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APRIL 17, 2002








SUBJECT:	BUS SERVICE SECTOR OUTREACH REGARDING GOVERNANCE





ACTION:	AD HOC SERVICE SECTOR COMMITTEE TO CONSIDER OPTIONS FOR THE PROPOSED SERVICE SECTOR OVERSIGHT AND MAY MAKE RECOMMENDATIONS TO THE BOARD.








RECOMMENDATION





Discussion and possible actions on the Bus Service Sector Plan.





ISSUE





At the February Executive Management and Audit Committee, staff presented the proposed Bus Service Sector plan outlining the reorganization of MTA’s current management and service delivery structure.  The Committee directed staff to circulate the plan to all interested parties for their review and comment.  The plan was mailed to over 400 interested parties with a comment due date of Friday, March 29, 2002.  The packet included the PowerPoint presentation of the Bus Service Sector concept and a colored map identifying the five proposed Service Sector Boundaries.  In addition, a formal presentation was given to any group who requested one.





DISCUSSION





The packets were mailed to:  General Managers of the Municipal Operators, City Managers, Mayors, San Fernando Valley and San Gabriel Valley Interim Joint Powers Authorities, Unions, Elected Officials, Councils of Government, Citizens Advisory Committee, Transportation Advisory Committee Members and Members of the Bus Operators Sub-Committee.





At the request of various groups, MTA Management made formal presentations on the Bus Service Sector Concept to the following transportation interests:  MTA’s Citizen Advisory Committee, Congress Member Grace Napolitano, South Bay Cities Council of Government Board of Directors, City of Los Angeles Transportation Committee and Council Members, City of Malibu Council Members, San Fernando Valley Family & Community Advisory Commission, San Gabriel Valley Council of Government Governing Board, San Fernando Valley Transportation Zone Interim �
Joint Powers Authority (hosted by Supervisor and MTA Director Zev Yaroslavsky), South Bay Council of Government Transit Working Group, San Gabriel Valley Transportation Zone Interim Joint Powers Authority, Los Angeles County MTA Task Force for the League of California Cities and the Southern California Transit Advocates.





FINDINGS





All of the comments submitted support the proposed Bus Service Sector Plan as a means to increase responsiveness to the customers, provide some measure of increased local input and/or control, and ultimately increase the cost efficiency and effectiveness of the transit system.  





Although there was some input provided specific to the governing councils, there were many questions asked related to the Sectors in general.  Attachment A represents those questions and answers.  Many of the people who submitted comments, would like the opportunity to submit again once a draft set of recommendations have been developed.





Following is a list of the input that was submitted by various transportation interests.  They are broken down by topic area and are not listed in any order of preference.





	Size and Council Composition





The San Fernando Valley Service Sector Council should reflect the current make-up of the San Fernando Valley Interim Joint Powers Authority Board.


The San Gabriel Valley Service Sector Council should reflect the current make-up of the Foothill Transit Board.  Governance Council should be composed of seven members from the following jurisdictions:


Governance Council should be composed of seven members from the following jurisdictions


1 member – Los Angeles County


1 member – City of Los Angeles


1 member – San Gabriel Valley Council of Government Member (not a member of cities below)


4 members – Selected from the Cities of Pasadena, South Pasadena, San Marino, San Gabriel, Alhambra, Monterey Park, Rosemead, Montebello, Sierra Madre, Arcadia, Temple City, El Monte, and South El Monte.  Thirteen cities would be grouped into four clusters and an Elected Official would be selected from each cluster.


One model for the Councils will not fit all.


Governance Council Board Members should be Elected Officials from among jurisdictions in the San Gabriel Valley Sector.


The Councils should have no more than five to seven members in order to be effective.  Although a preponderance of the members will be local Elected Officials, some provision should be made for knowledgeable non-officials to also be included on these Councils.  MTA has two existing pools from which such persons can be drawn:  the Metro Passengers Advisors and the Citizen Advisory Council.  The suggestion is that the Senior Passenger Advisor (i.e., the longest serving member) for each Sector automatically be a member of the appropriate Sector Council; and that the Citizen Advisory Council Executive Council appoints one Council Member who shall reside in each of the Sectors.  Eligible council members shall have been active members of the Citizen Advisory Council for at least one year prior to the Sector appointment.


The Service Sector Commission voting structure should reflect proportional representation of the population and transit ridership.


Sector Councils should be assigned members based on the impact of traffic to a community (i.e., identified by the number of visitors to a community).


The City of Malibu’s Intergovernmental Plan identifies one of their goals is to get a seat on the MTA Board.  The Sector Governing Council may be an avenue for Malibu representation on a governing body.


The governing councils are seen as an opportunity for users of the transportation system to be on the Council.  Maybe a hybrid of users and Elected Officials should make up the Council’s composition.


Councils should consist of local Elected Officials from the region.





Delegated Authority





The Service Sector Councils should not only be advisory.


The Councils should have the authority to hire and fire the Sector’s General Manager.


The Governance Council for the Sector should have budgetary control over resources and should have full authority to restructure and improve Service.


The MTA is encouraged to delegate as much authority as possible to the governing councils as it relates to Service delivery.


Councils should be provided with the authority to restructure and improve service, and exercise fiscal control over the operation of service within their sub-region to the maximum extent possible.





Bus Planning and Operations





The City of Los Angeles requests that revisions to the proposed Service Sector boundaries be considered in cooperation with LADOT and other municipal transit operators to ensure that the Service Sector boundaries are appropriately designated.  There are concerns that the proposed Service Sector boundaries place portions of the City in Sectors that do no reflect trip patterns, including placing Northeast Los Angeles and Boyle Heights in the San Gabriel Valley Sector instead of the Westside/Central Sector and the Wilshire Center/Koreatown and Wilshire/Pico communities North of the Santa Monica Freeway in the South Bay Sector instead of the Westside/Central Sector.


Encourages the MTA’s Board policy that provides for the MTA to take funding for the regionally significant projects “off the top” continue.  There are concerns that each MTA Service Sector would be able to compete for funds in the MTA Call for Projects process.  This reintroduces a problem identified in early Calls, when MTA staff wrote applications and other MTA staff reviewed and ranked them, leading to concerns about MTA favoring its own projects.


�



A Service effectiveness measure such as subsidy per passenger mile (or an index of performance criteria), which does not penalize Services with longer passenger trip lengths, would be more appropriate.  There are concerns with previous comments that future Service Sector funding may be based on the overall total subsidy per passenger for the Service Sector.


In concept, there is support for the idea of reinvesting at least a portion of any cost savings achieved by a Service Sector back into that Service Sector.  This reinvested cost savings should be utilized as a means to increase the amount of transit service to the public within the Service Sector.


There are concerns that the Service Sectors will make it more difficult to get new “Cross-Sector” routes and new routes in general.


There is a concern with the placements of Culver City in the South Bay Sector.  Culver City bus routes outside the City limits run primarily into the Westside/Central Sector.  Culver City would have more compatibility with Division 6 or 7 in the Westside/Central Sector than with Division 5 or 18 in the South Bay Sector.  Additionally, a recommendation was made for a sixth Sector that would encompass the area from Culver City on the West to 3rd Street on the North to downtown Los Angeles on the East and Slauson Avenue on the South.


Although supportive of the zones, they may be too large to address all transportation needs, as was learned from the SABRE study (the Southeast Bus Restructuring Study was the seventh in a series of bus restructuring studies that focused on alternatives for potential service modifications plus an evaluation of governance options for the 26 cities in the Southeast area of Los Angeles).  It might make sense to break up the zones into sub-areas to ensure that community level service is known, understood and met to the best of MTA’s ability.


There should be no change in existing MTA Service until Service Sectors and governance councils are implemented.





Miscellaneous





The West San Gabriel Valley Interim Joint Powers Authority and the San Gabriel Valley Council of Governments should be provided an opportunity to participate in and provide input to technical or staff committee developing by-laws, operational guidelines and budgets prior to submission to the MTA Board for adoption.


While the Bus Service Sector proposal is a worthwhile step, it is hoped that it would not preclude localities from seeking further transit improvements using other service delivery models such as transit zones.


The MTA should establish criteria for evaluating the on-going effectiveness of the Service Sector approach in general, and the relative effectiveness of each Service Sector.


�
CONCLUSION





The Sector structure provides an opportunity for people throughout the County that have an interest in bus transportation to participate in the process of improving bus service.  The MTA Board will decide whether to create public councils in each of the Sectors to guide the staff in developing stronger bus service in the Sectors.  These Councils would be a vital link to MTA customers and could be organized as advisory or they could actually be delegated responsibility and authority in making changes in bus service to better meet the needs of the Sector.





Should the MTA Board decide to have local public councils, specific duties will need to be defined, including the selection process for council members, and any delegated responsibilities and authorities.  





While the MTA corporate staff would retain all responsibilities related to fares, service standards and labor agreements; the issues of service quality and local route planning may be delegated to the Sector Councils.  The Sectors Councils would also be encouraged to create a structure in which they can work together to handle any cross-Sector issues that may arise.  





Although not exhaustive, staff has attached a decision-making flowchart regarding governance that identifies issues the Board will need to consider, should they move to create Sector Councils.
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�
BUS SERVICE SECTORS


Questions and Answers








Councils





How much authority is the MTA Board willing to delegate?





To be determined by MTA Board policy.





Will each Sector be allowed to tailor its governance structure to meet its local needs (not one-size-fits-all)?  





To be determined by MTA Board policy.





Will each Sector’s Council have input into the selection/retention of its General Manager?





Sector Councils will have input.  However, MTA management at headquarters will make all selection and retention decisions.  General Managers will report directly to the MTA Deputy Chief Executive Officer/Chief Operating Officer.  





Will the MTA retain legal liability for the actions of Sector Council Members?





As long as the Council Members are conducting MTA business, the MTA assumes legal liability for their actions just as it does for MTA employees and Board Members.





Will the “citizens oversight/board/commission/advisory panel” be supplied with a board secretary, staff, equipment, meeting rooms?  If so, where will this money come from?





Appropriate support staffing will be provided and will be part of the Sectors budget.





Is it necessary to have this “citizens panel” in place immediately or can it be phased in after the first few months of the Sector start-up?





The Service Sectors can proceed with their implementation.  The start date of the “citizens panel” will be determined by MTA Board Policy.





Who will make the final decision on whether or not these “panels” exist?  Will it be entirely up to the MTA Board?  The COGs?





The MTA Board will make the final decision on whether or not the Service Sectors will have a governing council.  However, they will make this decision with input from its varied partners and interested parties.








Funding/Resources





Who controls the money?





Service Sector funds will flow through the MTA and will initially be based on MTA’s FY02 budget using the existing allocations.  In the future, however, Service Sector allocations may be changed to a formula based more on subsidy per passenger.





Are all new positions/allocations paid for from within MTA bus operations?





All operations position and allocations are funded through MTA’s FY02 budget.





Specifically, what was the basis of the allocation of resources among the Sectors?  





The allocation was based on MTA’s FY02 budget using the existing allocations.





Will there be changes to the allocation of resources among the Sectors if/as needed?





Yes.  The Service Sector allocation may be changed from the current allocation to a formula based more on subsidy per passenger.





Considering that the Sectors are bound by the existing labor agreements, please explain what significant cost-saving opportunities they present.





There will be a cost-savings in administration.  Positions that were performing duplicative efforts have been eliminated agency-wide.





How do you propose to balance the allocation of resources between the local bus service providers and municipal operators?





The allocation of resources will remain the same.  The Service Sectors will work with local municipal operators to coordinate their services and achieve operating efficiencies.





There is a perceived inequity given the fact that some municipal operators who do not provide service outside their city limits receive formula funding.  Would you support the reallocation of resources to the local providers who step up to the plate to offer more services that travel beyond their city’s limits?





Service Sectors will work with the municipal operators to achieve better coordination and operating efficiencies, reallocation of resources will be determined by MTA Board Policy.


�



Under the proposed plan, staff will be moved out to the field where the Sector headquarters are to be located.  What will become of the empty office space in the Gateway Plaza building?  Do you plan to lease?  If so, do you anticipate some cost recovery resulting from leasing out office space?





When office space becomes available we will assess the leasing opportunities.





If the Service Sectors have staff for various functions (i.e., government relations, outreach, etc.), how does that reduce bureaucracy and save money?





These various functions will be responsible for local outreach and will have the authority to make local decisions.  Their function will be different from the staff at headquarters.





Bus Service and Sector Operations





Will the Service Sector Councils have staff assigned?





Should the Board create Service Sector Councils, appropriate support staff will be assigned.





What will the relationship be between the Sector Councils and the MTA Board, and how will they work together?  





To be determined by MTA Board policy.





Are the assignments of bus lines to Operating Divisions as they currently exist, or does this represent some changes or balancing?





Assignments of bus lines to divisions will change somewhat under the Service Sectors to accommodate a greater degree of focused community input for the lines operated by each Sector.  Rather than having some bus lines operate out of two divisions, changes will be made so that they only operate out of one. 








When and how do you plan to evaluate the success of the Sector concept?


We understand the Area Team concept is being reinstated.  How does this relate to the Sector structure?





The first Service Sectors implemented will be evaluated within the first six months in order to implement lessons learned as we roll out the next Service Sectors.





Are the Sectors as currently designed consistent with the terms of the Consent Decree?





Yes.  The outcome of MTA’s reorganization to Service Sectors does not conflict with the mandates of the Consent Decree.


�



It is understood that the MTA will retain the responsibility for Tier 1 Services.  Will the Sectors have the responsibility for Tier 2 and Tier 3 Services?  





Yes. 





What are MTA’s plans for the routes?  





The Service Sector General Managers can implement routing, scheduling and service quality improvements to Tiers 2 and 3 in consultation with a Council, should the MTA Board adopt policy to create Councils.





Do they plan to contract them out or give them to the local/municipal operators?





These decisions have not been made.





What are the performance criteria for the Sectors?





That they achieve the highest level of bus service quality, be more responsive to our bus customers, reduce management layers and administrative costs, and foster partnerships with other bus service providers around a shared vision for responsive community based transportation services.





What type of redress would riders and/or the City of Los Angeles have if the Sectors ran into trouble?





The MTA management is ultimately responsible for the overall operations of this Agency.  This is true whether the operations are housed at the Gateway Headquarters in downtown, or at five local Service Sectors throughout Los Angeles County.





Have you identified facilities in the San Fernando Valley for Sector operations/administration?





Yes.  The MTA has identified a facility it owns less than one mile northwest of Chatsworth Division 8.  It was the former Chatsworth Golf Pro Shop.





Who will be the general manager for the San Fernando Valley Sector?





The General Managers have not been assigned to the Service Sectors yet.





How are the general managers going to be held accountable for results?





The General Managers will not only be held accountable by the proposed Councils and our constituency, they will report directly to the Deputy Chief Executive Officer/Chief Operating Officer.





Will you be hiring additional employees?  Will any current employees lose their jobs?





Yes, additional new hires will be based upon the appropriate skills set needed.  Positions that were performing duplicative efforts have been eliminated agency-wide.





Why do you think this is a preferred alternative to a transit zone?





Unlike transit zones, Service Sectors would not break-up route structures and schedules, and would remain as part of the MTA.
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