                                                AGENDA
                   Summit County Transit Board Meeting

                          County Community Center, Hobby Room, 0151 Peak One Blvd, Frisco 80443
                                                                                   8:15 am 
                                                                Wednesday,   March 30, 2016
_____________________________________________________________________________________                                                                                             

Welcome and Introductions                                                                                            8:15 am
Approval of Minutes
Approval of minutes February meeting                                     Motion___  2nd___ Approved___ Rejected___
  
Agenda Changes                                                                              Motion___ 2nd___ Approved___ Rejected___

Recognition of Guests

Public Comment

Old Business 
  
1. Smart Bus update
2. Transit marketing 
3. Bus refurbishment
4. Frisco Transit Center Master Plan - Final Report

New Business

1. Possible Changes to Swan Mountain Flyer
2. February Financial Report
3. Operations Report
4. Maintenance Report

Adjournment                                                                                    Motion___  2nd___ Approved___ Rejected___

 SUMMIT COUNTY TRANSIT BOARD MEETING
Record of Proceedings
WEDNESDAY, FEBRUARY 24, 2016

ATTENDANCE
Members present: Kent Willis, Chair – Town of Frisco; Steve Swanson- Lower Blue (At Large Member); James Phelps – Town of Breckenridge; Patrick O’Sullivan – Arapahoe Basin Ski Resort; Bob Moore – Breckenridge Ski Resort; Thad Noll – Summit County (Alternate); Kyle Hendricks – Keystone Ski Resort (Alternate); Cindi Gillespie – Copper Mountain Ski Resort; Erin Gigliello-Upper Blue (At Large Member).
Members absent: Stuart Richardson – Town of Silverthorne; Mark Nickel – Town of Dillon;  Rob Knickrehm – Keystone Ski Resort; Larry Nelson – Upper Blue (At Large Member); Dan Gibbs – Summit County; Jim Braun – Snake River Basin (At Large Alternate).
Summit Stage Staff present: Jim Andrew – Director; Geoff Guthrie – Operations Manager; Bruce Camping – Planner; Vivian Pershing – Administrative Assistant.
Guests present: Kevin Yoder, First Vehicle Services, General Manager; Julie Sutor, Summit County, Public Affairs Coordinator.

CALL TO ORDER
The monthly meeting of the Summit County Transit Board members on Wednesday, February 24, 2016 was called to order by Chair Kent Willis at 8:15 a.m. in the Fremont Room of the Summit County Community Center, 0151 Peak One Boulevard, Frisco, Colorado. 

MEETING MINUTES & AGENDA
The minutes from the Wednesday, January 13, 2016 Summit County Transit Board Meeting were reviewed. Patrick moved to approve, James seconded. The February meeting agenda was reviewed; James moved to approve, Cindi seconded the motion and all approved. 

RECOGNITION OF GUESTS AND PUBLIC COMMENTS
There were no guests or public comment.

OLD BUSINESS

A. Smart Bus project update – Jim reported the GPS bus tracking is working well on summitstage.doublemap.com. He noted it’s been slow in getting started but has given drivers more time to become familiar with updating their route on the tablets.  The automatic passenger counting system needs an onsite Double Map technician. Thad asked if staff were able to tweak some units.  Jim replied some bad units may have been received and a tech needed to get inside the boxes. The mobile app is almost ready to be rolled out officially. Dispatchers can review bus leave times up to a week or month ago on the computer aided dispatch system, especially if a complaint comes in that a bus left early. They also can monitor and manage passenger loads if a bus is full. Phase Two with the on-board stop annunciator, next bus signs at transfer centers and driver rostering run cut program will be started in spring.  Kent asked about the mobile app. Jim mentioned every bus stop has a corresponding identification number for those with flip or smart phones to text a phone number and the estimated time of bus arrival will display in response.

B. Transit marketing – Julie reported the winter bus photo shoot is on schedule for updated pictures, similar to a shoot last fall/late summer. Jim added when the Smart Bus app is available, plans are to advertise and publicize with press releases and radio ads. 

C. Bus refurbishment project – Jim said the first refurbished bus will be returned in March and they will then pick up a third one to work on. Midwest Bus Corporation in Michigan has started refurbishing the second bus with plans for the subsequent buses to all be back in service by late summer, effectively like new buses getting another six years of use. They tear down the bus, rebuilding the engines, transmissions, differentials and paint. He noted with capitol funding pretty limited, the five refurbished buses will be needed. 

D. Frisco Transit Center Master Plan – Jim mentioned the consultant presented a draft of the final plan in December and has since received comments from the committee. He suggested Kate and Melissa from RNL Design, Inc. of Denver could be asked to present the final report at the next Board meeting.
 
NEW BUSINESS

A. 2015 Financial Report – Jim reported the books for 2015 are almost closed showing expenses were 6% under budget and tax receipts were over 9% from what was received in 2014, completing the year with a net surplus just under a million dollars.  He said we benefitted from low gas prices with about a $300,000 windfall. Payroll was under budget by over $200,000, mostly due to lower health insurance premium costs. The third area was the bus refurbishment project getting started later in the year and not incurring expenses in 2015.  Kent asked if part of the surplus would then be spent on the bus refurbishment. Jim responded that the CDOT grant (which covers 80%) also wasn’t received in 2015 for that project.  Thad reminded that we have a big wish list of new buses, Frisco Transit Center remodel, smart bus project, new bus barns, possible Dillon Transit Center and new routes that will add up quickly.  Kent inquired about the need for new bus barns since buses are longer in length now.  Jim gave an update of a recent master plan for the County Commons area where the consultant recommended that in lieu of expanding the bus barn to instead vacate it and construct a new building near the fleet facility. Thad said the county would buy the current bus barn and offices for Road and Bridge, Facilities Management and Building and Grounds, so Transit would build what they need on a new spot. The project would also include straightening the road to one switchback to the hospital.  Steve thanked Jim for the 2015 detailed Financial Report. Jim added that January expenses were on target, noting that some costs are incurred up front such as worker’s comp insurance paid in January for the year and the county administrative fees which are paid quarterly.

B. CDOT funding recommendation – Jim said an annual proposal was given to CDOT for capital and operating expenses. CDOT recommended replacing one of four buses requested and considered replacing 29 bus shelters as too low a priority.  Last time they approved replacing two out of six buses. So, essentially we have three new buses coming in 2017 and 2018. Jim noted that nine buses will be aging out over the next three years not only hitting twelve years old, but reaching 900,000 to a million miles on them.  Erin said she had been asked why Blue River only had four trips per day and she had responded that only current available buses were being used. She asked if the Town of Blue River could go somewhere for a grant to get a bus to increase service.  Jim replied the Town could submit a grant to CDOT for operating and capital or see if Park County would incorporate a commuter route through Blue River which we’ve heard CDOT is in favor of. Cindi said when Lake County approached CDOT about starting a route, they were told the operating entity needed to start the process since that operator would own and manage the bus. Thad commented that CDOT did give Lake County an operating grant, but not capital.  Kent offered that when Lake County asked the Stage to operate their route, buses were available.  Geoff added that for an operations grant with the City of Glenwood Springs, CDOT requested they demonstrate a partnership with RFTA (Roaring Fork Transportation Authority) and it was the operator who signed the paperwork.  Jim commented that since the Town of Blue River is located in Summit County, CDOT may look even more favorable on a partnership.  Thad mentioned that Lake County pays for most of their route and Summit County receives some benefit from that.  Summit also would benefit with a route from Park County since it goes through the Town of Blue River.  CDOT wants to fill the gap between the Black Hills Stage Lines Denver to Gunnison route along Highway 285 that stops in Fairplay, the Summit Stage routes in Summit and the Bustang along I-70 that stops in Frisco.  Thad suggested sharing the cost of the route with Park County for a joint application. He said CDOT would take note how attractive it would look on a statewide transit map by connecting systems.  Kent suggested a three-part effort along with the Town of Blue River and encouraged them to be the catalyst to take the initiative to start that conversation.  Erin asked if they would be bidding against themselves. Bruce added that now that the route through Blue River is showing ridership success, the Town may want to partner with CDOT concerning shoulder improvements, access for road easements along with traffic and lighting improvements.  Kent observed at 10.58 riders per hour in January, how encouraging it was that it was close to what was targeted. Bruce pointed out that it took about five years for the Lake County route ridership to build. 

C. Ridership Summary and Operations Report – Jim deferred to Bruce to report first on route performance on special services to Blue River, Express and Rush Hour routes. Bruce reported with 92 days of data in the winter schedule, everything that has a category standard is meeting the standard. He noted that the Express runs were down in ridership compared to last year, reviewing that survey results requested earlier times but has resulted in lower ridership. He encouraged splitting the difference for next year and not moving the runs quite as early. On the other hand, the Rush Hour runs are doing much better this year than last year. The Copper morning run is doing quite well and the afternoon Rush Hour is helping cover possible overloads of the other runs near that time.  The Wildernest and Silverthorne Loop afternoon Rush Hour runs, back for the first time since 2011, are doing better than the morning runs.  Thad asked why standards weren’t set for express runs. Bruce responded that for the same reason standards weren’t set for the commuter runs; they were taken from a 2004 study for the Stage when there were no express or commuter runs.  Bruce also gave a snapshot of the ridership increases in the Lake County Commuter route with the new format this winter using only one bus which added afternoon and evening runs providing round-trips to Leadville.  The traditional commuter runs increased 31.2% in December and 47.9% in January since last year. Added with the new runs, total ridership increased 63.1% in December and 82.1% in January from the previous year.  He added the increases could be contributed to housing still being relatively available and inexpensive in Leadville.  Kent asked how much of the fares were being subsidized by Copper. Cindi and Jim responded that a lot of them were. Cindi said every car not in our parking lot each weekend is worth the price. Patrick agreed. Kent asked if the fares were reduced if ridership would increase and suggested it be a topic for the annual retreat. Bruce mentioned budgeted annual fares are about $43,000 which is a small percentage of operating expenses. Jim addressed another issue that the buses are almost full now.  Geoff agreed that they’re almost standing room only right now. Kent agreed that’s then a safety issue.  Patrick added that the same economic driver increasing Lake County ridership would apply with Park County.  Jim reported total fixed route ridership in January was 247,851 one-way trips which was a 3.2% increase over January 2015. Late night ridership increased 5.9%; contracted services (Free Ride Purple Route) decreased 3.0%. Para transit ridership, which does fluctuate, decreased 10.8% from the previous year. Commuter (Lake County Link) ridership increased 81.2%.  Routes showing high increases include Lake County Link, A-Basin, Wildernest-Silverthorne and Swan Mountain Flyer. Lost ridership was seen on Boreas Pass, Silverthorne-Frisco and Keystone-Silverthorne.

D. Operations Report – Jim reported total operating expenses for January increased 6.2% from 2015. Maintenance costs increased 8.1%, and fuel costs decreased 42.8%, reflecting lower fuel prices over the past year. Mass Transit tax receipts for November 2015 increased 3.6% over 2014. Relative to the 2015 budget, tax receipts in November were up by 1.6%.  Mass Transit tax receipts for December 2015 increased 12.4% over 2014. Relative to the 2015 budget, tax receipts in December were up by 10.4%.  For the year, tax receipts were up 9.8% over 2014. Jim noted again that the year finished strongly with over one million in reserves.  Kent said it was a nice start; Thad agreed.

E. Maintenance Report – Kevin reported the support vehicles were taken out of the performance percentage counting only the buses at 87% availability.  Jim added that two buses are out of operation since they’re being refurbished.  Thad inquired about staffing level. Kevin responded he has nine mechanics and is down one tech for a total staff of fourteen.  166 work orders in January were about the same as November and December, 24 preventive maintenance completions were 96% of what was due and there was one road call compared to about four per month.  970 hours for repair and maintenance contract in January compared to 894 hours in November.  Repair and maintenance non-contract hours, labor and parts at $66,149 in January for vehicles outside their useful life is close to the $68,327 in November. Patrick asked if the number of accidents could be provided on the next report including any investigation. Jim responded it could be included and that there were about 6-8 per year with a random pattern of being rear-end or mirrors being hit.  Thad said by far, it is another vehicle hitting the bus or the bus in the ditch.  He added worker’s comp is down this year contributed to leadership and the personality of the group.  Geoff added that the Stage has an Accident & Review Committee consisting of drivers, supervisors and maintenance anonymously reviewing video and police reports determining preventability or non-preventability. It’s then reviewed if re-training is needed. There also a Safety & Compliance Committee. Bruce added the black bus color seems to have decreased their visibility. He also mentioned the Stage plans to replace some bike racks. Jim added there are 20-some bike racks for auction or sale. Cindi said they can even be altered for cars. Thad thought another transit agency first.  Thad encouraged the group to help decide priorities for capital needs, especially at the next meetings.

Meeting was adjourned at 9:18am. 




