
 
      If, through any cause, CONTRACTOR shall fail to fulfill in a timely and proper manner its 
obligations under this contract, or if CONTRACTOR violates any of the covenants, agreements, 
or stipulations of this Agreement and fails to cure or correct such failure or violation within 15 
days of written notice of the same, SBCAG shall thereupon have the right to terminate this 
contract by giving written notice to CONTRACTOR of such termination and specifying the 
effective date thereof, at least five (5) days before the effective date of such termination.  In that 
event, all finished and unfinished documents, data, studies, and reports prepared by 
CONTRACTOR shall, at the option of SBCAG, become its property, and CONTRACTOR shall 
be entitled to receive just and equitable compensation for any satisfactory work completed on 
such documents and other materials.  
 
Notwithstanding the above, CONTRACTOR shall not be relieved of liability to SBCAG for 
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damages sustained by SBCAG by virtue of any breach of the contract by CONTRACTOR. 
 
Article 12 - Termination of Contract for Convenience    
 
      SBCAG may terminate this contract at any time by giving written notice to CONTRACTOR 
of such termination.  The date of termination shall be the date of notice of termination.  In that 
event, all finished or unfinished documents and other materials shall, at the option of SBCAG, 
become its property.  If the contract is terminated by SBCAG as provided herein, 
CONTRACTOR shall be paid an amount which bears the same ratio to the total compensation 
as the services actually performed bear to the total services of CONTRACTOR covered by this 
contract, less payments of compensation previously made. 
 
Article 13 - Contract Changes   
 
      SBCAG may, from time to time, require changes in the scope of the services 
CONTRACTOR is to perform or changes in other Articles of this Agreement, including any 
increases or decreases in the amount of CONTRACTOR'S compensation.  Such changes which 
are mutually agreed upon by and between SBCAG and CONTRACTOR shall be incorporated in 
written amendments to this contract.  No oral understanding or agreement not incorporated 
herein shall be binding on any of the parties hereto.  Amendments inconsistent with the 
provisions and intent of this Agreement may not be utilized. 
 
Article 14 - Access to Records   
 
      CONTRACTOR agrees to maintain all books, documents, papers, accounting records, and 
other evidence pertaining to costs incurred including support data for cost proposals and to 
make such material available at their respective offices at all reasonable times during the 
contract period, and for four (4) years from the date of final payment under the contract, for 
inspection by any authorized representative of SBCAG.  Copies of such material shall be 
furnished if requested. 
  
Article 15 - Contractor Warrant   
 
      CONTRACTOR warrants that he has not employed or retained any company or persons, 
other than a bona fide employee working solely for CONTRACTOR, to solicit or secure this 
contract, and that he has not paid or agreed to pay any company or person, other than a bona 
fide employee working solely for CONTRACTOR, any fee, commission, percentage, brokerage 
fee, gifts, or other consideration, contingent upon or resulting from the award or making of this 
contract.  For breach or violation of this warranty, SBCAG shall have the right to annul this 
contract without liability, or otherwise recover, the full amount of such fee, commission, 
percentage, brokerage fee, and gift or contingent fee. 
 
Article 16 - Equal Employment Opportunity and Nondiscrimination    
 
      CONTRACTOR shall comply with Title VI of the Civil Rights Act of 1964, as amended, and 
with the provisions contained in 49 CFR 21 through Appendix C and 23 CFR 710.405(b).  
During the performance of this Agreement, the CONTRACTOR, for itself, its assignees and 
successors in interest agrees as follows: 
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A. Compliance with Regulations:  CONTRACTOR shall comply with the regulations relative 
to nondiscrimination in federally-assisted programs of the Department of Transportation 
(hereinafter, "DOT") Title 49, Code of Federal Regulations, Part 21, as they may be 
amended from time to time (hereinafter referred to as the Regulations), which are herein 
incorporated by reference and made a part of this contract. 

 
B. Nondiscrimination:  The CONTRACTOR or subcontractor shall not discriminate on the 

basis of race, color, national origin, or sex in the performance of this contract.  The 
CONTRACTOR shall carry out applicable requirements of 49 CFR part 26 in the award 
and administration of DOT-assisted contracts.  Failure by the contractor to carry out 
these requirements is a material breach of this contract, which may result in the 
termination of this contract or such other remedy as recipient deems appropriate. 
CONTRACTOR, with regard to the work performed by it during the agreement, shall not 
discriminate on the grounds of race, religion, color, sex, age or national origin in the 
selection or retention of subcontractors, including procurement of materials and leases 
of equipment.  CONTRACTOR shall not participate either directly or indirectly in the 
discrimination prohibited by Section 21.5 of the Regulations, including employment 
practices when the contract covers a program set forth in Appendix B of the regulations.   

 
C. Solicitations for Subcontractors, including Procurement of Materials and Equipment:  In 

all solicitations either by competitive bidding or negotiations made by CONTRACTOR for 
work to be performed under the subcontract, including procurement of materials or 
leases of equipment, each potential subcontractor or supplier shall be notified by 
CONTRACTOR of CONTRACTOR'S obligations under this agreement, and the 
Regulations relative to nondiscrimination on the grounds of race, religion, color, sex, age 
or national origin. 

  
D. Information and Reports:  CONTRACTOR shall provide all information and reports 

required by the Regulations or directives issued pursuant thereto, and shall permit 
access to its books, records, accounts, other sources of information, and its facilities as 
may be determined by SBCAG to be pertinent to ascertain compliance with such 
Regulations, orders and instructions.  Where any information required of a 
CONTRACTOR is in the exclusive possession of another who fails or refuses to furnish 
this information, CONTRACTOR shall so certify to SBCAG, and shall set forth what 
efforts it has made to obtain the information. 

 
E. Sanctions for Noncompliance:  In the event of CONTRACTOR's noncompliance with the 

nondiscrimination provisions of this Agreement, SBCAG shall impose such contract 
sanctions as it may determine to be appropriate, including, but not limited to: 

 
1. Withholding of payments to CONTRACTOR under this Agreement until 

CONTRACTOR complies, and/or 
 

2. Cancellation, termination or suspension of the Agreement in whole or in part. 
 
F. Satisfactory Performance: The prime contractor agrees to pay each subcontractor under 

this prime contract for satisfactory performance of its contract no later than 10 days from 
the receipt of each payment the prime contractor receives from SBCAG. Any delay or 
postponement of payment from the above referenced time frame may occur only for 



 
 

 8

good cause following written approval of SBCAG.  This clause applies to both DBE and 
non-DBE subcontractors 

 

G. Prompt Payment 
 
 Prompt Progress Payment to Subcontractors 
 

A prime contractor or subcontractor shall pay to any subcontractor not later than 10 days 
of receipt of each progress payment in accordance with provisions in Section 7108.5 of 
the California Business and Professions Code concerning prompt payment to 
subcontractors.  The 10 days is applicable unless a longer period is agreed to in writing.  
Any delay or postponement of payment over 30 days may take place only for good 
cause and with the agency’s prior written approval.  Any violation of Section 7108.5 shall 
subject the violating contractor or subcontractor to the penalties, sanctions, and other 
remedies of that section.  This requirement shall not be construed to limit or impair any 
contractual, administrative, or judicial remedies otherwise available to the contractor or 
subcontractor in the event of a dispute involving late payment, or nonpayment by the 
contractor, or deficient subcontractor performance, or noncompliance by a 
subcontractor.  This clause applies to both DBE and non-DBE subcontractors. 

 
Prompt Payment Of Withheld To Subcontractors 

 
The agency shall hold retainage from the prime contractor and shall make prompt and 
regular incremental acceptances of portions, as determined by the agency of the 
contract work and pay retainage to the prime contractor based on these acceptances.   
The prime contractor or subcontractor shall return all monies withheld in retention from 
all subcontractors within 30 days after receiving payment for work satisfactorily 
completed and accepted including incremental acceptances of portions of the contract 
work by the agency.  Any delay or postponement of payment may take place only for 
good cause and with the agency’s prior written approval.  Any violation of these 
provisions shall subject the violating contractor or subcontractor to the penalties, 
sanctions, and other remedies specified in Section 7108.5 of the California Business and 
Professions Code.  This requirement shall not be construed to limit or impair any 
contractual, administrative, or judicial remedies otherwise available to the prime 
contractor or subcontractor in the event of a dispute involving late payment, or 
nonpayment by the contractor, or deficient subcontractors performance, or 
noncompliance by a subcontractor.  This clause applies to both DBE and non-DBE 
subcontractors. 

 
 
H. Incorporation of Provisions:  The Consultant shall include the provisions of Article 16 (A) 

through (G) of this Agreement term in every subcontract, including procurement of 
materials and leases of equipment, unless exempt from the regulations, or directives 
issued pursuant thereto.  CONTRACTOR shall take such action with respect to any 
subcontract or procurement as SBCAG may direct as a means of enforcing such 
provisions including sanctions for noncompliance.  However, in the event 
CONTRACTOR becomes involved in, or is threatened with, litigation with a 
subcontractor or supplier as a result of such direction, CONTRACTOR may request 
SBCAG to enter into such litigation to protect the interests of SBCAG, and in addition, 
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CONTRACTOR may request the United States to enter into such litigation to protect the 
interests of the United States. 

  

Article 17 – Ownership of Documents and Data 
 
      All documents, a record, software, reports, or other data developed by CONTRACTOR shall 
become the property of SBCAG when prepared, whether delivered to SBCAG or not. 

 

Article 18 – Severability 
 

      In the event that any of the provisions, or portions or applications thereof of this Agreement 
are held to be unenforceable or invalid by any court of competent jurisdiction, SBCAG and 
CONSULTANT shall negotiate an equitable adjustment in the provisions of this Agreement, and 
the validity and enforceability of the remaining provisions or portions or applications thereof shall 
not be affected thereby. 

 

 

Article 19 – Notices 
 
      Any notices required or permitted to be given pursuant to this agreement shall be given to 
the following: 
 
 To SBCAG:  Santa Barbara County Association of Governments 
    260 N. San Antonio Rd., Ste. B 
    Santa Barbara, CA  93110-1315 
    Attention:  Michael Powers, Deputy Director 
 
 To CONTRACTOR: Nelson Nygaard Consulting Associates    
    Suite 1300  

785 Market Street 
San Francisco, CA. 94103 

               Attention: Linda Rhine 
 

IN WITNESS WHEREOF, SBCAG and CONTRACTOR have executed this agreement. 
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SANTA BARBARA COUNTY CONTRACTOR 
ASSOCIATION OF GOVERNMENTS     
 
 
       _________________________________ 
Chair, SBCAG 
      
Date:__________________________ Date:___________________________  

   
 
        
Jim Kemp     APPROVED AS TO FORM: 
Executive Director 
 
Date:      __________________________________ 

Kevin Ready, Sr.,  
Deputy County Counsel 
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Appendix A 

Scope of Work 
We have outlined a scope of work to prepare the Northern Santa Barbara 
County Transit Plan.  The scope of work follows the tasks outlined in the 
RFP and includes two additional tasks: (1) conduct a peer review and (2) 
develop project goals and objectives.  A comparison of the tasks in the 
RFP and the Nelson\Nygaard work scope is shown in following figure.  A 
summary of deliverables and on-site meetings is presented at the 
conclusion of the work scope. 

Figure 1 Scope of Work 

RFP Workscope Nelson\Nygaard Workscope 
Corresponding Tasks 

No.  Task Description No. Task Description 
1 Project Management 1 Project Management 
2 Data Gathering 2 Data Gathering 
  3 Peer Review 
3 Ridership Forecasts 4 Ridership Forecasts 
4 Public Scoping 5 Public Scoping 
  6 Develop Goals, Objectives 
5 Draft Transit Service Plan 7 Draft Transit Service Plan 
6 Draft Plan Review 8 Draft Plan Review 
7 Final Transit Plan 9 Final Transit Plan 
8 Additional Work Task Shown Above as Tasks 3 and 6 
 

Task 1 Project Management and Administration 
Objective:  To establish the communication protocol with the Project 
Manager, Technical Advisory Committee and other committees and 
agencies; and finalize procedures to ensure efficient project 
management, quality control and schedule adherence.  

Task 1.1 Kick-Off Meeting with Key Staff 

We will meet with key staff from SBCAG for a kick-off meeting to discuss 
major study issues, to clarify project timelines, define deliverable work 
products, and plan committee and public scoping meetings.  Project roles 
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and responsibilities will be clarified and we will agree on a protocol for 
communication with the SBCAG Project Manager.  This meeting will also 
provide an opportunity to begin collecting background data.  We will send 
a list of data needs in advance of our kick-off meeting.  

Task 1.2 Meetings with Advisory Committees, Agencies and the SBCAG 
Board  

This task is to conduct face-to-face meetings with several committees at 
key milestones in the study process.  Our experience with intercity transit 
coordination plans is that is very difficult at the start of a study to identify 
the “best times” to meet with all key players and stakeholders. However, 
there are clearly identifiable times when we would want to meet with the 
Technical Advisory Committee (TAC), such as during the data-gathering 
phase and when developing organizational alternatives for service 
delivery and oversight.  Meetings with other committees and agencies 
would likely occur after completing deliverables to present key findings 
and obtain input and feedback.  During our kick-off meeting, we would 
discuss timeframes for meetings.  We may agree on some exact dates for 
committees and groups in the first three months of the study, and agree 
on a “dynamic” approach for meetings later in the study to maximize 
flexibility.  Our commitment to on-site meetings is as follows: 

 A minimum of four meetings with the TAC 

 Three meetings with the Santa Barbara County Transit Advisory 
Council  

 Three meetings with the North County Sub-Regional Planning 
Committee  

 Three presentations for local agencies  

 One presentation to the SBCAG Board of Directors on the final 
report and recommendations 

Task 1.3 Project Management 

The Project Manager will monitor progress and expenses, ensure all 
products meet quality control standards, keep in communication with the 
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SBCAG Project Manager and respond to any issues that come up through 
the course of the project.  She will submit monthly progress reports and 
invoices using our project management and budgeting software called 
MAS 90.  She will also prepare TAC meeting agendas and summaries, and 
other documentation as appropriate.    

The consultant understands that the state intends to proceed with a year 
long rural bus study interviewing agencies and determining where there 
are gaps in rural connectivity and how best to fill those gaps.  The 
consultant will endeavor to coordinate our efforts with the state study to 
the extent possible. However, the consultant understands DOT has 
not gone out to bid on a contract for this study and that final approval of 
the scope of work within DMT is still pending.  In fact, it may be possible 
that by the time the state study is underway, the North County Plan could 
be completed. If this is the case the plan approval will not be delayed 
pending completion of this other study.  

Task 2 Preliminary Coordination, Data Gathering, and Identification 
of Service Parameters 
Objective:  To develop a comprehensive inventory of transit services in 
North County including public transit, commuter and specialized services, 
and private transportation services.  It is important to document service 
characteristics and performance (for different types of service), the 
operating environment, organizational structure, emerging transit needs 
and other relevant information. This element of the study will also include 
interviews with transportation agency representatives and key 
stakeholders to understand a cross section of opinions about existing 
services.  This task has five sub-tasks described below.  

Task 2.1 Service Descriptions and Performance 

All of the transportation services will be described and a summary of 
their performance over the past five years will be prepared.  This analysis 
will include the traditional measurements, including costs, service hours 
and miles, ridership, passengers per hour, subsidy per passenger, etc.  It 
will also include an inventory of fleets and facilities, and an evaluation of 
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their financial and capital plan, funding outlook (with Measure D 
reauthorization), marketing strategies and service requests and transit 
needs. We will pay special attention to the transfer opportunities and 
service coordination “connections” in North County and connections to 
adjacent areas outside the county such as Ventura and San Luis Obispo 
counties.   We will develop a matrix that will identify fares for each of the 
services and all adjacent services with which they connect.  It will also 
identify transfer points, schedule coordination, and any fare coordination 
or transfer agreements in place.   

We will initiate this task by preparing a map displaying all of the transit 
services in the county including both fixed route and commuter services, 
and service coverage areas for demand response services.  It will also call 
out the major trip generators to show major activities that are well served 
and those that may benefit from enhanced service.  The map will also 
delineate where services overlap, and identify service coverage gaps.  
Other maps will be prepared to identify major facilities and transfer 
locations.  

Task 2.2 Staffing and Organizational Structure 

The organization and staffing component defines how services are 
structured and staffed. Of particular importance in this sub-task are 
organizational structure and staffing levels, capacity, reporting 
relationships, personnel ratios, and leadership. We will document these 
elements for each transportation service.  This will provide us with a 
“baseline” from which to identify and evaluate alternative organizational 
and institutional arrangements.  

Task 2.3 Trip Generators and Origin-Destination Data 

We will document all trip generators in North County and Southern San 
Luis Obispo County including major employers, schools, hospitals, senior 
citizen centers, etc.  We will present this information on a map with 
overlays of existing transit services to demonstrate the level and type of 
current transit services.  The identification of service gaps, based on the 
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analysis, will also provide useful information about where transit services 
might be needed in both the short-term and long-term. 

Task 2.4 Land Use Data and Mapping  

Nelson\Nygaard will identify, analyze, and map key data sets that will 
guide this long-range transit planning process.  Major demographic, 
economic, and transportation trends identified in this task will include 
both current and long-range conditions.  We will rely on Census data and 
other information that is relevant for this sub-task.  The emerging inter-
city travel needs between rural and urban areas and between North 
County communities and San Luis Obispo County is projected to result in 
increased demand for intercity transit services.  As part of this task we 
will document a wide variety of travel needs and patterns including 
commuter service, lifeline service, general mobility between towns, cities 
and rural areas, connections to adjacent counties, farm worker transport 
to agricultural fields and other identified needs.  This information will be 
obtained primarily through existing documents such as the Annual 
Transit Needs Assessments, the 2001 Travel Trends Report, SRTPs, the 
2002 Commute Profile, and other SBCAG and transit agency documents 
and reports.   

The mapping of information by our GIS department will be an important 
element of this plan.  Nelson\Nygaard’s approach to visually depict 
relevant data has been refined through years of experience working on 
major long-range transit plans to ensure that the information can be 
easily conveyed to advisory committees, policy board members and 
members of the general public.  In this task we will work closely with 
SBCAG’s GIS staff to create maps that portray vital demographic 
information for North County.   

Task 2.5 Conduct Stakeholder Interviews   

The purpose of this sub-task is to conduct a series of one-on-one 
confidential stakeholder interviews to lay the groundwork and give us a 
more comprehensive context for this regional plan. This will allow transit 
agency representatives and other key stakeholders to speak “off the 
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record” and will allow the interviewer to explore the perceptions of how 
local and regional services are currently functioning in-depth.  This will 
“put on the table” difficult or controversial issues that agency 
representatives might not otherwise want to raise in a more formal group 
setting. Up to 20 individuals will be interviewed.  Most interviews will be 
in person, although in the interest of time and resources, some people 
may be interviewed as a group.  Other interviews may be completed by 
telephone.  Prior to the interviews, the team will develop an Interview 
Guide and review it with the SBCAG Project Manager.  The interview will 
be designed in such a way as to solicit information, which responds to 
core questions, but also allows for open-ended conversation. Some of the 
topics to be covered are: 

 Perceptions about strengths/weaknesses in the current systems 

 High priority future needs in North County  

 Likely benefits of improving regional transit services 

 Top three priorities for improving regional transit services 

 Major constraints in enhancing local and regional services and 
connections 

 Any essential elements to support this long-range regional transit 
plan?  

Task 3  Conduct Peer Review (Additional Work Task) 
Objective:   To learn about how other regions have provided intercity and 
regional transit services with emphasis on service delivery, coordination, 
performance and organizational structure.  

We believe this additional task will benefit this work plan by providing 
context for the regional service plan and by sharing “best practices” for 
delivery and administration of intercity and regional transit services.  We 
will conduct a review, including in-depth personal interviews, of five peer 
agencies/programs that have addressed inter-city transit services and 
strategies for delivering them. We will seek peers that include 
transportation programs with a variety of governance systems including 
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transit districts; joint powers agreements, consortiums, nonprofits, etc.  
We will select services and/or programs that are similar in size and 
character to services in Northern Santa Barbara County.  We will work with 
SBCAG staff and the TAC to help identify cases of special interest.  

An initial list of candidates will be reviewed at the start of this task, 
including a detailed interview guide that will be finalized prior to the start 
of this task. To the extent possible, the selected peers will include 
agencies with which we have personal knowledge and professional 
contacts, to allow for in-depth personal interviews.  

A preliminary list of questions/issues to be explored will likely include 
the following:  

 The number of systems operating within a county (region) 

 Overview of services provided  

 Process and/or strategy for deciding on lead agency for service 
delivery 

 County population, demographics and geography 

 Total transit ridership, costs, revenues and performance measures 
(benchmarks)  

 Fares and fare policy 

 Fleet and facility information  

 Information about cost-sharing, transfer agreements, and service 
coordination 

 Administrative and oversight responsibility  

We will describe each of the peer counties and their transit services, and 
summarize all of the findings in a comprehensive comparative matrix. 

Task 4 Prepare Regional Transit Ridership Forecasts 
Objective: To project realistic mid term and long term ridership 
forecasts by service type and service area using available data and 
realistic assumptions 
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Projecting transit ridership is more of an art than a science and there is 
no universally accepted methodology (especially for low density counties 
and small transit systems).  For this study Nelson\Nygaard will utilize its 
own internally developed MS Excel based forecasting model based on our 
“real world” experience.  

We will begin by documenting our methodology in a Technical 
Memorandum that we will review with SBCAG.  Based on feedback and 
direction, we will revise or refine our methodology before we proceed 
with its application.   

Our model utilizes information collected from a variety of sources 
including: 

 Existing transit ridership patterns  

 Census Data (seniors, households with no automobile, low-income, 
etc) 

 Population density  

 Population forecasts 

 Peer Review (ridership patterns from 3 to 5 comparable systems) 

 Transit ridership forecasts through SBCAG’s Travel Demand Model 

 Other available data from forecasts reports through SBCAG  

We will estimate the ridership for the recommended service plan by using 
the model output and applying a variety of sensitivity factors such as: 

 Fare changes: Yes or No 

 Changes in walking distance to transit (order of magnitude) 

 Connectivity with other services (location and amount of transfer 
time) 

 Changes in frequency/headways (more or less frequent than 
existing services) 

 Time frame for changes (short term vs. long term) 
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Because ridership forecasts are estimates, our output would present a 
range (low-high) rather than a definitive number.   

Task 5 Public Scoping 
Objective:  To solicit public input on transit needs and major 
issues/concerns with respect to North County transportation services  

We believe that public opinion provides critical input in developing a 
transit plan.  Our experience has shown that without a good 
understanding of the public’s attitudes and opinions about current and 
future transportation services, needs and issues, public acceptance of the 
plan will be challenging.  We also know that it can be difficult to attract 
the public to meetings if they do not see an immediate need or change in 
the status quo.  For this reason, we are suggesting optional strategies for 
securing public opinion.   We propose to solicit public input into the 
planning process via one of the following strategies: 

1. Open House/Workshops. We propose to host two public open 
house workshops (exact times and locations to be determined).   
These meetings would be open to the public and would likely be 
attended by existing transit users and nonusers. This format offers 
an open and comfortable environment for all participants. Most 
importantly, the format allows participants to collect information 
about existing services and be heard without sitting through an 
entire meeting. We have successfully used the open house format 
for many other similar projects. To promote these meetings, we 
will work with SBCAG to prepare flyers and other publicity 
materials. 

2. “Piggyback” on Scheduled Meetings.  Working with SBCAG and the 
TAC, we would identify regularly scheduled organizational, agency 
or special interest group meetings that could add transportation to 
their meeting agenda. Our role would be to give an overview of the 
study and solicit feedback on transit needs, issues and priorities in 
North County. To the extent that multiple meetings can be 
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scheduled on the same day or consecutive days, we could attend 
more meetings. 

3. Additional Outreach. We believe it may be valuable to employ other 
outreach activities to reach traditionally under-represented groups.  
With SBCAG and the TAC assistance, we would identify events, fairs 
and other popular activities where we would be able to establish 
mini-stations and interact with members of the public.  These 
could include shopping centers, flea markets, farmer’s markets, 
churches, or other places where we would have access to people in 
an informal setting.   We would set up attractive posters, provide 
flyers for distribution, and be available for informal communication 
with the public. People will be asked to provide us feedback on 
their transit needs, issues and priorities.   

We will work with SBCAG and the TAC staff to identify the most 
appropriate strategy for soliciting public input early in the study process.  
Regardless of the venue, we will ask for participants to provide their 
address or email to build a mailing list to invite them to the public 
workshop (Task 8) on the Draft Plan. 

Task 6 Develop Goals, Objectives and Performance Measures  
Objective:  To develop goals, objectives and performance measures to 
guide the development of a long transit plan for Northern Santa Barbara 
County.  

Although most of the North County services have their own goals, 
objectives and performance standards that are relevant for individual 
services, this task is to develop a set of regional goals, objectives and 
performance measures for the Regional Long-Range Transit Plan.  We will 
develop a draft set of goals and objectives based on feedback from the 
TAC and information gathered from the stakeholder interviews.  The 
goals and objectives will be designed as follows: 

 Provide policy direction for the Long-Range Transit Plan. 
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 Provide a means to evaluate long-range service scenarios and 
alternative management options. 

 Be responsive to individual transit agencies and other interested 
stakeholders. 

 Be clearly defined and quantified to the extent possible.  

 Be simple and easy to administer. 

While goals and objectives are broad in nature, performance measures 
are more precise.  Key questions to consider when developing 
performance measures and standards are: 

 Should performance standards be absolute or relative?  Should they 
be established as definite minimum or maximum thresholds for 
acceptable performance?  

 Should there be separate performance standards for the services in 
particular communities or by service mode? 

 Should there be a single standard for each performance measure or 
a continuum of performance?  Some agencies utilize categories 
rather than defined thresholds, such as unsatisfactory, marginal, 
satisfactory, and superior.   

 How should new services be treated?  If the standard for a new 
route or service is the same as for existing routes and services, this 
has a definite bearing on the viability of new services.  Many 
systems allow new routes a grace period of six months to two years 
to attain an acceptable level of performance.   

It should be noted that there are no right or wrong answers to these 
questions.  These issues are highlighted only to confirm that our 
approach will be to seek locally accepted performance measures and 
standards from a wide range of possibilities. 
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Task 7 Develop Draft Transit Service Plan 
Objective: To develop a long-range draft service plan that addresses 
intra-city and intercity transit needs, is consistent with the plan’s goals 
and objectives, and supported by all key stakeholders.  

Building on all previous tasks, we will develop a Draft Transit Service Plan 
by conducting the following eight sub-tasks. Many of these tasks will 
take place concurrently because administrative alternatives may affect 
service options; funding preferences may result in different 
administrative alternatives; and the proposed route network will affect 
how services should be marketed.   

Task 7.1 Define Service Plan Alternatives 

We recognize that North Santa Barbara County has a number of 
successful services meeting both local and regional transit needs.  Our 
approach in defining service alternatives is to look at how these services 
can be better connected and coordinated, building upon the strengths of 
the existing transit network and addressing any weaknesses.  We will 
work with local staff to initially define up to three conceptual alternatives 
to be studied.  

We anticipate these alternatives to represent different scales of 
coordinated service delivery. For example, one alternative might focus on 
eliminating service duplication and suggest how current providers might 
expand their services to offer more coverage.  Another alternative may 
show more extensive service changes, assuming a very high level of 
service coordination or even consolidation.   The alternatives will be 
defined by key characteristics such as service mode (fixed route, route 
deviation, demand response, flex-route), service level (span, frequency), 
and resource level (annual service hours, cost, peak buses).   We will flesh 
out up to two recommended structures in detail and provide maps, charts 
and narrative including: 

 Route maps showing new and existing routes or route alignments  



 13

 Conceptual regional route schedules including frequencies, service 
span, running times, connections and transfer times 

 Alternative service delivery types, if appropriate  

 Coordination and transfers between local and inter-city services, as 
appropriate 

 Operating cost estimates in terms of annual revenue hours 

 Vehicle and facility requirements (transfer facilities, shelters, Park 
and Ride locations, etc) 

 Ridership estimates 

 Effectiveness in meeting transit service goals 

In addition, the description will address various issues including 
geographical equity, environmental justice, and integration with local 
land use plans.  We will also address the plan’s ability to meet growing 
transit needs such as commuter service between North County and the 
South Coast; connections between bus, rail (Amtrak and Metrolink) and 
airports; service between urban and rural areas; transportation for farm 
workers to agricultural fields; and other operational and service 
enhancements.   

Task 7.2 Develop Fare Policies and Strategies  

Each of the transit services in North County has a distinct fare structure, 
pre-paid fare instruments and a set of fare policies. In developing a 
Long-Range Regional Transit Plan, a key question arises:  What should 
fares be? While the ideal arrangement might be a universal fare for all 
systems, we understand there are many complicated and highly sensitive 
issues associated with this laudable goal.  Our approach to this subtask is 
to review the level of interagency transferring and suggest a strategy for 
North County transit operators that will maintain local fares and enhance 
fare integration.  This could include short-term actions as well as longer-
term considerations. Key questions to ask when evaluating fare options 
include: 
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 What is a “fair” price for local (inter-city and inter-county) trips? 

 Should fares vary by distance? 

 If yes, how much more should an intercity trip cost? 

 What is the best method for handling local and regional transfers? 

 Should discounts be available to students?   

 Should tickets and unlimited monthly passes be offered on fixed 
route services only? Or should these instruments also be available 
to demand response passengers? What about rail service? 

These and other issues will be explored to ensure that a recommended 
short- and long-term fare structure is equitable, easy to understand from 
the passengers’ and drivers’ perspective, and maximizes farebox 
revenues. The options we will explore could include a series of “fare 
zones” to accommodate local and long distance trips or other alternatives 
to address fare equity.   

Task 7.3 Identify and Evaluate Organizational Options  

We will initiate this task by exploring in detail the following preliminary 
options. The range of options will be fully described together with a 
discussion of the pros and cons of each.  

 Status Quo and Variations - Each service would continue to be 
locally administered as they are today with one agency assuming a 
lead role for new services. We would also identify variations on the 
status quo.   

 Enhanced Cooperation – The agencies would work together to 
achieve specific objectives, such as joint vehicle procurement, fuel 
purchasing, parts procurement, and provision of customer 
information.  

 Integration – This could include integration of the administrative 
functions and integration of vehicle maintenance under one 
agency. 
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 Joint Powers Agency or Transit Authority – This would be 
established to run and administer all services in North County. The 
personnel of a Joint Powers Agency could have varying levels of 
separation from the existing governments. 

 Transit District – This would establish a new special district with its 
own taxing authority.  Governance could be appointed (common) or 
elected (rare).  Personnel could be totally segregated from other 
local government agencies, or could “share hats.” This alternative 
has substantial institutional strengths, as well as political risks. 

 Municipal Operation – One of the existing jurisdictions would 
operate service rather than a central authority.  This could include 
devolution of parts of the system (demand response for instance) 
to a purely local level.  This alternative may merit only cursory 
investigation, depending on the interest of members of the TAC.   

We will rely on information obtained through stakeholder interviews as 
input for this task and on the peer review for how other regions have 
dealt with organizational issues.  Our approach to this sub-task is to 
consider short-term options as well as longer term considerations.  Based 
on our experience with other regional plans, we understand this is a 
controversial issue and we will approach it from a very practical and 
realistic perspective and be mindful of local sensitivities.   

Task 7.4 Develop Coordinated Marketing Plan 

Nelson\Nygaard has worked with dozens of transit operators and 
special-needs transportation programs to market their services. 
Nelson\Nygaard's marketing efforts include system identity and 
information programs, niche marketing, special promotions and event 
sponsorship. Our marketing staff has produced numerous transit 
brochures, planned conferences and promotional events, provided 
telephone information services, worked on web sites and on-line 
information kiosks, and developed advertisements. 

We will develop a marketing plan to support the North County Transit 
Plan, based on input from stakeholders, SBCAG staff, the TAC and the 
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public.  The goal of the Plan is to increase awareness and build support 
for local and regional services.  This plan will identify long-term 
strategies for branding the services through logo development, system 
naming, incentives and other techniques, many of which we have 
successfully applied in other communities.  Goals and objectives will be 
identified, along with specific strategies to address the objectives, and 
actions to carry out the strategies.  

Task 7.5 Develop Capital Plan 

We will identify the vehicle and facility needs to support the 
recommended transit service plan.  Based on the inventory of capital 
equipment (from Task 2.1), we will recommend a vehicle replacement and 
expansion schedule that responds to the service plan.  We will also 
identify other capital needs required to support the plan. Considering 
availability of capital funding sources, we will recommend capital projects 
that are necessary for short-term implementation and others that could 
be phased in when funds become available in the longer-term capital 
plan. The capital needs that will be addressed in the plan include the 
following:  

 Passenger facilities 

 Maintenance/operations facilities 

 Vehicle replacement and fleet expansion, as well as other types of 
vehicle needs, including size, type, and cost 

 Dispatching and scheduling computer equipment  

 Data management systems  

 Fare collection equipment 

 Radio and communication equipment 

 Advanced Public Transit Systems (APTS) or Intelligent 
Transportation Systems (ITS) technologies, and how they can be 
utilized as part of the coordinated transportation program.   

 Any other identified capital needs arising out of the recommended 
service plan  
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Task 7.6 Develop Operating and Funding Plan 

We will begin by projecting operating costs based on the recommended 
service plan.  The initial projections would be based on the current cost 
structures for each service.  We will also develop a second set of 
operating costs based on alternative organizational structures.  Because 
this is a sensitive issue, we will work closely with SBCAG and the TAC and 
agree on basic parameters at the start of this task.   

We will then develop a financial plan that will present operating and 
capital cost projections in each of the following categories: 

 Operating costs by service category; 

 Capital costs for all projects; 

 Availability of capital funds and local match;  

 Availability of operating funds and passenger revenues by service 
category; and  

 Potential availability of new funding sources, including operating 
revenues, and discretionary capital revenues.   

Since efforts are underway to reauthorize Measure D, it may be valuable 
to project these revenues in two ways: (1) assuming Measure D 
reauthorization at “current levels” and (2) assuming a higher percentage 
of Measure D sales tax revenues are devoted to transit.   We would take 
direction from SBCAG on making appropriate assumptions.  

As part of the financial plan, we will identify and evaluate services of 
cost-sharing strategies (or formulas).  We will identify a series of 
alternative funding formulas and consider their impacts on each 
jurisdiction. The formulas will address strategies for sharing costs 
between the agencies for operating costs and capital purchases.  It may 
be appropriate for one cost sharing or funding formula for fixed route 
services and another formula for demand response services.  Our 
experience is that it can be very difficult to agree on a cost sharing 
formula, especially if a revision to the current formula negatively impacts 
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any one jurisdiction.  We will work closely with all key players in reaching 
consensus on an equitable formula.  

Task 7.7 Identify Remaining Issues 

We will identify any issues that have surfaced during this planning 
process but have not been fully addressed. These could include issues 
that were outside the scope of this study or could not be fully addressed 
within the study timeframe.  Since this study is fairly broad in scope and 
will have a high profile in North County, it is likely that related topics of 
interest will arise that merit study at a future date.  Rather than lose 
interest or ignore such issues, we will identify and describe these issues 
and suggested follow-up actions for a future study. 

Task 7.8 Develop Potential Transition Plan 

The final step in developing the draft Transit Plan is to prepare a 
transition (or implementation) plan.  This would be conducted after a 
preferred service alternative is selected.  This plan will identify the 
various action steps necessary for implementing the recommended 
service plan and organizational options.  The steps will be prioritized and 
a timeline provided.  Included in the Transition Plan will be any required 
legal, personnel and/or labor relations actions in order to implement the 
recommended alternative.   

Task 8 Draft Plan Review 
A draft final report documenting all of the work undertaken in Tasks 1 to 
7 will be prepared for review with the SBCAG, the TAC, SBTAC and other 
appropriate agency representatives. 

We will conduct two public workshops to review the draft plan.   To 
maximize participation at the meetings, we will broadly advertise them 
through local newspapers, through the schools (PTAs), aboard buses, 
through e-mail distribution, and other venues recommended by SBCAG 
and transit agency staff.  The draft Plan will also be presented to the 
cities and the County for review and comment.  After all meetings are 
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complete, we will prepare a summary memorandum outlining key themes 
and other common concerns that were raised by all parties.  

Task 9 Prepare and Submit Final Transit Plan 
Following review and comment from SBCAG, the TAC, and public input, 
we will prepare a final Transit Plan. The final plan will include specific 
information on intercity service connections with multimodal 
transportation options with particular reference to Metrolink, Greyhound, 
Amtrak and any other public transportation system within a 200-mile 
radius, to the extent possible.  However, there will be likely little bus 
connections with LA County, but there may be significant connections 
with Ventura County and San Luis Obispo County. 

Nelson\Nygaard will provide three (3) bound copies of the Final Report 
and an original copy suitable for duplication, as well as two electronic 
files on CD in Microsoft Word format and Acrobat Reader.  Maps and text 
can also be made available in PDF format for further printing and 
distribution by SBCAG.  We will present the final Plan to the SBCAG Board 
of Directors.   

Summary 

A summary of deliverables and on-site meetings by task is presented in 
the figure below.  We would review and refine this proposal at the project 
kick-off meeting with SBCAG staff.   

Summary of Deliverables and On-Site Meetings 

Task Task Name Deliverable On-Site Meetings 
1  Project 

Management 
 Final Work scope and Schedule 
 Meeting Agendas and Summaries 
 Monthly Progress Reports and Invoices 

 Kick-off meeting with SBCAG 
 Meeting with the Technical Advisory 
Committee  (TAC) 

 Note: Other on-site meetings are listed 
with subsequent tasks.    

2 Data Gathering  Technical Memorandum #1 
Comprehensive Inventory of Services 
including performance, ridership, key 
issues, and summary of stakeholder 
interviews  

 Three Meetings: TAC, Santa Barbara 
County Transit Advisory Council and the 
North County Sub Regional Planning 
Committee  

3 Peer Review  Technical Memorandum #2 Peer 
Review 
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4 Ridership Forecasts  Ridership Methodology 
 Ridership Forecasts 

 

5 Public Scoping  Workshop Summaries  Two public workshops (or alternative 
venues 

6 Goals and 
Objectives 

 Draft and Final Goals, Objectives and 
Performance Measures  

 One Meeting with the TAC  

7 Draft Transit Plan  Draft Transit Plan incorporating Tasks 1 
- 6 

 Three Meetings: TAC, Santa Barbara 
County Transit Advisory Council and the 
North County Sub Regional Planning 
Committee  

8 Public Review  Summary of Public Meetings 
 Response to Comments 

 Two public meetings 
 Five Meetings: TAC, Santa Barbara 
County Transit Advisory Council, the 
North County Sub Regional Planning 
Committee  

 Six presentations: Five cities and the 
County 

 Note: Ideally the meetings would be 
scheduled on consecutive days 

9 Final Transit Plan   Final Transit Plan (including hard copy 
and electronic version in PDF format) 

 Meeting with the TAC 
 Presentation to SBCAG Board 

 



Appendix B: Project Budget 
L Rhine J Goldman D Koffman B Williams C Celsor Associate/
Partner Principal Principal Sr. Associate GIS Specialist Support

Employee Rate $52.90 $52.90 $52.90 $35.27 $31.35 $31.35
NN Overhead (132%) $69.83 $69.83 $69.83 $46.55 $41.37 $41.37 TOTAL Total Total

Firm Profit (10%) $12.27 $12.27 $12.27 $8.18 $7.27 $7.27 Staff Labor Mail, Phone Copies Direct Total
Total Billing Rate $135.00 $135.00 $135.00 $90.00 $80.00 $80.00 Hours Cost (1) Travel(1) FAX(1) Printing(1) Cost Cost

Task 1 Project Management
1.1 Kick-Off Meetings 12 12 24 $3,240 $650 $10 $10 $670 $3,910
1.2 Meetings With Advisory Committee, Agencies, Boards(2) 4 4 8 16 $1,720 $5 $15 $20 $1,740
1.3 Project Management 12 4 16 $1,940 $60 $30 $90 $2,030

Task 2 Data Gathering
2.1 Service Descriptions and Performance 8 8 12 28 $2,680 $5 $15 $20 $2,700
2.2 Staffing and Orgnizational Structure 8 2 10 $1,350 $0 $1,350
2.3 Trip Generators and O-D Data 2 8 8 18 $1,550 $10 $10 $20 $1,570
2.4 Land Use and Mapping 2 4 16 4 26 $2,410 $5 $25 $30 $2,440
2.5 Stakeholder Interviews 20 16 16 8 60 $6,940 $650 $15 $40 $705 $7,645

Task 3 Peer Review
8 4 4 16 20 52 $5,200 $25 $75 $100 $5,300

Task 4 Prepare Regional Transit Ridership Forecasts
4 8 8 24 16 60 $5,540 $5 $35 $40 $5,580

Task 5 Public Scoping
12 12 8 8 8 48 $5,600 $1,000 $5 $350 $1,355 $6,955

Task 6 Goals and Objectives
12 4 8 6 30 $3,780 $350 $10 $40 $400 $4,180

Task 7 Draft Transit Plan
7.1 Define Service Plan Alternatives 12 24 8 16 60 $7,220 $5 $5 $7,225
7.2 Develop Fare Policies and Strategies 12 8 4 16 40 $4,680 $5 $45 $50 $4,730
7.3 Identify & Evaluate Organizational Options 16 8 2 16 42 $4,950 $5 $5 $4,955
7.4 Develop Coordinated Marketing Plan 4 16 4 8 32 $3,660 $15 $25 $40 $3,700
7.5 Develop Capital Plan 8 12 20 $2,160 $5 $5 $2,165
7.6 Develop Operating and Funding Plan 16 4 12 32 $3,780 $5 $5 $3,785
7.7 Identify Remaining Issues 8 4 12 $1,620 $0 $1,620
7.8 Develop Potential Transition Plan 8 8 4 20 $2,480 $25 $25 $2,505

Task 8 Draft Plan Public Review
20 20 16 4 4 64 $7,480 $1,000 $15 $450 $1,465 $8,945

Task 9 Final Transit Plan 
12 12 4 8 36 $4,240 $350 $10 $250 $610 $4,850

210 172 42 122 72 128 746 $84,220 $4,000 $215 $1,445 $5,660 $89,880

(2)  Hours for 1st TAC Meeting only.  Other hours included in corresponding task.

Direct Expenses

(1)  Includes five percent markup for direct expenses.
TOTAL

 
 



Project Delivery Schedule 

   2005 2006 
November December January February March April May June   Task 

7 14 21 28 5 12 19 26 2 9 16 23 30 6 13 20 27 6 13 20 27 3 10 17 24 1 8 15 22 29 5 12 19 26 

                                    
1 Project Management                                                                     
1.1 Kick-Off Meeting     M                                                               

1.2 Meetings With Advisory Committee, Agencies, Boards 
(listed with each task)                                                                     

1.3 Project Management (PR & Invoice)                                                                     
2 Data Gathering                                                                     
2.1 Service Descriptions and Performance                                                                     
2.2 Staffing and Organizational Structure                                                                     
2.3 Trip Generators and O-D Data                                                                     
2.4 Land Use and Mapping                                                                     
2.5 Stakeholder Interviews             D M                                                     
3 Peer Review                                                                     
  Peer Review                       D                                             
4 Ridership Forecasts                                                                     
  Project Transit Ridership                       D   D                                         
5 Public Scoping                                                                     
  Public Workshops           D           M D                                           
6 Goals and Objectives                                                                     
  Goals and Objectives                       M D                                           
7 Draft Transit Plan                                                                      
7.1  Define Service Plan Alternatives                         D               D                           
7.2 Develop Fare Policies and Strategies                                                                     
7.3 Identify & Evaluate Organizational Options                                                                     
7.4 Develop Coordinated Marketing Plan                                                                     
7.5 Develop Capital Plan                                                                     
7.6 Develop Operating and Funding Plan                                                                     
7.7 Identify Remaining Issues                         D                                           
7.8 Develop Transition Plan                                                                     
8 Draft Plan Review                                                                     
  Public Review of Draft Plan                                  D D     M             D             
9 Final Transit Plan                                                                     
  Presentation to SBCAG Board                                                                D M 

D=Deliverable. 
M=Meeting. 
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Appendix A 

Scope of Work 
We have outlined a scope of work to prepare the Northern Santa Barbara 
County Transit Plan.  The scope of work follows the tasks outlined in the 
RFP and includes two additional tasks: (1) conduct a peer review and (2) 
develop project goals and objectives.  A comparison of the tasks in the 
RFP and the Nelson\Nygaard work scope is shown in following figure.  A 
summary of deliverables and on-site meetings is presented at the 
conclusion of the work scope. 

Figure 1 Scope of Work 

RFP Workscope Nelson\Nygaard Workscope 
Corresponding Tasks 

No.  Task Description No. Task Description 
1 Project Management 1 Project Management 
2 Data Gathering 2 Data Gathering 
  3 Peer Review 
3 Ridership Forecasts 4 Ridership Forecasts 
4 Public Scoping 5 Public Scoping 
  6 Develop Goals, Objectives 
5 Draft Transit Service Plan 7 Draft Transit Service Plan 
6 Draft Plan Review 8 Draft Plan Review 
7 Final Transit Plan 9 Final Transit Plan 
8 Additional Work Task Shown Above as Tasks 3 and 6 
 

Task 1 Project Management and Administration 
Objective:  To establish the communication protocol with the Project 
Manager, Technical Advisory Committee and other committees and 
agencies; and finalize procedures to ensure efficient project 
management, quality control and schedule adherence.  

Task 1.1 Kick-Off Meeting with Key Staff 

We will meet with key staff from SBCAG for a kick-off meeting to discuss 
major study issues, to clarify project timelines, define deliverable work 
products, and plan committee and public scoping meetings.  Project roles 
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and responsibilities will be clarified and we will agree on a protocol for 
communication with the SBCAG Project Manager.  This meeting will also 
provide an opportunity to begin collecting background data.  We will send 
a list of data needs in advance of our kick-off meeting.  

Task 1.2 Meetings with Advisory Committees, Agencies and the SBCAG 
Board  

This task is to conduct face-to-face meetings with several committees at 
key milestones in the study process.  Our experience with intercity transit 
coordination plans is that is very difficult at the start of a study to identify 
the “best times” to meet with all key players and stakeholders. However, 
there are clearly identifiable times when we would want to meet with the 
Technical Advisory Committee (TAC), such as during the data-gathering 
phase and when developing organizational alternatives for service 
delivery and oversight.  Meetings with other committees and agencies 
would likely occur after completing deliverables to present key findings 
and obtain input and feedback.  During our kick-off meeting, we would 
discuss timeframes for meetings.  We may agree on some exact dates for 
committees and groups in the first three months of the study, and agree 
on a “dynamic” approach for meetings later in the study to maximize 
flexibility.  Our commitment to on-site meetings is as follows: 

 A minimum of four meetings with the TAC 

 Three meetings with the Santa Barbara County Transit Advisory 
Council  

 Three meetings with the North County Sub-Regional Planning 
Committee  

 Three presentations for local agencies  

 One presentation to the SBCAG Board of Directors on the final 
report and recommendations 

Task 1.3 Project Management 

The Project Manager will monitor progress and expenses, ensure all 
products meet quality control standards, keep in communication with the 
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SBCAG Project Manager and respond to any issues that come up through 
the course of the project.  She will submit monthly progress reports and 
invoices using our project management and budgeting software called 
MAS 90.  She will also prepare TAC meeting agendas and summaries, and 
other documentation as appropriate.    

The consultant understands that the state intends to proceed with a year 
long rural bus study interviewing agencies and determining where there 
are gaps in rural connectivity and how best to fill those gaps.  The 
consultant will endeavor to coordinate our efforts with the state study to 
the extent possible. However, the consultant understands DOT has 
not gone out to bid on a contract for this study and that final approval of 
the scope of work within DMT is still pending.  In fact, it may be possible 
that by the time the state study is underway, the North County Plan could 
be completed. If this is the case the plan approval will not be delayed 
pending completion of this other study.  

Task 2 Preliminary Coordination, Data Gathering, and Identification 
of Service Parameters 
Objective:  To develop a comprehensive inventory of transit services in 
North County including public transit, commuter and specialized services, 
and private transportation services.  It is important to document service 
characteristics and performance (for different types of service), the 
operating environment, organizational structure, emerging transit needs 
and other relevant information. This element of the study will also include 
interviews with transportation agency representatives and key 
stakeholders to understand a cross section of opinions about existing 
services.  This task has five sub-tasks described below.  

Task 2.1 Service Descriptions and Performance 

All of the transportation services will be described and a summary of 
their performance over the past five years will be prepared.  This analysis 
will include the traditional measurements, including costs, service hours 
and miles, ridership, passengers per hour, subsidy per passenger, etc.  It 
will also include an inventory of fleets and facilities, and an evaluation of 
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their financial and capital plan, funding outlook (with Measure D 
reauthorization), marketing strategies and service requests and transit 
needs. We will pay special attention to the transfer opportunities and 
service coordination “connections” in North County and connections to 
adjacent areas outside the county such as Ventura and San Luis Obispo 
counties.   We will develop a matrix that will identify fares for each of the 
services and all adjacent services with which they connect.  It will also 
identify transfer points, schedule coordination, and any fare coordination 
or transfer agreements in place.   

We will initiate this task by preparing a map displaying all of the transit 
services in the county including both fixed route and commuter services, 
and service coverage areas for demand response services.  It will also call 
out the major trip generators to show major activities that are well served 
and those that may benefit from enhanced service.  The map will also 
delineate where services overlap, and identify service coverage gaps.  
Other maps will be prepared to identify major facilities and transfer 
locations.  

Task 2.2 Staffing and Organizational Structure 

The organization and staffing component defines how services are 
structured and staffed. Of particular importance in this sub-task are 
organizational structure and staffing levels, capacity, reporting 
relationships, personnel ratios, and leadership. We will document these 
elements for each transportation service.  This will provide us with a 
“baseline” from which to identify and evaluate alternative organizational 
and institutional arrangements.  

Task 2.3 Trip Generators and Origin-Destination Data 

We will document all trip generators in North County and Southern San 
Luis Obispo County including major employers, schools, hospitals, senior 
citizen centers, etc.  We will present this information on a map with 
overlays of existing transit services to demonstrate the level and type of 
current transit services.  The identification of service gaps, based on the 
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analysis, will also provide useful information about where transit services 
might be needed in both the short-term and long-term. 

Task 2.4 Land Use Data and Mapping  

Nelson\Nygaard will identify, analyze, and map key data sets that will 
guide this long-range transit planning process.  Major demographic, 
economic, and transportation trends identified in this task will include 
both current and long-range conditions.  We will rely on Census data and 
other information that is relevant for this sub-task.  The emerging inter-
city travel needs between rural and urban areas and between North 
County communities and San Luis Obispo County is projected to result in 
increased demand for intercity transit services.  As part of this task we 
will document a wide variety of travel needs and patterns including 
commuter service, lifeline service, general mobility between towns, cities 
and rural areas, connections to adjacent counties, farm worker transport 
to agricultural fields and other identified needs.  This information will be 
obtained primarily through existing documents such as the Annual 
Transit Needs Assessments, the 2001 Travel Trends Report, SRTPs, the 
2002 Commute Profile, and other SBCAG and transit agency documents 
and reports.   

The mapping of information by our GIS department will be an important 
element of this plan.  Nelson\Nygaard’s approach to visually depict 
relevant data has been refined through years of experience working on 
major long-range transit plans to ensure that the information can be 
easily conveyed to advisory committees, policy board members and 
members of the general public.  In this task we will work closely with 
SBCAG’s GIS staff to create maps that portray vital demographic 
information for North County.   

Task 2.5 Conduct Stakeholder Interviews   

The purpose of this sub-task is to conduct a series of one-on-one 
confidential stakeholder interviews to lay the groundwork and give us a 
more comprehensive context for this regional plan. This will allow transit 
agency representatives and other key stakeholders to speak “off the 
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record” and will allow the interviewer to explore the perceptions of how 
local and regional services are currently functioning in-depth.  This will 
“put on the table” difficult or controversial issues that agency 
representatives might not otherwise want to raise in a more formal group 
setting. Up to 20 individuals will be interviewed.  Most interviews will be 
in person, although in the interest of time and resources, some people 
may be interviewed as a group.  Other interviews may be completed by 
telephone.  Prior to the interviews, the team will develop an Interview 
Guide and review it with the SBCAG Project Manager.  The interview will 
be designed in such a way as to solicit information, which responds to 
core questions, but also allows for open-ended conversation. Some of the 
topics to be covered are: 

 Perceptions about strengths/weaknesses in the current systems 

 High priority future needs in North County  

 Likely benefits of improving regional transit services 

 Top three priorities for improving regional transit services 

 Major constraints in enhancing local and regional services and 
connections 

 Any essential elements to support this long-range regional transit 
plan?  

Task 3  Conduct Peer Review (Additional Work Task) 
Objective:   To learn about how other regions have provided intercity and 
regional transit services with emphasis on service delivery, coordination, 
performance and organizational structure.  

We believe this additional task will benefit this work plan by providing 
context for the regional service plan and by sharing “best practices” for 
delivery and administration of intercity and regional transit services.  We 
will conduct a review, including in-depth personal interviews, of five peer 
agencies/programs that have addressed inter-city transit services and 
strategies for delivering them. We will seek peers that include 
transportation programs with a variety of governance systems including 
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transit districts; joint powers agreements, consortiums, nonprofits, etc.  
We will select services and/or programs that are similar in size and 
character to services in Northern Santa Barbara County.  We will work with 
SBCAG staff and the TAC to help identify cases of special interest.  

An initial list of candidates will be reviewed at the start of this task, 
including a detailed interview guide that will be finalized prior to the start 
of this task. To the extent possible, the selected peers will include 
agencies with which we have personal knowledge and professional 
contacts, to allow for in-depth personal interviews.  

A preliminary list of questions/issues to be explored will likely include 
the following:  

 The number of systems operating within a county (region) 

 Overview of services provided  

 Process and/or strategy for deciding on lead agency for service 
delivery 

 County population, demographics and geography 

 Total transit ridership, costs, revenues and performance measures 
(benchmarks)  

 Fares and fare policy 

 Fleet and facility information  

 Information about cost-sharing, transfer agreements, and service 
coordination 

 Administrative and oversight responsibility  

We will describe each of the peer counties and their transit services, and 
summarize all of the findings in a comprehensive comparative matrix. 

Task 4 Prepare Regional Transit Ridership Forecasts 
Objective: To project realistic mid term and long term ridership 
forecasts by service type and service area using available data and 
realistic assumptions 
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Projecting transit ridership is more of an art than a science and there is 
no universally accepted methodology (especially for low density counties 
and small transit systems).  For this study Nelson\Nygaard will utilize its 
own internally developed MS Excel based forecasting model based on our 
“real world” experience.  

We will begin by documenting our methodology in a Technical 
Memorandum that we will review with SBCAG.  Based on feedback and 
direction, we will revise or refine our methodology before we proceed 
with its application.   

Our model utilizes information collected from a variety of sources 
including: 

 Existing transit ridership patterns  

 Census Data (seniors, households with no automobile, low-income, 
etc) 

 Population density  

 Population forecasts 

 Peer Review (ridership patterns from 3 to 5 comparable systems) 

 Transit ridership forecasts through SBCAG’s Travel Demand Model 

 Other available data from forecasts reports through SBCAG  

We will estimate the ridership for the recommended service plan by using 
the model output and applying a variety of sensitivity factors such as: 

 Fare changes: Yes or No 

 Changes in walking distance to transit (order of magnitude) 

 Connectivity with other services (location and amount of transfer 
time) 

 Changes in frequency/headways (more or less frequent than 
existing services) 

 Time frame for changes (short term vs. long term) 
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Because ridership forecasts are estimates, our output would present a 
range (low-high) rather than a definitive number.   

Task 5 Public Scoping 
Objective:  To solicit public input on transit needs and major 
issues/concerns with respect to North County transportation services  

We believe that public opinion provides critical input in developing a 
transit plan.  Our experience has shown that without a good 
understanding of the public’s attitudes and opinions about current and 
future transportation services, needs and issues, public acceptance of the 
plan will be challenging.  We also know that it can be difficult to attract 
the public to meetings if they do not see an immediate need or change in 
the status quo.  For this reason, we are suggesting optional strategies for 
securing public opinion.   We propose to solicit public input into the 
planning process via one of the following strategies: 

1. Open House/Workshops. We propose to host two public open 
house workshops (exact times and locations to be determined).   
These meetings would be open to the public and would likely be 
attended by existing transit users and nonusers. This format offers 
an open and comfortable environment for all participants. Most 
importantly, the format allows participants to collect information 
about existing services and be heard without sitting through an 
entire meeting. We have successfully used the open house format 
for many other similar projects. To promote these meetings, we 
will work with SBCAG to prepare flyers and other publicity 
materials. 

2. “Piggyback” on Scheduled Meetings.  Working with SBCAG and the 
TAC, we would identify regularly scheduled organizational, agency 
or special interest group meetings that could add transportation to 
their meeting agenda. Our role would be to give an overview of the 
study and solicit feedback on transit needs, issues and priorities in 
North County. To the extent that multiple meetings can be 
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scheduled on the same day or consecutive days, we could attend 
more meetings. 

3. Additional Outreach. We believe it may be valuable to employ other 
outreach activities to reach traditionally under-represented groups.  
With SBCAG and the TAC assistance, we would identify events, fairs 
and other popular activities where we would be able to establish 
mini-stations and interact with members of the public.  These 
could include shopping centers, flea markets, farmer’s markets, 
churches, or other places where we would have access to people in 
an informal setting.   We would set up attractive posters, provide 
flyers for distribution, and be available for informal communication 
with the public. People will be asked to provide us feedback on 
their transit needs, issues and priorities.   

We will work with SBCAG and the TAC staff to identify the most 
appropriate strategy for soliciting public input early in the study process.  
Regardless of the venue, we will ask for participants to provide their 
address or email to build a mailing list to invite them to the public 
workshop (Task 8) on the Draft Plan. 

Task 6 Develop Goals, Objectives and Performance Measures  
Objective:  To develop goals, objectives and performance measures to 
guide the development of a long transit plan for Northern Santa Barbara 
County.  

Although most of the North County services have their own goals, 
objectives and performance standards that are relevant for individual 
services, this task is to develop a set of regional goals, objectives and 
performance measures for the Regional Long-Range Transit Plan.  We will 
develop a draft set of goals and objectives based on feedback from the 
TAC and information gathered from the stakeholder interviews.  The 
goals and objectives will be designed as follows: 

 Provide policy direction for the Long-Range Transit Plan. 
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 Provide a means to evaluate long-range service scenarios and 
alternative management options. 

 Be responsive to individual transit agencies and other interested 
stakeholders. 

 Be clearly defined and quantified to the extent possible.  

 Be simple and easy to administer. 

While goals and objectives are broad in nature, performance measures 
are more precise.  Key questions to consider when developing 
performance measures and standards are: 

 Should performance standards be absolute or relative?  Should they 
be established as definite minimum or maximum thresholds for 
acceptable performance?  

 Should there be separate performance standards for the services in 
particular communities or by service mode? 

 Should there be a single standard for each performance measure or 
a continuum of performance?  Some agencies utilize categories 
rather than defined thresholds, such as unsatisfactory, marginal, 
satisfactory, and superior.   

 How should new services be treated?  If the standard for a new 
route or service is the same as for existing routes and services, this 
has a definite bearing on the viability of new services.  Many 
systems allow new routes a grace period of six months to two years 
to attain an acceptable level of performance.   

It should be noted that there are no right or wrong answers to these 
questions.  These issues are highlighted only to confirm that our 
approach will be to seek locally accepted performance measures and 
standards from a wide range of possibilities. 
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Task 7 Develop Draft Transit Service Plan 
Objective: To develop a long-range draft service plan that addresses 
intra-city and intercity transit needs, is consistent with the plan’s goals 
and objectives, and supported by all key stakeholders.  

Building on all previous tasks, we will develop a Draft Transit Service Plan 
by conducting the following eight sub-tasks. Many of these tasks will 
take place concurrently because administrative alternatives may affect 
service options; funding preferences may result in different 
administrative alternatives; and the proposed route network will affect 
how services should be marketed.   

Task 7.1 Define Service Plan Alternatives 

We recognize that North Santa Barbara County has a number of 
successful services meeting both local and regional transit needs.  Our 
approach in defining service alternatives is to look at how these services 
can be better connected and coordinated, building upon the strengths of 
the existing transit network and addressing any weaknesses.  We will 
work with local staff to initially define up to three conceptual alternatives 
to be studied.  

We anticipate these alternatives to represent different scales of 
coordinated service delivery. For example, one alternative might focus on 
eliminating service duplication and suggest how current providers might 
expand their services to offer more coverage.  Another alternative may 
show more extensive service changes, assuming a very high level of 
service coordination or even consolidation.   The alternatives will be 
defined by key characteristics such as service mode (fixed route, route 
deviation, demand response, flex-route), service level (span, frequency), 
and resource level (annual service hours, cost, peak buses).   We will flesh 
out up to two recommended structures in detail and provide maps, charts 
and narrative including: 

 Route maps showing new and existing routes or route alignments  



 13

 Conceptual regional route schedules including frequencies, service 
span, running times, connections and transfer times 

 Alternative service delivery types, if appropriate  

 Coordination and transfers between local and inter-city services, as 
appropriate 

 Operating cost estimates in terms of annual revenue hours 

 Vehicle and facility requirements (transfer facilities, shelters, Park 
and Ride locations, etc) 

 Ridership estimates 

 Effectiveness in meeting transit service goals 

In addition, the description will address various issues including 
geographical equity, environmental justice, and integration with local 
land use plans.  We will also address the plan’s ability to meet growing 
transit needs such as commuter service between North County and the 
South Coast; connections between bus, rail (Amtrak and Metrolink) and 
airports; service between urban and rural areas; transportation for farm 
workers to agricultural fields; and other operational and service 
enhancements.   

Task 7.2 Develop Fare Policies and Strategies  

Each of the transit services in North County has a distinct fare structure, 
pre-paid fare instruments and a set of fare policies. In developing a 
Long-Range Regional Transit Plan, a key question arises:  What should 
fares be? While the ideal arrangement might be a universal fare for all 
systems, we understand there are many complicated and highly sensitive 
issues associated with this laudable goal.  Our approach to this subtask is 
to review the level of interagency transferring and suggest a strategy for 
North County transit operators that will maintain local fares and enhance 
fare integration.  This could include short-term actions as well as longer-
term considerations. Key questions to ask when evaluating fare options 
include: 
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 What is a “fair” price for local (inter-city and inter-county) trips? 

 Should fares vary by distance? 

 If yes, how much more should an intercity trip cost? 

 What is the best method for handling local and regional transfers? 

 Should discounts be available to students?   

 Should tickets and unlimited monthly passes be offered on fixed 
route services only? Or should these instruments also be available 
to demand response passengers? What about rail service? 

These and other issues will be explored to ensure that a recommended 
short- and long-term fare structure is equitable, easy to understand from 
the passengers’ and drivers’ perspective, and maximizes farebox 
revenues. The options we will explore could include a series of “fare 
zones” to accommodate local and long distance trips or other alternatives 
to address fare equity.   

Task 7.3 Identify and Evaluate Organizational Options  

We will initiate this task by exploring in detail the following preliminary 
options. The range of options will be fully described together with a 
discussion of the pros and cons of each.  

 Status Quo and Variations - Each service would continue to be 
locally administered as they are today with one agency assuming a 
lead role for new services. We would also identify variations on the 
status quo.   

 Enhanced Cooperation – The agencies would work together to 
achieve specific objectives, such as joint vehicle procurement, fuel 
purchasing, parts procurement, and provision of customer 
information.  

 Integration – This could include integration of the administrative 
functions and integration of vehicle maintenance under one 
agency. 
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 Joint Powers Agency or Transit Authority – This would be 
established to run and administer all services in North County. The 
personnel of a Joint Powers Agency could have varying levels of 
separation from the existing governments. 

 Transit District – This would establish a new special district with its 
own taxing authority.  Governance could be appointed (common) or 
elected (rare).  Personnel could be totally segregated from other 
local government agencies, or could “share hats.” This alternative 
has substantial institutional strengths, as well as political risks. 

 Municipal Operation – One of the existing jurisdictions would 
operate service rather than a central authority.  This could include 
devolution of parts of the system (demand response for instance) 
to a purely local level.  This alternative may merit only cursory 
investigation, depending on the interest of members of the TAC.   

We will rely on information obtained through stakeholder interviews as 
input for this task and on the peer review for how other regions have 
dealt with organizational issues.  Our approach to this sub-task is to 
consider short-term options as well as longer term considerations.  Based 
on our experience with other regional plans, we understand this is a 
controversial issue and we will approach it from a very practical and 
realistic perspective and be mindful of local sensitivities.   

Task 7.4 Develop Coordinated Marketing Plan 

Nelson\Nygaard has worked with dozens of transit operators and 
special-needs transportation programs to market their services. 
Nelson\Nygaard's marketing efforts include system identity and 
information programs, niche marketing, special promotions and event 
sponsorship. Our marketing staff has produced numerous transit 
brochures, planned conferences and promotional events, provided 
telephone information services, worked on web sites and on-line 
information kiosks, and developed advertisements. 

We will develop a marketing plan to support the North County Transit 
Plan, based on input from stakeholders, SBCAG staff, the TAC and the 
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public.  The goal of the Plan is to increase awareness and build support 
for local and regional services.  This plan will identify long-term 
strategies for branding the services through logo development, system 
naming, incentives and other techniques, many of which we have 
successfully applied in other communities.  Goals and objectives will be 
identified, along with specific strategies to address the objectives, and 
actions to carry out the strategies.  

Task 7.5 Develop Capital Plan 

We will identify the vehicle and facility needs to support the 
recommended transit service plan.  Based on the inventory of capital 
equipment (from Task 2.1), we will recommend a vehicle replacement and 
expansion schedule that responds to the service plan.  We will also 
identify other capital needs required to support the plan. Considering 
availability of capital funding sources, we will recommend capital projects 
that are necessary for short-term implementation and others that could 
be phased in when funds become available in the longer-term capital 
plan. The capital needs that will be addressed in the plan include the 
following:  

 Passenger facilities 

 Maintenance/operations facilities 

 Vehicle replacement and fleet expansion, as well as other types of 
vehicle needs, including size, type, and cost 

 Dispatching and scheduling computer equipment  

 Data management systems  

 Fare collection equipment 

 Radio and communication equipment 

 Advanced Public Transit Systems (APTS) or Intelligent 
Transportation Systems (ITS) technologies, and how they can be 
utilized as part of the coordinated transportation program.   

 Any other identified capital needs arising out of the recommended 
service plan  
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Task 7.6 Develop Operating and Funding Plan 

We will begin by projecting operating costs based on the recommended 
service plan.  The initial projections would be based on the current cost 
structures for each service.  We will also develop a second set of 
operating costs based on alternative organizational structures.  Because 
this is a sensitive issue, we will work closely with SBCAG and the TAC and 
agree on basic parameters at the start of this task.   

We will then develop a financial plan that will present operating and 
capital cost projections in each of the following categories: 

 Operating costs by service category; 

 Capital costs for all projects; 

 Availability of capital funds and local match;  

 Availability of operating funds and passenger revenues by service 
category; and  

 Potential availability of new funding sources, including operating 
revenues, and discretionary capital revenues.   

Since efforts are underway to reauthorize Measure D, it may be valuable 
to project these revenues in two ways: (1) assuming Measure D 
reauthorization at “current levels” and (2) assuming a higher percentage 
of Measure D sales tax revenues are devoted to transit.   We would take 
direction from SBCAG on making appropriate assumptions.  

As part of the financial plan, we will identify and evaluate services of 
cost-sharing strategies (or formulas).  We will identify a series of 
alternative funding formulas and consider their impacts on each 
jurisdiction. The formulas will address strategies for sharing costs 
between the agencies for operating costs and capital purchases.  It may 
be appropriate for one cost sharing or funding formula for fixed route 
services and another formula for demand response services.  Our 
experience is that it can be very difficult to agree on a cost sharing 
formula, especially if a revision to the current formula negatively impacts 
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any one jurisdiction.  We will work closely with all key players in reaching 
consensus on an equitable formula.  

Task 7.7 Identify Remaining Issues 

We will identify any issues that have surfaced during this planning 
process but have not been fully addressed. These could include issues 
that were outside the scope of this study or could not be fully addressed 
within the study timeframe.  Since this study is fairly broad in scope and 
will have a high profile in North County, it is likely that related topics of 
interest will arise that merit study at a future date.  Rather than lose 
interest or ignore such issues, we will identify and describe these issues 
and suggested follow-up actions for a future study. 

Task 7.8 Develop Potential Transition Plan 

The final step in developing the draft Transit Plan is to prepare a 
transition (or implementation) plan.  This would be conducted after a 
preferred service alternative is selected.  This plan will identify the 
various action steps necessary for implementing the recommended 
service plan and organizational options.  The steps will be prioritized and 
a timeline provided.  Included in the Transition Plan will be any required 
legal, personnel and/or labor relations actions in order to implement the 
recommended alternative.   

Task 8 Draft Plan Review 
A draft final report documenting all of the work undertaken in Tasks 1 to 
7 will be prepared for review with the SBCAG, the TAC, SBTAC and other 
appropriate agency representatives. 

We will conduct two public workshops to review the draft plan.   To 
maximize participation at the meetings, we will broadly advertise them 
through local newspapers, through the schools (PTAs), aboard buses, 
through e-mail distribution, and other venues recommended by SBCAG 
and transit agency staff.  The draft Plan will also be presented to the 
cities and the County for review and comment.  After all meetings are 
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complete, we will prepare a summary memorandum outlining key themes 
and other common concerns that were raised by all parties.  

Task 9 Prepare and Submit Final Transit Plan 
Following review and comment from SBCAG, the TAC, and public input, 
we will prepare a final Transit Plan. The final plan will include specific 
information on intercity service connections with multimodal 
transportation options with particular reference to Metrolink, Greyhound, 
Amtrak and any other public transportation system within a 200-mile 
radius, to the extent possible.  However, there will be likely little bus 
connections with LA County, but there may be significant connections 
with Ventura County and San Luis Obispo County. 

Nelson\Nygaard will provide three (3) bound copies of the Final Report 
and an original copy suitable for duplication, as well as two electronic 
files on CD in Microsoft Word format and Acrobat Reader.  Maps and text 
can also be made available in PDF format for further printing and 
distribution by SBCAG.  We will present the final Plan to the SBCAG Board 
of Directors.   

Summary 

A summary of deliverables and on-site meetings by task is presented in 
the figure below.  We would review and refine this proposal at the project 
kick-off meeting with SBCAG staff.   

Summary of Deliverables and On-Site Meetings 

Task Task Name Deliverable On-Site Meetings 
1  Project 

Management 
 Final Work scope and Schedule 
 Meeting Agendas and Summaries 
 Monthly Progress Reports and Invoices 

 Kick-off meeting with SBCAG 
 Meeting with the Technical Advisory 
Committee  (TAC) 

 Note: Other on-site meetings are listed 
with subsequent tasks.    

2 Data Gathering  Technical Memorandum #1 
Comprehensive Inventory of Services 
including performance, ridership, key 
issues, and summary of stakeholder 
interviews  

 Three Meetings: TAC, Santa Barbara 
County Transit Advisory Council and the 
North County Sub Regional Planning 
Committee  

3 Peer Review  Technical Memorandum #2 Peer 
Review 
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4 Ridership Forecasts  Ridership Methodology 
 Ridership Forecasts 

 

5 Public Scoping  Workshop Summaries  Two public workshops (or alternative 
venues 

6 Goals and 
Objectives 

 Draft and Final Goals, Objectives and 
Performance Measures  

 One Meeting with the TAC  

7 Draft Transit Plan  Draft Transit Plan incorporating Tasks 1 
- 6 

 Three Meetings: TAC, Santa Barbara 
County Transit Advisory Council and the 
North County Sub Regional Planning 
Committee  

8 Public Review  Summary of Public Meetings 
 Response to Comments 

 Two public meetings 
 Five Meetings: TAC, Santa Barbara 
County Transit Advisory Council, the 
North County Sub Regional Planning 
Committee  

 Six presentations: Five cities and the 
County 

 Note: Ideally the meetings would be 
scheduled on consecutive days 

9 Final Transit Plan   Final Transit Plan (including hard copy 
and electronic version in PDF format) 

 Meeting with the TAC 
 Presentation to SBCAG Board 

 



Appendix B: Project Budget 
L Rhine J Goldman D Koffman B Williams C Celsor Associate/
Partner Principal Principal Sr. Associate GIS Specialist Support

Employee Rate $52.90 $52.90 $52.90 $35.27 $31.35 $31.35
NN Overhead (132%) $69.83 $69.83 $69.83 $46.55 $41.37 $41.37 TOTAL Total Total

Firm Profit (10%) $12.27 $12.27 $12.27 $8.18 $7.27 $7.27 Staff Labor Mail, Phone Copies Direct Total
Total Billing Rate $135.00 $135.00 $135.00 $90.00 $80.00 $80.00 Hours Cost (1) Travel(1) FAX(1) Printing(1) Cost Cost

Task 1 Project Management
1.1 Kick-Off Meetings 12 12 24 $3,240 $650 $10 $10 $670 $3,910
1.2 Meetings With Advisory Committee, Agencies, Boards(2) 4 4 8 16 $1,720 $5 $15 $20 $1,740
1.3 Project Management 12 4 16 $1,940 $60 $30 $90 $2,030

Task 2 Data Gathering
2.1 Service Descriptions and Performance 8 8 12 28 $2,680 $5 $15 $20 $2,700
2.2 Staffing and Orgnizational Structure 8 2 10 $1,350 $0 $1,350
2.3 Trip Generators and O-D Data 2 8 8 18 $1,550 $10 $10 $20 $1,570
2.4 Land Use and Mapping 2 4 16 4 26 $2,410 $5 $25 $30 $2,440
2.5 Stakeholder Interviews 20 16 16 8 60 $6,940 $650 $15 $40 $705 $7,645

Task 3 Peer Review
8 4 4 16 20 52 $5,200 $25 $75 $100 $5,300

Task 4 Prepare Regional Transit Ridership Forecasts
4 8 8 24 16 60 $5,540 $5 $35 $40 $5,580

Task 5 Public Scoping
12 12 8 8 8 48 $5,600 $1,000 $5 $350 $1,355 $6,955

Task 6 Goals and Objectives
12 4 8 6 30 $3,780 $350 $10 $40 $400 $4,180

Task 7 Draft Transit Plan
7.1 Define Service Plan Alternatives 12 24 8 16 60 $7,220 $5 $5 $7,225
7.2 Develop Fare Policies and Strategies 12 8 4 16 40 $4,680 $5 $45 $50 $4,730
7.3 Identify & Evaluate Organizational Options 16 8 2 16 42 $4,950 $5 $5 $4,955
7.4 Develop Coordinated Marketing Plan 4 16 4 8 32 $3,660 $15 $25 $40 $3,700
7.5 Develop Capital Plan 8 12 20 $2,160 $5 $5 $2,165
7.6 Develop Operating and Funding Plan 16 4 12 32 $3,780 $5 $5 $3,785
7.7 Identify Remaining Issues 8 4 12 $1,620 $0 $1,620
7.8 Develop Potential Transition Plan 8 8 4 20 $2,480 $25 $25 $2,505

Task 8 Draft Plan Public Review
20 20 16 4 4 64 $7,480 $1,000 $15 $450 $1,465 $8,945

Task 9 Final Transit Plan 
12 12 4 8 36 $4,240 $350 $10 $250 $610 $4,850

210 172 42 122 72 128 746 $84,220 $4,000 $215 $1,445 $5,660 $89,880

(2)  Hours for 1st TAC Meeting only.  Other hours included in corresponding task.

Direct Expenses

(1)  Includes five percent markup for direct expenses.
TOTAL

 
 



Project Delivery Schedule 

   2005 2006 
November December January February March April May June   Task 

7 14 21 28 5 12 19 26 2 9 16 23 30 6 13 20 27 6 13 20 27 3 10 17 24 1 8 15 22 29 5 12 19 26 

                                    
1 Project Management                                                                     
1.1 Kick-Off Meeting     M                                                               

1.2 Meetings With Advisory Committee, Agencies, Boards 
(listed with each task)                                                                     

1.3 Project Management (PR & Invoice)                                                                     
2 Data Gathering                                                                     
2.1 Service Descriptions and Performance                                                                     
2.2 Staffing and Organizational Structure                                                                     
2.3 Trip Generators and O-D Data                                                                     
2.4 Land Use and Mapping                                                                     
2.5 Stakeholder Interviews             D M                                                     
3 Peer Review                                                                     
  Peer Review                       D                                             
4 Ridership Forecasts                                                                     
  Project Transit Ridership                       D   D                                         
5 Public Scoping                                                                     
  Public Workshops           D           M D                                           
6 Goals and Objectives                                                                     
  Goals and Objectives                       M D                                           
7 Draft Transit Plan                                                                      
7.1  Define Service Plan Alternatives                         D               D                           
7.2 Develop Fare Policies and Strategies                                                                     
7.3 Identify & Evaluate Organizational Options                                                                     
7.4 Develop Coordinated Marketing Plan                                                                     
7.5 Develop Capital Plan                                                                     
7.6 Develop Operating and Funding Plan                                                                     
7.7 Identify Remaining Issues                         D                                           
7.8 Develop Transition Plan                                                                     
8 Draft Plan Review                                                                     
  Public Review of Draft Plan                                  D D     M             D             
9 Final Transit Plan                                                                     
  Presentation to SBCAG Board                                                                D M 

D=Deliverable. 
M=Meeting. 
 


