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1327 N. Riverside Drive
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Dear Chairman Barrone:

Senator John Arthur Smith
Vice-Chairman

Senator Sue Wilson Beffort
Senator Pete Campos
Senator Carlos R. Cisneros
Senator Carroll H. Leavell
Senator Howie C. Morales
Senator George K. Munoz
Senator Steven P. Neville

On behalf of the Legislative Finance Committee (Committee), I am pleased to transmit the
Operational Effectiveness and Oversight of the North Central Regional Transit District. The
evaluator reviewed system productivity, cost management and oversight of the North Central

Regional Transit District.

The report will be distributed to the Committee on April 10, 2014. The report was reviewed with
agency staff at the exit conference which was conducted on April 3, 2014. The Committee
would like a plan from the agency to address recommendations in this report within 30 days from

the date of the hearing.

I believe this report addresses issues the committee asked us to review. We appreciate the

cooperation and assistance from the agency’s staff.

Singerely,

~
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David Abbey, Director

Cc:  Representative Luciano “Lucky” Varela, Chairman, Legislative Finance Committee

Senator John Arthur Smith, Vice-Chairman, Legislative Finance Committee
Representative Henry Kiki Saavedra, Legislative Finance Committee
Dr. Tom Clifford, Secretary, Department of Finance and Administration
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EXECUTIVE SUMMARY

The North Central Regional
Transit District (NCRTD) is
comprised of four counties:
Santa Fe, Rio Arriba, Taos and
Los Alamos, covering an area
of 10,079 square miles.

NCRTD receives federal
funding and levies a regional

gross receipts tax in its
member counties.
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NCRTD'’s FY13 operating
budget totaled $9.8 million.

In 2003, the Legislature authorized the creation of regional transit districts
through the passage of the Regional Transit Act (73-25-1 NMSA 1978) with
the purpose of providing an alternative form of transportation to personal
vehicles. Regional transit districts operate as political subdivisions within
the state of New Mexico.

There are four certified regional transits in New Mexico: North Central, Rio
Metro, Southwest, and South Central. The North Central Regional Transit
District (NCRTD) is comprised of four counties: Santa Fe, Rio Arriba, Taos
and Los Alamos. NCRTD covers a service area of 10,079 square miles,
operating out of its Espafiola headquarters.

The mission of the North Central Regional Transit District is to provide
safe, secure and effective public transportation within north central New
Mexico in order to enhance the quality of life of its citizens by providing
mobility options and spur economic development throughout the region.
NCRTD directly serves 20 routes free of charge, including those it took
over on behalf of the city of Espafiola and Rio Arriba County. NCRTD
routes connect with services provided by New Mexico Park and Ride
(operated by the New Mexico Department of Transportation), Santa Fe
Trails (operated by the city of Santa Fe), New Mexico Rail Runner Express
(operated by the Rio Metro Regional Transit District), Atomic City Transit
(operated by Los Alamos County), the Red River Miner (operated by the
town of Red River) and the Chile Line (operated by the town of Taos.)
NCRTD provides financial support to the NM Rail Runner, Santa Fe Trails,
the Santa Fe Pick-Up shuttle, Atomic City Transit, and shuttle services for
special events.

The North Central Regional Transit District receives federal funding
facilitated through the New Mexico Department of Transportation
(NMDOT). NMDOT receives federal grant funding on behalf of the state
and distributes the funds through a memorandum of understanding with
recipients such as NCRTD. NCRTD also receives gross receipts tax
revenue (GRT) from county regional transit GRT increments pursuant to
70-20E-23 NMSA 1978. In 2008, voters in the four counties within the
district approved a 1/8" increment gross receipts tax to fund NCRTD.
There is a fifteen year life span on the GRT funding, requiring another
ballot initiative in 2023. Additionally, Los Alamos County provides an
annual contribution used as matching funds for federal grants.

This evaluation found that NCRTD is challenged with filling seats on Blue
Bus routes and reducing costs on low performing routes, yet has managed to
keep costs in line with revenues. However, the district has projected
increases in costs will outpace revenues within the next decade. NCRTD
has also made significant progress is reducing audit findings and building
stronger controls to protect taxpayer dollars.
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For FY13, seat occupancy was
24.3 percent for NCRTD-
operated Blue Bus routes.

Average cost per passenger
was $17.77 for FY13, but was
as high as $76.87 for the Los
Alamos-Espanola-Pojoaque
route.

KEY FINDINGS

The North Central Regional Transit District has increased ridership
and reduced costs, vet just 24 percent of seats are occupied and cost per
rider can exceed $75. Between FY11 and FY13, ridership increased on
NCRTD-operated routes while costs declined and productivity increased;
however, NCRTD can increase ridership to maximize vehicle resources.
Various measures exist to measure transit system effectiveness, including
ridership, cost per mile, cost per passenger, and volume per mile and per
hour. NCRTD garnered positive results in all of these indicators over the
most recent three-year period. However, ridership is low compared to seats
available on vehicles serving NCRTD routes.

In FY13, NCRTD had a seat occupancy rate of 24.3 percent for all Blue
Bus routes. LFC staff quantified available seats on NCRTD’s 20 fixed
service routes based on one-way service either outbound or inbound from
the route’s point of origin. This data was then compared to total ridership
for FY13 on each route. Eighteen of 20 routes had occupancy below 50
percent. Routes with greatest occupancy included Edgewood to Santa Fe
(56.3 percent), Pefiasco to Taos (53.2 percent) and Chama to Espafola (47.6
percent.) Lowest occupancy routes included Las Trampas and Espafiola to
Los Alamos, both with 9.5 percent occupancy, and Pojoaque to Namb¢
(11.8 percent.)

Cost per passenger and cost per mile decreased 0.6 percent and 2.7
percent respectively on NCRTD-operated routes. Total annual cost across
all routes increased 3.3 percent between FY12 and FY13 to a total of $3.4
million of route-operating costs in FY13. Therefore, the reduction in cost
per passenger, from $17.88 to $17.30 between FY'12 and FY13, is reflective
of gains in ridership across the NCRTD Blue Bus system. Cost per mile
assesses the financial resources required to operate routes. Vehicle miles
increased 6.2 percent over two years, possibly due to increased frequency of
route runs.

While cost per passenger decreased, it is still high when compared to
transit options, such as taxis, used in other transit systems. In the case of
NCRTD-operated routes, cost per passenger can range from $6.44
(Espafola Riverside) to $76.87 (Los Alamos-Espafiola-Pojoaque.) Other
transit jurisdictions have used taxi service as a way of reducing costs. LFC
staff looked at the cost per mile for two service areas covered by NCRTD-
operated routes and the rate per mile for taxi service providers located in the
region. While taxi service was less expensive on pure cost per mile, there
are caveats to consider in this comparison. NCRTD is federally-required to
offer Americans with Disabilities Act-compliant (ADA) services, which
incurs additional capital costs. The surveyed taxi service providers are not
ADA-compliant, and associated costs with becoming compliant would
increase taxi cost per mile.
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Runner.

NCRTD just completed a
needs assessment and will
implement changes that will
save $128 thousand annually.

In FY13, NCRTD contributed
$2 million to the NM Rail

FY13 Budgeted Sources

and Uses
(In thousands)
Sources
Federal Funding $1,918.0
Gross Receipts
Tax $7,014.0
Los Alamos
County
Contribution $500.0
Misc $333.0
Total Sources: $9,765.0
Uses
NM Rail Runner $1,824.0
Santa Fe Trails $982.0
Atomic City
Transit (Los
Alamos) $1,403.0
NCRTD Admin
and Blue Buses $5,556.0
Total Uses: $9,765.0

Source: NCRTD

NCRTD received its first state
capital outlay appropriation of
$170 thousand for FY14.

In an effort to increase service and manage costs, NCRTD benchmarks its
performance and reviews routes annuallp. NCRTD publishes key
performance measures monthly on its website, and reviews route
performance annually to make adjustments to increase ridership and address
route cost issues.

NCRTD outperformed its benchmarks in cost per passenger for FYI3.
NCRTD benchmarks key performance in cost per passenger and cost per
trip against a two-county transit area (Sandoval and Valencia Counties) and
the Federal Transit Administration (FTA) district that encompasses
NCRTD’s counties. For FY13, NCRTD routes performed 36 percent better
than Sandoval and Valencia Counties, and 15 percent better than FTA
District 6.

In FY14, NCRTD commissioned a study to assess public transit need and
ways to improve productivity. NCRTD contracted KFH Group Inc. for
$150 thousand to complete a needs assessment and a recommended transit
service plan along with implementation and funding strategies. KFH
presented their recommendations to NCRTD’s board in February 2014.
Consultants recommended a mix of transit route updates, expansions and
additions. KFH Group made recommendations for all 20 NCRTD-operated
routes at an annual estimated cost reduction of $128 thousand.

The North Central Regional Transit District successfully operates
within _its means while maintaining strong reserves, but the district
anticipates budget shortfalls within the next decade. Economic
conditions continue to impact gross receipt tax collections, reducing
NCRTD’s GRT-based revenues. A voter-approved 1/8" GRT increment
generated an average of 92 percent of NCRTD’s total GRT revenues
between FY11 and FY14, with the remainder being a general fund
contribution provided by Los Alamos County based on an agreement
executed with NCRTD. Both revenue sources have declined as a result of
economic conditions.

In FY14, NCRTD will distribute 63 percent of collected GRT revenues to
other transit systems, including the NM Rail Runner, Atomic City Transit
and Santa Fe Trails. As the legal recipient of transit gross receipt tax
revenues for the four-county district, NCRTD distributes approximately 60
percent of these revenues to other transit systems operating within the
district. By agreement with Santa Fe County, 50 percent of GRT collected
within the county for transit is distributed to the NM Rail Runner, operated
by the Rio Metro Regional Transit District. In FY13, NCRTD transferred
$2 million to Rio Metro to fulfill this agreement. Additionally, Santa Fe
County requires that of the remaining revenues, 86 percent must address
transit needs within the city and county of Santa Fe. NCRTD provides
funding to support Santa Fe Trails, operated by the city of Santa Fe, totaling
$982 thousand for FY13. NCRTD also contributes to the operation of Los
Alamos municipal transit through Atomic City Transit ($1.4 million.)
Remaining GRT revenues are allocated to NCRTD-operated Blue Bus
routes and capital needs.
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NCRTD forecasts expenditures
could begin to outpace
revenues starting in FY15.

NCRTD’s previous
administration had numerous
audit findings related to late
audit submission, missing
documentation and financial
duties not being properly
segregated.

NCRTD receives federal funding through various allocations, which in
FY14 will account for 21 percent of NCRTD’s total budget. NCRTD
receives federal dollars most consistently from three specific programs: the
Formula Grant for Other than Urban Areas, the Job Access and Reverse
Commute program, and the Metropolitan and Statewide Planning program.
The Formula Grant for Other than Urban Areas is a formula-based funding
program to support public transportation in rural areas of less than 50
thousand residents, and accounted for 84 percent of NCRTD’s federal
funding for FY'13 ($1.4 million.)

In FY14, NCRTD received 3170 thousand in state capital outlay funds to
purchase vehicles. Previously, capital purchases were funded through
federal grants and GRT revenues within NCRTD’s budget.

Two-thirds of NCRTD’s salary expense is related to direct operations
including drivers, supervisors, and fleet and facilities maintenance. As of
April 2014, NCRTD had 11 administrative positions and 39 operational
positions, including 37 drivers for NCRTD-operated Blue Bus routes.
Transit drivers and customer service representatives are union-represented,
and a collective bargaining agreement is in place. The most recent
agreement is through the end of FY 14.

In FY15, NCRTD anticipates expenses to operate the district will begin to
exceed collected revenues by 5 percent, projecting this deficit to grow as
high as 10 percent in FY22. NCRTD applied a growth rate of 3 percent for
GRT revenues, federal funding and inflation to operating and maintenance
costs. NCRTD’s board requires cash reserves of 25 percent of operating
revenues, and for FY13 had $4.3 million more in reserves than the
minimally-required $2.4 million. However, with the projected growth in
expenses, NCRTD will need to start drawing on reserves in FY15 and the
district anticipates falling below 25 percent reserves in FY18 and reserves
moving into a negative position in FY22.

The North Central Regional Transit District previously struggled with
poor financial controls but has made significant progress in correcting
these issues. A review of NCRTD financial audits for FY10 showed
various financial control deficiencies, many of which were resolved in
FY11 and FY12. Auditors identified control issues including late
submission of audits to the State Auditor, missing documentation for
disbursements, financial duties not being properly segregated, and
significant restatement of accounts on the general ledger.

Before FY1l, NCRTD neither segregated duties appropriately nor
consistently followed approval processes to ensure proper oversight of
financial activities. Auditors expressed concern over cash, payroll and
disbursement functions because one person was able to enter data into the
general ledger, make deposits to the bank and print disbursement and
payroll checks, as well as investigate issues, reconcile account balances and
create journal entries in the general ledger. Furthermore, auditors found
evidence of journal entries not being properly approved by management and
checks missing required co-signatures. Not maintaining sufficient controls
could increase risk of fraud, waste, and abuse of NCRTD funds.
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Since 2008, NCRTD has had a
material weakness finding
relating to correcting entries
required for general ledger
accuracy.

NCRTD corrected previously
poorly-defined expense
policies that had posed risk
around appropriate use of
funds.

The only finding in NCRTD’s FY13 audit was a repeat finding related to
corrections needed to ensure accurate financial statements. Dating back
to FY08, auditors have identified correcting entries required in the general
ledger. In FY10 and FY11, auditors identified corrections totaling $1.3
million and $1.6 million respectively. Auditors stated corrections were
required to have accurate beginning balances for the subsequent fiscal year.
Management stated that FY'11 year-end journal entries had not been posted
due to staff attrition, causing the incorrect beginning balances for FY12.
For FY13, auditors noted adjustments totaling $1.2 million related to
reclassifying items booked as expense to capital assets and adjusting
depreciation.

Previous policies and procedures around expenses were not clearly
defined and did not match best practice standards. Various audit findings
in FY10, which repeated or were modified in FY11, revolved around
poorly-defined controls related to staff expenditures and travel and per
diem, resulting in inappropriate expenses and increased risk around NCRTD
funds.

NCRTD’s previous executive director had access to a debit card linked
directly to NCRTD’s operating account, which in FYI10 had a year-end
balance of $3.7 million. While purchases were limited to $1 thousand per
day on the debit card, the previous executive director and previous finance
manager both had the authority to alter this limit. There was little to no
oversight to ensure debit purchases had a valid business purpose, there was
no approval process or procurement code in place for purchases made with
the debit card, and finance staff did not have a mechanism to question
purchases, as the director had been given broad authority to make purchases
as deemed necessary.

Lack of a clearly defined per diem policy resulted in inconsistent
reimbursement and reduced control over expenditures. Prior to FY11,
NCRTD did not have a clear per diem policy, leading employees to
inconsistently apply federal and state reimbursement rates. Auditors stated
this practice gave the appearance employees were selecting reimbursement
at the most advantageous rate. The audit also noted the appearance of a lack
of supervision over these expense claims. Additionally, non-business
related expenses were reported related to travel of the previous executive
director.

KEY RECOMMENDATIONS
The North Central Regional Transit District should:

Continue to examine alternatives like dial-a-ride, taxi or pre-scheduled
service to reduce fixed routes costs on low ridership routes;

Foster benchmarking relationships with other similar rural transit systems to
better measure system performance and access best practices to increase
ridership and manage costs;
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Report to the Legislature on use of state capital outlay funds, including
plans for vehicle depreciation, disposal and replacement when appropriate;
and

Continue to address audit findings in a timely fashion to avoid repeat
findings.
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BACKGROUND INFORMATION

In 2003, the Legislature authorized the creation of regional transit districts through the passage of the Regional
Transit Act (73-25-1 NMSA 1978) with the purpose of providing an alternative form of transportation to personal
vehicles. Regional transit districts operate as political subdivisions within the state of New Mexico.

There are four certified regional transits in New Mexico: North Central, Rio Metro, Southwest, and South Central.
The North Central Regional Transit District (NCRTD) is comprised of four counties: Santa Fe, Rio Arriba, Taos
and Los Alamos. NCRTD covers a service area of 10,079 square miles as shown on the route map in Appendix B.
NCRTD maintains a board of directors of 13 elected officials from communities within the district and one ex-
officio member representing the Rio Metro Regional Transit District. NCRTD submits its budget to the Local
Government Division of the Department of Finance and Administration and is subject to the Audit Act (12-6
NMSA 1978.) NCRTD operates out of its Espafiola headquarters.

The mission of the North Central Regional Transit District is to provide safe, secure and effective public
transportation within north central New Mexico in order to enhance the quality of life of its citizens by providing
mobility options and spur economic development throughout the region. NCRTD directly serves 20 routes free of
charge, including those it took over on behalf of the city of Espafiola and Rio Arriba County. NCRTD routes
connect with services provided by New Mexico Park and Ride (operated by the New Mexico Department of
Transportation), Santa Fe Trails (operated by the city of Santa Fe), Atomic City Transit (operated by Los Alamos
County), the Red River Miner (operated by the town of Red River), the New Mexico Rail Runner Express
(operated by the Rio Metro Regional Transit District), and the Chile Line (operated by the city of Taos.) NCRTD
also provides free on-demand transit services for Americans with Disabilities Act-qualified (ADA) persons and for
a fare for non-ADA-qualified passengers within a specific radius of Rio Arriba County. NCRTD provides financial
support to the New Mexico Rail Runner, Santa Fe Trails, the Santa Fe Pick-Up shuttle, Atomic City Transit, and
shuttle services for special events.

Chart 1. NCRTD Ridership
FY09-FY13
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Source: NCRTD Annual Reports

The North Central Regional Transit District receives federal funding facilitated through the New Mexico
Department of Transportation (NMDOT). NMDOT receives federal grant funding on behalf of the state and
distributes the funds through a memorandum of understanding with recipients such as NCRTD. NCRTD also
levies a regional transit gross receipts tax (GRT) from counties in the district pursuant to 70-20E-23 NMSA 1978.
In 2008, voters in the four counties within the district approved a 1/8" increment gross receipts tax to fund NCRTD.
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The GRT funding has a 15-year life span, requiring another ballot initiative in 2023. Additionally, Los Alamos
County provides an annual contribution used as matching funds for federal grants, which as of the publishing of this
report, had been negotiated through FY15.

Chart 2. NCRTD Revenues
FY09-FY13

(in thousands)
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FINDINGS AND RECOMMENDATONS

THE NORTH CENTRAL REGIONAL TRANSIT DISTRICT HAS INCREASED RIDERSHIP AND
REDUCED COSTS, YET JUST 24 PERCENT OF SEATS ARE OCCUPIED AND COST PER RIDER
CAN EXCEED $75

Between FY12 and FY13. ridership increased on NCRTD-operated routes while costs declined and
productivity increased; however, NCRTD can increase ridership to maximize vehicle resources. Various
measures exist to measure transit system effectiveness, including ridership, cost per mile, cost per passenger, and
volume per mile and per hour. NCRTD garnered positive results in all of these indicators over the most recent
three-year period. However, ridership is low compared to seats available on vehicles serving NCRTD routes.

Table 1. Select NCRTD Route Productivity Statistics

FY12 - FY13
Espaiola Chimayo Los Alamos-
to Santa | Pojoaque | Chama to San to Las Espaiiola-
Fe to Nambé | Espanola | lldefonso | Trampas Pojoaque
2-Year Average Ridership 24.728 5,202 2,590 3,373 2,124 1,389
2-Year Average Cost per Passenger $6.51 $58.03 $49.72 $34.78 $72.79 $81.58
Change in Cost per Passenger 21% 58.7% -31.7% 23.9% -7.4% -10.9%
2-Year Average Cost per Mile $3.68 $4.56 $2.65 $3.58 $4.16 $3.38
Change in Cost per Mile -14.8% -0.6% -17.8% -48.5% 3.3% 0.9%

Source: NCRTD

In FY13, NCRTD had a seat occupancy rate of 24.3 percent for all Blue Bus routes. Guidelines disseminated to
transit grant recipients thorough NMDOT define a passenger trip as a one-way trip from origin to destination.
Using this as a basis, LFC staff quantified available seats on NCRTD’s 20 fixed service routes based on one-way
service either outbound or inbound from the route’s point of origin. This data was then compared to total ridership
for FY13 on each route. Eighteen of 20 routes had occupancy below 50 percent. Routes with greatest occupancy
included Edgewood to Santa Fe (56.3 percent), Pefiasco to Taos (53.2 percent) and Chama to Espafiola (47.6
percent.) Lowest occupancy routes included Las Trampas and Espafiola to Los Alamos, both with 9.5 percent
occupancy, and Pojoaque to Nambé (11.8 percent.) Occupancy analysis for all NCRTD-operated routes is included
in Appendix D.

While overall ridership on NCRTD-operated routes increased 12.5 percent between FYIl and FYI3,
opportunities exist to address ridership issues on specific routes. NCRTD serves various consumers, including
those with minimal or no vehicle access, students, commuters and the disabled, which causes NCRTD to operate a
diverse variety of routes. For example, the Espafiola to Santa Fe route could be considered a commuter route,
whereas the Pojoaque to Nambé route could be considered rural, serving a different type of consumer. These routes
have performed very differently in the last three years. In FY13, the Espafiola to Santa Fe route served over 22
thousand passengers, an increase of 34 percent since FY11. On the other hand, the Pojoaque to Nambé route
served 2,000 passengers in FY13, a reduction of 48 percent over the same time period. In an analysis completed as
part of NCRTD’s FY 14 needs assessment, consultants noted the Pojoaque route was not direct, bus stops were not
located convenient to riders, some stop times were poorly scheduled and more stops were needed. All of these
factors could contribute to low ridership.

Conversely, NCRTD started offering service from Edgewood to Santa Fe in FY12. Between FY12 and FY13,
ridership increased 53 percent. According to a customer service survey conducted in FY12, riders wanted more
service as riders were turned away due to lack of capacity. NCRTD currently operates a 28-passenger vehicle for
this route. Increasing capacity could involve purchasing a larger vehicle and ensuring drivers are adequately
credentialed to drive the larger vehicle.

North Central Regional Transit District, Report #14-04
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Cost per passenger and cost per mile decreased 0.6 percent and 2.7 percent respectively on NCRTD-operated
routes. Total annual cost across all routes increased 3.3 percent between FY12 and FY'13 to a total of $3.4 million
of route-operating costs in FY13. Therefore, the reduction in cost per passenger, from $17.88 to $17.30 between
FY12 and FY13, is reflective of ridership gains across the NCRTD Blue Bus system. In this category, the Pojoaque
to Nambé route again performed poorly, with cost per passenger increasing 59 percent. The Chama to Espafola
route showed improvement, reducing cost per passenger 32 percent between FY12 and FY13. This route was
increased from two to three days a week in FY 14, increasing ridership by 73 percent.

Cost per mile assesses the financial resources required to operate routes. Vehicle miles increased 6.2 percent over
two years, possibly due to increased frequency of route runs. A strong performer in cost per mile was the San
Ildefonso route, reducing its cost per mile 49 percent in the last two years. Vehicle miles have more than doubled
between FY12 and FY13, and passenger totals increased 81 percent in FY12. This route connects San Ildefonso
Pueblo with various Park and Ride routes operated by NMDOT, as well as other NCRTD routes, making it a good
example of a feeder route.

While cost per passenger decreased, it is still high when compared to transit options, such as taxis, used in other
transit systems. In the case of NCRTD-operated routes, cost per passenger can range from $6.44 (Espafiola
Riverside) to $76.87 (Los Alamos-Espaiiola-Pojoaque.) Other transit jurisdictions have used taxi service as a way
of reducing costs. The county of Arlington, Virginia introduced taxis to serve ADA passengers, with a cost of
$20.50 per passenger, as opposed to the previous service cost of $35.00 per passenger, a savings of 41 percent.

LFC staff looked at the cost per mile for two service areas covered by NCRTD-operated routes and the rate per
mile for taxi service providers located in the region. While taxi service was less expensive on pure cost per mile,
there are caveats to consider in this comparison. NCRTD is federally-required to offer Americans with Disabilities
Act-compliant (ADA) services, which incurs additional capital costs. The surveyed taxi service providers are not
ADA-compliant, and associated costs with becoming compliant would increase taxi cost per mile. Furthermore,
fixed route service, such as what NCRTD Blue Buses offer, is designed to minimize downtime, where a vehicle has
to return to a point of origin without the potential of carrying passengers. Customized route service, such as what
taxis provide, could incur additional costs either through downtime while awaiting the opportunity to make a return
trip with the same passenger or a return trip without a passenger.
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Table 3. Cost per Mile for Select NCRTD Routes and Taxi Service Providers

ADA
compliant
Service Provider Route Cost per Mile (YIN)
Taos Area

NCRTD UNM Klauer (Taos) $7.03 Y
NCRTD Red River $6.04 Y
NCRTD Penasco to Taos $3.54 Y
NCRTD Questa to Taos $3.37 Y
NCRTD Taos to Espanola $2.53 Y
Taos-Based Taxi & Shuttle Service

Provider Determined by Passenger $2.17* N

Santa Fe Area
NCRTD NM 599 $4.50 Y
NCRTD Tesuque to Santa Fe $3.92 Y
NCRTD Espanola to Santa Fe $3.39 Y
NCRTD Eldorado $3.15 Y
Santa Clara to Espanola/Santa

NCRTD Fe $3.08 Y
Santa Fe-Based Taxi Service $3.00 + $2.85

Provider Determined by Passenger flat fee* N

Notes: *Does not include fees for wait time due to passenger, any potential fees for one-way trips if a vehicle returns to base
of operations without a patron, or capital costs for ADA compliance,
**In addition to previous note, rate does not include additional passenger flat fee of $1.50.

Source: NCRTD and Select Taxi Service Providers

However, in a survey of 19 cities using taxis in their transit system, 17 responded taxis offered increased flexibility
during both off-peak hours and peak hours, as well as service in hard-to-reach areas. While taxis cannot provide
service that meets NCRTD’s federally-mandated requirements at this time, NCRTD would benefit from continuing
to review transit alternatives to increase productivity and manage costs.

NCRTD routes also increased one-way passenger trips per hour between FYI1I1 and FY12 by 21 percent. One-
way passenger trips per revenue hour is considered a key productivity indicator for public transit. In FY12, this
indicator increased to 4.14 average one-way passenger trips per hour from 3.42 trips in FY11 across all NCRTD
routes. Once again, the San Ildefonso and Chama to Espafiola routes showed the greatest gains in productivity at
80 percent and 72 percent respectively.

Another productivity measure is one-way passenger trips per revenue mile. In FY12, the NCRTD system average
was 0.21 average trips per mile. In 2010, Texas did a similar review of its rural and urban transit system, and
across all rural transit areas, average one-way passenger trips per revenue mile totaled 0.20.

In an effort to increase service and manage costs, NCRTD benchmarks its performance and reviews routes
annually. NCRTD publishes key performance measures monthly on its website, and reviews route performance
annually to make adjustments to increase ridership and address route cost issues.

NCRTD outperformed its benchmarks in cost per passenger for FY13. NCRTD benchmarks key performance in
cost per passenger and cost per trip against a two-county transit area (Sandoval and Valencia Counties) and the
Federal Transit Administration (FTA) district that encompasses NCRTD’s counties. For FY13, NCRTD routes
performed 36 percent better than Sandoval and Valencia Counties, and 15 percent better than FTA District 6, as
shown in Chart 3. NCRTD has expressed concerns in finding a similar district in population density,
socioeconomic profile, and size with whom to benchmark, but considers these two entities a good starting point for
analysis.
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Chart 3. FY13 NCRTD Cost per Passenger Benchmarked
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NCRTD reports monthly performance on administration of its transit system, status of its vehicle fleet and
customer relations. NCRTD reports on various performance measures as listed in Table 4.

Table 4. NCRTD Performance Measures

Administrative:

Ridership, All Funded Routes
Ridership, NCRTD-Operated Routes
Monthly Expenditures

Cost per Mile

Cost per Passenger Trip

Fleet:

Vehicle Back-Up Ratio

Average Vehicle Age

Percentage of “On-Time” Preventive Maintenance/Inspections
Accidents, Major/Minor

Customer Relations:

Complaints

Incidents

Source: NCRTD

NCRTD reports on monthly administrative and operational expenditures, stating it allows management to target
funding when creating future budgets and requesting federal funding. The district also tracks its active and spare
vehicles. The Federal Transit Administration (FTA) recommends maintaining a spare vehicle ratio of 20 percent
for fleets over 50 vehicles. At the end of FY13, NCRTD maintained 26 active transit vehicles, with five spare
vehicles for a spare ratio of 19 percent. Furthermore, NCRTD tracks customer complaints and customer incidents
occurring on transit vehicles. For FY13, customer complaints comprised 0.03 percent of total ridership and
incidents on vehicles totaled 0.06 percent. NCRTD also tracks accidents, and for FY13, there were four minor
accidents and 1 major accident. A major accident involves significant damage and/or injury and FTA requires a
post-accident drug screen for the vehicle driver.

In FY14, NCRTD commissioned a study to assess public transit need and ways to improve productivity.
NCRTD contracted KFH Group Inc. for $150 thousand to complete a needs assessment and a recommended transit

service plan along with implementation and funding strategies. KFH presented their recommendations to
NCRTD’s board in February 2014.

Consultants recommended a mix of transit route updates, expansions and additions. KFH Group made
recommendations for all 20 NCRTD-operated routes at an annual estimated cost reduction of $128 thousand. The
NCRTD board approved revisions to all 20 routes including:

e Pojoaque to Nambé- Transition service to dial-a-ride, with two service options: standing order dial-a-ride,
which would be scheduled in advance, and demand service, which would be dispatched as needed.
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e UNM Taos Campus- Eliminate route duplication with Taos Chile Line, expanding their service route 1.5
miles to match previous Blue Bus route, reducing annual cost from $153 thousand to $15 thousand.

e [Espaiiola to Santa Fe- Adjust Santa Clara and Tesuque routes into Santa Fe to be included in Espaiiola to
Santa Fe schedule. Also adjust schedule to coincide with connections and not duplicate service with New
Mexico Park and Ride.

e Chama to Espaiiola- Expand service to five days a week, add new stops, most notably between Ghost
Ranch and US 285, and time the route to connect to other routes. Cost will increase $61 thousand.

The board also adopted route expansion recommendations into Golden and Tres Piedras as noted on the map in
Appendix E, at an estimated cost of $12 thousand annually. NCRTD plans to conduct a six-month pilot to test
service expansion recommendations prior to making permanent service changes.

Recommendations

The North Central Regional Transit District should:

e Continue to examine alternatives like dial-a-ride, taxi or pre-scheduled service to reduce fixed routes costs
on low ridership routes and

o Foster benchmarking relationships with other similar rural transit systems to better measure system
performance and access best practices to increase ridership and manage costs.
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THE NORTH CENTRAL REGIONAL TRANSIT DISTRICT SUCCESSFULLY OPERATES WITHIN
ITS MEANS WHILE MAINTAINING STRONG RESERVES, BUT THE DISTRICT ANTICIPATES
BUDGET SHORTFALLS WITHIN THE NEXT DECADE

The North Central Regional Transit District (NCRTD) operates on a budget comprised of gross receipt tax
revenue, federal grants and county contributions. For FY 14, NCRTD stated anticipated gross receipt tax (GRT)
revenues from member counties comprise 72 percent of its budget, followed by federal allocations of 21 percent
and a contribution from Los Alamos County of 4.8 percent.

Economic conditions continue to impact gross receipt tax collections, reducing NCRTD’s GRT-based revenues.
A voter-approved 1/8" GRT increment generated an average of 92 percent of NCRTD’s total GRT revenues
between FY11 and FY 14, with the remainder being a general fund contribution provided by Los Alamos County
based on an agreement executed with NCRTD. Both revenue sources declined as a result of economic conditions.
GRT revenues dropped from $7.5 million in FY11 to an estimated $6.8 million for FY14. This also affected Los
Alamos County’s contribution to NCRTD, bringing the total to $450 thousand for FY 14, steadily reduced from
$1.5 million in FY11.

Chart 4. GRT-Based Revenues
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In FY14, NCRTD will distribute 63 percent of collected GRT revenues to other transit systems, including the
NM Rail Runner, Atomic City Transit and Santa Fe Trails. As the legal recipient of transit gross receipt tax
revenues for the four-county district, NCRTD distributes approximately 60 percent of these revenues to other
transit systems operating within the district. By agreement with Santa Fe County, 50 percent of GRT collected
within the county for transit is distributed to the NM Rail Runner, operated by the Rio Metro Regional Transit
District. In FY13, NCRTD transferred $2 million to Rio Metro to fulfill this agreement. Additionally, Santa Fe
County requires that of the remaining revenues, 86 percent must address transit needs within the city and county of
Santa Fe. NCRTD provides funding to support Santa Fe Trails, operated by the city of Santa Fe, totaling $982
thousand for FY13. NCRTD also contributes to the operation of Los Alamos municipal transit through Atomic
City Transit ($1.4 million). Remaining GRT revenues are allocated to NCRTD-operated Blue Bus routes and
capital needs.
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Chart 5. GRT Revenue Distribution
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Counties within the North Central Regional Transit District (NCRTD) fall within the top third of highest GRT
rates in the state. Voters within the counties of Santa Fe, Rio Arriba, Los Alamos, and Taos each collectively
passed a 1/8" GRT increment to support the function of NCRTD. When looking at all 33 New Mexico counties,
these four counties fall in the top third for highest average GRT rates, with the lowest rate in Santa Fe County (7.19
percent), and the highest rate in Taos County (7.73 percent). The base state gross receipts tax rate is 5.125 percent
and the statewide average is 7 percent (Appendix F).

While funding NCRTD through GRT does increase tax rates of member counties, it is seen as a consistent
funding method for regional transit. NCRTD was reviewed as part of a larger case study for the American Public
Transportation Association in 2011. The study cited NCRTD as an example of a system allowing for public transit
expansion in a multi-county region with the ability to generate revenues through taxation, providing for revenue
reliability. In contrast, Austin, Texas has faced challenges in addressing increased demand for public transit due to
a cap placed on tax increases in counties.

NCRTD receives federal funding through various allocations, which in FY14 will account for 21 percent of
NCRTD’s total budget. NCRTD receives federal dollars most consistently from three specific programs: the
Formula Grant for Other than Urban Areas, the Job Access and Reverse Commute program, and the Metropolitan
and Statewide Planning program. The Formula Grant for Other than Urban Areas is a formula-based funding
program to support public transportation in rural areas of less than 50 thousand residents, accounting for 84 percent
of NCRTD’s federal funding for FY13 ($1.4 million). In FY14, NCRTD received a $334 thousand Veterans
Initiative grant to improve access to transit services for veterans residing within the district.
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Chart 6. FY11 NCRTD Federal
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Chart 9. FY14 Budgeted NCRTD
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In FY14, NCRTD received $170 thousand in state capital outlay funds to purchase vehicles. Previously, capital
purchases were funded through federal grants and GRT revenues within NCRTD’s budget. Between FY11 and
FY12, NCRTD received a $599 thousand federal grant for state of good repair for vehicle replacement, as well as
$617 thousand from other federal sources. The $170 thousand the Legislature appropriated in capital outlay
funding is the only state revenue in NCRTD’s FY 14 budget.

Top expenses for NCRTD include payroll and capital expenditures. Between FY11 and FY13, NCRTD total
expenses have dropped an average of 1.1 percent, however FY14 budgeted expenses are expected to grow 9
percent, driven by increases in capital purchases.
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Chart 10. NCRTD Expenditures
FY10-FY13
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Two-thirds of NCRTD’s salary expense is related to direct operations including drivers, supervisors, and fleet
and facilities maintenance. As of April 2014, NCRTD had 11 administrative positions and 39 operational
positions, including 37 drivers for NCRTD-operated Blue Bus routes (Appendix G). Transit drivers and customer
service representatives are union-represented, and a collective bargaining agreement is in place. The most recent
agreement is through FY14. The NCRTD board, in response to state law enacted in 2013 increasing PERA
contributions for state employees earning greater than $20 thousand annually (Laws 2013, Ch. 225), resolved to pay
75 percent of the 1.5 percent increase for all employees impacted.

Between FY11 and FY13, NCRTD spent $1.7 million each on vehicles and the remodeling of a building. The
building remodel was funded by federal funds, GRT revenues and fund balances. It serves as the hub of NCRTD
operations and administration. Vehicles purchased are funded by federal grants or GRT revenues. Vehicles
purchased using federal funds are required to have the New Mexico Department of Transportation as the lien
holder. Other capital expenditures include vehicle improvements, communications and surveillance equipment and
bus shelters and benches.

NCRTD maintains a total vehicle fleet of 46 vehicles, 14 of which are eligible for disposal under federal
guidelines. The Federal Transit Administration, which distributes grants for public transit, provides the below
guidance to transit operators for the disposal of vehicles:

Table 5. Federal Transit Administration Vehicle Useful Life Guidelines

Minimum Life

Select Typical Characteristics (Whichever Comes First)

Category Seats Average Cost Years Miles
Heavy Duty Large Bus 27-40 $325,000-over $600,000 12 500,000
Heavy Duty Small Bus 26-35 $200,000-$325,000 10 350,000
Medium Duty and Purpose-Built Bus 22-30 $75,000-$175,000 7 200,000
Light Duty Mid-Sized Bus 16-25 $50,000-$65,000 5 150,000
Light Duty Small Bus, Cutaways, and Modified Van 10-22 $30,000-$40,000 4 100,000

Source: NMDOT Rail and Transit Division

North Central Regional Transit District, Report #14-04
Operational Effectiveness and Oversight of the North Central Regional Transit District
April 10, 2014

21



The guidelines provide for transit operators to dispose of vehicles by either mileage or age in years. NCRTD uses
the years definition for financial depreciation of vehicles. NCRTD prefers to use mileage as its benchmark, as the
district covers over 10 thousand square miles and in FY 13 alone, NCRTD Blue Buses traveled 977 thousand miles.
For FY13, NCRTD brought four vehicles before the board for authorization for disposal. All four vehicles
exceeded the minimum life in miles and years and were either in need of major repair or lifetime repairs exceeded
75 percent of vehicle purchase price.

In FYI15, NCRTD anticipates expenses to operate the district will begin to exceed collected revenues by 5
percent, projecting this deficit to grow as high as 10 percent in FY22. NCRTD applied a growth rate of 3 percent
for GRT revenues, federal funding and inflation to operating and maintenance costs. NCRTD’s board requires cash
reserves of 25 percent of operating revenues, and for FY 13 had $4.3 million more in reserves than the minimally-
required $2.4 million. However, with the projected growth in expenses, NCRTD will need to start drawing on
reserves in FY15 and the district anticipates falling below 25 percent reserves in FY 18 and reserves moving into a
negative position in FY22.

Recommendations
The North Central Regional Transit District should:

e Report to the Legislature on use of state capital outlay funds, including plans for vehicle depreciation,
disposal and replacement when appropriate;

e Continue to forecast revenues and expenditures to avoid budget shortfalls while minimizing service impact
and

e Study options to reduce recurring costs such as for vehicle fuel.

North Central Regional Transit District, Report #14-04
Operational Effectiveness and Oversight of the North Central Regional Transit District
April 10, 2014

22



THE NORTH CENTRAL REGIONAL TRANSIT DISTRICT PREVIOUSLY STRUGGLED WITH POOR
FINANCIAL CONTROLS, BUT HAS MADE SIGNIFICANT PROGRESS IN CORRECTING THESE
ISSUES

A review of NCRTD financial audits for FY10 showed various financial control deficiencies, many of which
were resolved in FY11 and FY12. Auditors identified control issues including late submission of audits to the
State Auditor, missing documentation for disbursements, financial duties not being properly segregated, and
significant restatement of accounts on the general ledger.

The previous NCRTD administration had not turned in annual financial audits on time to the State Auditor
since 2006. For FY10, the audit was submitted in September 2011, almost 10 months after the due date of
December 1, 2010. Furthermore, federally-required forms due nine months after fiscal year-end were not submitted
timely. NCRTD stated the delay was related to an issue with their fiscal agent in FY07 and continued through
FY10. NCRTD presented timely audits to the State Auditor for FY11-FY13.

Before FY11, NCRTD neither segregated duties appropriately nor consistently followed approval processes to
ensure proper oversight of financial activities. Auditors expressed concern over cash, payroll and disbursement
functions because one person was able to enter data into the general ledger, make deposits to the bank and print
disbursement and payroll checks, as well as investigate issues, reconcile account balances and create journal entries
in the general ledger. Furthermore, auditors found evidence of journal entries not being properly approved by
management and checks missing required co-signatures. Not maintaining sufficient controls could increase risk of
fraud, waste, and abuse of NCRTD funds. At the time, NCRTD stated a lack of finance staff contributed to this
issue and more staff would be hired to properly segregate duties. NCRTD now employs a finance director and two
finance staff, and many approvals go to the level of the executive director.

The only finding in NCRTD’s FY13 audit was a repeat finding related to corrections needed to ensure accurate
financial statements. Dating back to FY08, auditors identified correcting entries required in the general ledger. In
FY10 and FY11, auditors identified corrections totaling $1.3 million and $1.6 million respectively. Auditors stated
corrections were required to have accurate beginning balances for the subsequent fiscal year. Management stated
FY11 year-end journal entries had not been posted because of staff attrition, causing the incorrect beginning
balances for FY12. For FY13, auditors noted adjustments totaling $1.2 million related to reclassifying items
booked as expense to capital assets and adjusting depreciation. Auditors and NCRTD management differed in how
to record specific items in the general ledger, leading to the auditor-recommended correction. NCRTD agreed to
seek auditor advice on issues of this nature in the future.

Previous policies and procedures around expenses were not clearly defined and did not match best practice
standards. Various audit findings in FY10, which repeated or were modified in FY11, revolved around poorly-
defined controls related to staff expenditures and travel and per diem, resulting in inappropriate expenses and
increased risk around NCRTD funds.

NCRTD'’s previous executive director had access to a debit card linked directly to NCRTD’s operating account,
which in FY10 had a year-end balance of $3.7 million. While purchases were limited to $1,000 per day on the
debit card, the previous executive director and previous finance manager both had the authority to alter this limit.
There was little to no oversight to ensure debit purchases had a valid business purpose, there was no approval
process or procurement code in place for purchases made with the debit card, and finance staff did not have a
mechanism to question purchases, as the director had been given broad authority to make purchases as deemed
necessary. Auditors determined this finding to be resolved in FY'12.

Lack of a clearly defined per diem policy resulted in inconsistent reimbursement and reduced control over
expenditures. Prior to FY11, NCRTD did not have a clear per diem policy, leading employees to inconsistently
apply federal and state reimbursement rates. Auditors stated this practice gave the appearance employees were
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selecting reimbursement at the most advantageous rate. The audit also noted the appearance of a lack of
supervision over these expense claims. Additionally, non-business related expenses were reported related to travel
of the previous executive director. Auditors also cleared this finding on the FY12 audit.

In FY12, NCRTD resolved control issues around employee expenditures by instituting defined policies and
procedures. NCRTD instituted both a procurement card and a travel and per diem policy which resolved auditor
concerns over these processes. NCRTD now maintains a fixed number of procurement cards with a specific credit
limit. An approval process was put in place for purchases made with the cards, which are limited to emergencies or
when a vendor will not accept a purchase order. In the case of travel and per diem, the current policy remedies any
inconsistencies by clearing stating maximum per diem by travel type and the reimbursement rate for mileage, as
well as clearly defining allowable expenses.

Recommendation

The North Central Regional Transit District should continue to address audit findings in a timely fashion to avoid
repeat findings.
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AGENCY RESPONSES

April 8,2014

RTD

S FEAA R GO KO GE B ETNUN E VI Xd LA

Chairman Luciano Varela
325 Don Gaspar

Suite 101

Santa Fe, NM 87501

Re: Legislative Finance Committee Program Evaluation of the North Central Regional
Transit District

Dear Chairman Varela:

This letter constitutes the North Central Regional Transit District’s (NCRTD) response to the
program review and recommendations outlined in the Legislative Finance Committee’s
Program Evaluation of the NCRTD (Program Evaluation). The NCRTD appreciates the
opportunity to provide our comments. We find the report to be generally comprehensive and in
broad agreement with the findings and the majority of the recommendations. Many of the
recommendations are contained within the NCRTD’s newly updated service plan and mirror
practices that we have employed since FY 11, particularly cost reduction and ridership
enhancement. However, the NCRTD wishes to specifically address the following items noted in
the report:

“In FY13, NCRTD had a seat occupancy rate of 24.3 percent for all blue bus routes.” Seat
Occupancy is not a commonly used analysis in the transit industry. Such an analysis without a
comparative is difficult to translate. NCRTD’s consulting firm KFH Group has deemed the
NCRTD’s load factor which “seat occupancy” is referring to as “excellent for a rural system”.
Furthermore, an analysis of this type should be based upon peak a.m. and p.m. trips, in order to
determine whether the correct size of bus has been placed on the route and whether crowding is
occurring. A similar example is the design of roadways. Roadways are designed to meet peak
a.m. and p.m. trips. The remainder of the day the roadway experiences a great percentage of
underutilization, however regardless of this underutilization there is the expectation by the
general public that the designed roadway capacity will always be available. Among the
standard reporting criteria into the National Transit Database required by the Federal Transit
Administration (FTA) is the following five performance categories and no such criteria for seat
occupancy is analyzed even by the FTA:

Passenger miles traveled per vehicle revenue mile,
Passenger miles traveled per vehicle revenue hour,
Unlinked passenger trips,

Accidents, fatalities and injuries,

Financial information.

M

Daniel Barrone
Chair

Anthony J. Mortillaro
Executive Director

Governmental
Board of Directors
City of Espafiola
City of Santa Fe
Town of Edgewood
County of Rio Arriba
County of Santa Fe
County of Los Alamos
County of Taos
Nambe® Pueblo
Ohkay Owingeh Pueblo
Santa Clara Pueblo
Pueblo of Pojoaque
Pueblo of Tesuque

Pueblo de San Ildefonso

North Central Regional Transit District, Report #14-04
Operational Effectiveness and Oversight of the North Central Regional Transit District
April 10, 2014

25



“While cost per passenger has decreased, it is still high when compared to transit options, such as taxis, being
used in other transit systems.” The example of Arlington, VA which is a high density urban area with excellent
taxi service is not a comparable comparison. Areas in the nation using taxis for transit service and paratransit that
mirror the rural nature of the NCRTD’s service area should have been cited rather than a dense urban system. For
informational purposes the NCRTD staff did request a cost from a Santa Fe Taxi company for a one way trip from
Pojoaque to Los Alamos and was quoted $157. Furthermore, the taxi service could not provide ADA compliant
transport. This cost is nearly double the NCRTD’s highest cost route per trip. The changes the NCRTD is currently
undertaking with its new service plan adjustments will result in lower costs per trip.

It is due to the foresight of the legislature in 2003 that the Regional Transit District Act was authorized.
Furthermore authorization of legislation allowing for a voter imposed regional transit tax to provide for funding
was critically important for transit to become a regional reality. These legislative actions allowed the creation of the
NCRTD to address the lack of mobility options for residents within North Central New Mexico and
interconnections with other transit systems within its 10,000 square mile service area with a population of
approximately 235,000 residents. The NCRTD services over 50 communities within its service area for important
life needs such as hospital and medical services, employment, education and quality of life amenities. We do so
without charging a fare. Unfortunately the report did not mention the many communities we service, and most of
all, the people who live there.

Communities served by the NCRTD:

Pueblos: Rodarte NM Corrections
Ohkay Owingeh Vadito Department

San Ildefonso Talpa SF County Adult
Tesuque Pilar Detention Center
Pojoaque Ranchos de Taos Rio Arriba County:
Santa Clara San Cristobal Espafola
Nambé Santa Fe County: El Rito

Los Alamos Santa Fe Ojo Caliente
County: Espaifiola Chama

Los Alamos Eldorado Tierra Amarilla
Taos County: Edgewood Cebolla

Taos Moriarty Ghost Ranch
Questa Stanley Abiquiu

Costilla Galisteo Chimayo

Red River Madrid Cordova
Pefiasco *and the facilities of Truchas

UNM Taos-Klauer Onate Military Ojo Sarco

La Lama Complex Dixon

Cerro (Homeland Security, Embudo

Arroyo Hondo National El Duende

Las Trampas Guard, Troop La Puebla
Chamisal Command) Hernandez

Rio Lucio Velarde

Nor did the report mention that over 63% of our customers earn less than $17,000 per year and that (18.6%) ride the
“Blue Bus” because they are transit-dependent and do not own a vehicle. Many (25.5%) also avail themselves of
the service to save money. In a 2011 satisfaction level survey, overall satisfaction with the services received from
the NCRTD was rated an average of 4.7 (with 1 = “dissatisfied”, 5 = “very satisfied’). Lastly, the report failed to
share with the LFC that the NCRTD has contributed greatly to reducing the carbon foot print and in reducing road
miles traveled which in FY 13 were respectively 2,161 tons and 4.35 million miles, (which are reasons alluded to in
the RTD Statute as purposes for creating the Act). The reduction of road miles traveled benefits the local
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governments and the state financially as it reduces wear and tear on pavement and contributes to the reduction in

accidents and safety risks. Finally, the report fails to acknowledge ridership for those regional services funded by

NCRTD GRT; over 63% of these funds go collectively to the Rail Runner, Santa Fe Trails and Atomic City Transit.

Following is a chart that shows historical ridership figures which also include those regional services funded for

Santa Fe Trails and Los Alamos County Atomic City Transit. The chart below does not include the 309,115 riders

in FY 13 that took the Rail Runner north bound into Santa Fe. All tallied over 771,288 trips were provided thru the
B RTD Operated MRTD Funded Total

NCRTD and its resources in FY 2013!
e " 'V-
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Unfortunately, the report did focus to some degree on past actions of the former administration, which have been
more than publicly accounted for and documented in past audits. Since May of 2011 the District has diligently
strived to be a model agency that is fully adherent to its Board policies, state and federal rules, regulations and laws.
But most importantly of all, the NCRTD is the glue that holds all transit agencies and services together for the
benefit of those in North Central New Mexico that need the service, those whom are choice riders as well as those
who are future beneficiaries of regional transit. The approval of legislation and creation of the NCRTD reminds me
of an ancient proverb that I believe sums up past transit efforts and what our obligation is to the future of transit in
North Central New Mexico; “One generation plants the tress, another gets the shade.”

In closing, I want to state that NCRTD is fully committed to implementing the mission articulated by its Board of
Directors and in meeting the objectives outlined in the RTD statute. The work of the LFC evaluation team is much
appreciated. The NCRTD also appreciates the ongoing contributions of the Legislative Finance Committee
members and we look forward to discussing the Report on April 10, 2014.

Respectfully submitted,

W ﬁ?)nrgzé/&w

Anthony J. Mortillaro
Executive Director

Cc: NCRTD Board of Directors
Attachment: CTAA article
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APPENDIX A: EVALUATION OBJECTIVES, SCOPE, AND METHODOLOGY

Evaluation Objectives.
e Measure effectiveness and productivity of the regional transit district.
e Assess revenue collection and expenditures related to operating the regional transit district.
e Review policies around procurement and other expenditures to determine level of control around public
funds.
e Review audit findings and follow up on resolution of these findings.

Scope and Methodology.

o Reviewed state statutes, agency policies, procedures, and internal management documents.

e Analyzed productivity data for ridership and cost per route.

e Conducted structured interviews with NCRTD staff, contacted the New Mexico Department of
Transportation Rail and Transit Division and consulted with other transit districts outside New Mexico.

e Reviewed contract, financial, performance, and quality data from the agency.

e Review financial audits from FY09-FY13.

e Reviewed published literature on other state practices, press releases, and media reports relevant to the
evaluation.

Evaluation Team.
Maria D. Griego, Program Evaluator

Authority for Evaluation. The LFC is authorized under the provisions of Section 2-5-3 NMSA 1978 to examine
laws governing the finances and operations of departments, agencies, and institutions of New Mexico and all of its
political subdivisions; the effects of laws on the proper functioning of these governmental units; and the policies
and costs. The LFC is also authorized to make recommendations for change to the Legislature. In furtherance of
its statutory responsibility, the LFC may conduct inquiries into specific transactions affecting the operating policies
and cost of governmental units and their compliance with state laws.

Exit Conference. The contents of this report were discussed with the North Central Regional Transit District
during the exit conference on April 3, 2014. A report draft was provided to the agency for formal written response
on April 1, 2014.

Report Distribution. This report is intended for the information of the Office of the Governor, the North Central
Regional Transit District, the Office of the State Auditor, and the Legislative Finance Committee. This restriction
is not intended to limit distribution of this report, which is a matter of public record.

(s o

Charles Sallee
Deputy Director for Program Evaluation

North Central Regional Transit District, Report #14-04
Operational Effectiveness and Oversight of the North Central Regional Transit District
April 10, 2014

33




APPENDIX B: NCRTD ROUTE MAP
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APPENDIX C: VEHICLE TYPE BY ROUTE

NCRTD Operated Routes

Type of Vehicle Used Per Route

Vehicle Capacity

Questa to Taos

Heavy Duty - Small Bus - Diesel

40 Passenger/18
Passenger

Penasco to Taos

Light Duty Mid-Sized Bus - Gas

18 Passenger

Taos to Espanola

Light Duty Mid-Sized Bus - Gas

18 Passenger

El Rito to Espafiola

Light Duty Small Bus - Gas

12 Passenger

Espafola to Santa Fe

Heavy Duty - Small Bus - Diesel

40 Passenger

Westside (Espanola)

Light Duty Small Bus - Gas

12 Passenger

Riverside Drive (Espafiola)

Light Duty Small Bus - Gas

13 Passenger

Santa Clara to Espafiola/Santa Fe

Light Duty Small Bus - Gas

18 Passenger

Tesuque to Santa Fe

Light Duty Small Van - Gas in AM Medium

Duty/Purpose Bus - Diesel in PM

12 Passenger/28 passenger

Espafola to Los Alamos

Light Duty Small Bus - Gas

18 Passenger

Espafiola to Chimayo

Light Duty Small Bus - Gas

8 Passenger

Demand Response (Espafiola)

Light Duty Small Bus - Gas

12 Passenger

Demand Response Pojoaque Students

Light Duty Small Bus - Gas

14 Passenger

San lldefonso Pueblo

Light Duty Small Van - Gas

12 Passenger

Pojoaque to Nambé

Light Duty Small Van - Gas

12 Passenger

Los Trampas

Light Duty Small Van - Gas

12 Passenger

UNM Klauer (Taos)

Light Duty Small Bus - Gas

12 Passenger

Chama Light Duty Small Bus - Gas 14 Passenger
NM 599 Light Duty Mid-Sized Bus - Gas 18 Passenger
Red River Light Duty Small Bus - Gas 12 Passenger
Eldorado Light Duty Small Bus - Gas 18 Passenger
Edgewood Medium Duty/Purpose Bus - Diesel 28 passenger

Source: NCRTD
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FY13 OCCUPANCY ANALYSIS BY ROUTE

APPENDIX D
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APPENDIX E: NCRTD BOARD-APPROVED ROUTE MAP WITH FY15
SERVICE EXPANSIONS
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APPENDIX F: FY13 AVERAGE GROSS RECEIPTS TAX RATE BY COUNTY

County Average Gross Receipts Tax

Taos 7.73%
Quay 7.711%
McKinley 7.53%
Dona Ana 7.38%
Guadalupe 7.31%
Los Alamos 7.31%
Union 7.29%
Rio Arriba 7.28%
San Miguel 7.27%
Torrance 7.26%
Lincoln 7.21%
Santa Fe 7.19%
Luna 7.19%
Cibola 7.14%
Sierra 7.13%
Valencia 7.09%
San Juan 7.09%
Otero 7.08%
Grant 7.06%
Statewide Average 7.00%
De Baca 6.97%
Roosevelt 6.97%
Curry 6.84%
Colfax 6.83%
Eddy 6.81%
Chaves 6.74%
Sandoval 6.59%
Hidalgo 6.50%
Socorro 6.50%
Lea 6.48%
Bernalillo 6.46%
Mora 6.44%
Harding 6.42%
Catron 6.28%
State Base GRT 5.125%
Rate

Source: LFC Files
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APPENDIX G: NCRTD ORGANIZATIONAL CHART

(7) seaneymasarday

301AIRG WO

(81

_I 11 STRATK] WSURI]

ZIUNTEJA] ATIOO ],
JosLuRdng s WSueL]

€n

_I ] SIRATK( 1ISTRI],

POEPHOH
JostagRdng Yrjs usuer]

(1d) 1mesepy
10N, AN SSHIEI N3]

FLER TN
157erads 2oURTSIUTElY SSTIRE]

ERT YN SIERY

[EAOPURS UOUTRYS zado] 1eq zanhoer 2=y
sTerads ermem S. TOTETIL e T 1sqered aanens
RN L 1sATey Ter il Aoy Swprmg nesg Lo s e
TWBORA -
2ANOIA] A2DEY,
SBeN wf S AT sserods * uodery epusin A TN
IIDILJ() TOTJETTLIONT] JTqrd puR jayeg/sa0mosary Uemng] sJuRIn) pue sjsalolg IO 20U Jog22my] suonesad() sanTIoe | pue 1SRy
[ | | | 1 1 ]
et S e o S il
[25UN0) T8 19eNnU0]) WRISTSSY SATINISXT
I0J23T(] SATNISXT

oIR[IION [ Amouy

$I0}231(T JO pIeOg

Operational Effectiveness and Oversight of the North Central Regional Transit District

North Central Regional Transit District, Report #14-04
April 10, 2014

39




<<

  /ASCII85EncodePages false

  /AllowTransparency false

  /AutoPositionEPSFiles true

  /AutoRotatePages /None

  /Binding /Left

  /CalGrayProfile (Dot Gain 20%)

  /CalRGBProfile (sRGB IEC61966-2.1)

  /CalCMYKProfile (U.S. Web Coated \050SWOP\051 v2)

  /sRGBProfile (sRGB IEC61966-2.1)

  /CannotEmbedFontPolicy /Error

  /CompatibilityLevel 1.4

  /CompressObjects /Tags

  /CompressPages true

  /ConvertImagesToIndexed true

  /PassThroughJPEGImages true

  /CreateJobTicket false

  /DefaultRenderingIntent /Default

  /DetectBlends true

  /DetectCurves 0.0000

  /ColorConversionStrategy /CMYK

  /DoThumbnails false

  /EmbedAllFonts true

  /EmbedOpenType false

  /ParseICCProfilesInComments true

  /EmbedJobOptions true

  /DSCReportingLevel 0

  /EmitDSCWarnings false

  /EndPage -1

  /ImageMemory 1048576

  /LockDistillerParams false

  /MaxSubsetPct 100

  /Optimize true

  /OPM 1

  /ParseDSCComments true

  /ParseDSCCommentsForDocInfo true

  /PreserveCopyPage true

  /PreserveDICMYKValues true

  /PreserveEPSInfo true

  /PreserveFlatness true

  /PreserveHalftoneInfo false

  /PreserveOPIComments true

  /PreserveOverprintSettings true

  /StartPage 1

  /SubsetFonts true

  /TransferFunctionInfo /Apply

  /UCRandBGInfo /Preserve

  /UsePrologue false

  /ColorSettingsFile ()

  /AlwaysEmbed [ true

  ]

  /NeverEmbed [ true

  ]

  /AntiAliasColorImages false

  /CropColorImages true

  /ColorImageMinResolution 300

  /ColorImageMinResolutionPolicy /OK

  /DownsampleColorImages true

  /ColorImageDownsampleType /Bicubic

  /ColorImageResolution 300

  /ColorImageDepth -1

  /ColorImageMinDownsampleDepth 1

  /ColorImageDownsampleThreshold 1.50000

  /EncodeColorImages true

  /ColorImageFilter /DCTEncode

  /AutoFilterColorImages true

  /ColorImageAutoFilterStrategy /JPEG

  /ColorACSImageDict <<

    /QFactor 0.15

    /HSamples [1 1 1 1] /VSamples [1 1 1 1]

  >>

  /ColorImageDict <<

    /QFactor 0.15

    /HSamples [1 1 1 1] /VSamples [1 1 1 1]

  >>

  /JPEG2000ColorACSImageDict <<

    /TileWidth 256

    /TileHeight 256

    /Quality 30

  >>

  /JPEG2000ColorImageDict <<

    /TileWidth 256

    /TileHeight 256

    /Quality 30

  >>

  /AntiAliasGrayImages false

  /CropGrayImages true

  /GrayImageMinResolution 300

  /GrayImageMinResolutionPolicy /OK

  /DownsampleGrayImages true

  /GrayImageDownsampleType /Bicubic

  /GrayImageResolution 300

  /GrayImageDepth -1

  /GrayImageMinDownsampleDepth 2

  /GrayImageDownsampleThreshold 1.50000

  /EncodeGrayImages true

  /GrayImageFilter /DCTEncode

  /AutoFilterGrayImages true

  /GrayImageAutoFilterStrategy /JPEG

  /GrayACSImageDict <<

    /QFactor 0.15

    /HSamples [1 1 1 1] /VSamples [1 1 1 1]

  >>

  /GrayImageDict <<

    /QFactor 0.15

    /HSamples [1 1 1 1] /VSamples [1 1 1 1]

  >>

  /JPEG2000GrayACSImageDict <<

    /TileWidth 256

    /TileHeight 256

    /Quality 30

  >>

  /JPEG2000GrayImageDict <<

    /TileWidth 256

    /TileHeight 256

    /Quality 30

  >>

  /AntiAliasMonoImages false

  /CropMonoImages true

  /MonoImageMinResolution 1200

  /MonoImageMinResolutionPolicy /OK

  /DownsampleMonoImages true

  /MonoImageDownsampleType /Bicubic

  /MonoImageResolution 1200

  /MonoImageDepth -1

  /MonoImageDownsampleThreshold 1.50000

  /EncodeMonoImages true

  /MonoImageFilter /CCITTFaxEncode

  /MonoImageDict <<

    /K -1

  >>

  /AllowPSXObjects false

  /CheckCompliance [

    /None

  ]

  /PDFX1aCheck false

  /PDFX3Check false

  /PDFXCompliantPDFOnly false

  /PDFXNoTrimBoxError true

  /PDFXTrimBoxToMediaBoxOffset [

    0.00000

    0.00000

    0.00000

    0.00000

  ]

  /PDFXSetBleedBoxToMediaBox true

  /PDFXBleedBoxToTrimBoxOffset [

    0.00000

    0.00000

    0.00000

    0.00000

  ]

  /PDFXOutputIntentProfile ()

  /PDFXOutputConditionIdentifier ()

  /PDFXOutputCondition ()

  /PDFXRegistryName ()

  /PDFXTrapped /False



  /CreateJDFFile false

  /Description <<



    /BGR <>

    /CHS <FEFF4f7f75288fd94e9b8bbe5b9a521b5efa7684002000410064006f006200650020005000440046002065876863900275284e8e9ad88d2891cf76845370524d53705237300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c676562535f00521b5efa768400200050004400460020658768633002>

    /CHT <FEFF4f7f752890194e9b8a2d7f6e5efa7acb7684002000410064006f006200650020005000440046002065874ef69069752865bc9ad854c18cea76845370524d5370523786557406300260a853ef4ee54f7f75280020004100630072006f0062006100740020548c002000410064006f00620065002000520065006100640065007200200035002e003000204ee553ca66f49ad87248672c4f86958b555f5df25efa7acb76840020005000440046002065874ef63002>

    /CZE <>

    /DAN <>

    /DEU <>

    /ESP <>

    /ETI <>

    /FRA <>

    /GRE <>



    /HRV (Za stvaranje Adobe PDF dokumenata najpogodnijih za visokokvalitetni ispis prije tiskanja koristite ove postavke.  Stvoreni PDF dokumenti mogu se otvoriti Acrobat i Adobe Reader 5.0 i kasnijim verzijama.)

    /HUN <>

    /ITA <>

    /JPN <FEFF9ad854c18cea306a30d730ea30d730ec30b951fa529b7528002000410064006f0062006500200050004400460020658766f8306e4f5c6210306b4f7f75283057307e305930023053306e8a2d5b9a30674f5c62103055308c305f0020005000440046002030d530a130a430eb306f3001004100630072006f0062006100740020304a30883073002000410064006f00620065002000520065006100640065007200200035002e003000204ee5964d3067958b304f30533068304c3067304d307e305930023053306e8a2d5b9a306b306f30d530a930f330c8306e57cb30818fbc307f304c5fc59808306730593002>

    /KOR <FEFFc7740020c124c815c7440020c0acc6a9d558c5ec0020ace0d488c9c80020c2dcd5d80020c778c1c4c5d00020ac00c7a50020c801d569d55c002000410064006f0062006500200050004400460020bb38c11cb97c0020c791c131d569b2c8b2e4002e0020c774b807ac8c0020c791c131b41c00200050004400460020bb38c11cb2940020004100630072006f0062006100740020bc0f002000410064006f00620065002000520065006100640065007200200035002e00300020c774c0c1c5d0c11c0020c5f40020c2180020c788c2b5b2c8b2e4002e>

    /LTH <>

    /LVI <>

    /NLD (Gebruik deze instellingen om Adobe PDF-documenten te maken die zijn geoptimaliseerd voor prepress-afdrukken van hoge kwaliteit. De gemaakte PDF-documenten kunnen worden geopend met Acrobat en Adobe Reader 5.0 en hoger.)

    /NOR <>

    /POL <>

    /PTB <>

    /RUM <>

    /RUS <>

    /SKY <>

    /SLV <>

    /SUO <>

    /SVE <>

    /TUR <>

    /UKR <>

    /ENU (Use these settings to create Adobe PDF documents best suited for high-quality prepress printing.  Created PDF documents can be opened with Acrobat and Adobe Reader 5.0 and later.)

  >>

  /Namespace [

    (Adobe)

    (Common)

    (1.0)

  ]

  /OtherNamespaces [

    <<

      /AsReaderSpreads false

      /CropImagesToFrames true

      /ErrorControl /WarnAndContinue

      /FlattenerIgnoreSpreadOverrides false

      /IncludeGuidesGrids false

      /IncludeNonPrinting false

      /IncludeSlug false

      /Namespace [

        (Adobe)

        (InDesign)

        (4.0)

      ]

      /OmitPlacedBitmaps false

      /OmitPlacedEPS false

      /OmitPlacedPDF false

      /SimulateOverprint /Legacy

    >>

    <<

      /AddBleedMarks false

      /AddColorBars false

      /AddCropMarks false

      /AddPageInfo false

      /AddRegMarks false

      /ConvertColors /ConvertToCMYK

      /DestinationProfileName ()

      /DestinationProfileSelector /DocumentCMYK

      /Downsample16BitImages true

      /FlattenerPreset <<

        /PresetSelector /MediumResolution

      >>

      /FormElements false

      /GenerateStructure false

      /IncludeBookmarks false

      /IncludeHyperlinks false

      /IncludeInteractive false

      /IncludeLayers false

      /IncludeProfiles false

      /MultimediaHandling /UseObjectSettings

      /Namespace [

        (Adobe)

        (CreativeSuite)

        (2.0)

      ]

      /PDFXOutputIntentProfileSelector /DocumentCMYK

      /PreserveEditing true

      /UntaggedCMYKHandling /LeaveUntagged

      /UntaggedRGBHandling /UseDocumentProfile

      /UseDocumentBleed false

    >>

  ]

>> setdistillerparams

<<

  /HWResolution [2400 2400]

  /PageSize [612.000 792.000]

>> setpagedevice



