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Executive Summary 

Michael Baker International - i 

Executive Summary 
 
The Del Norte Local Transportation Commission (DNLTC; Commission) engaged Michael Baker 
International to conduct the Transportation Development Act (TDA) triennial performance 
audit of the public transit operator under its jurisdiction in Del Norte County. This performance 
audit is conducted for the Redwood Coast Transit Authority (RCTA; Authority) covering the 
most recent triennial period, fiscal years 2012–13 through 2014–15.  
 
The audit includes a review of the following areas:  
 

 Compliance with TDA Requirements  

 Status of Prior Audit Recommendations 

 Transit System Performance Trends 

 Detailed Functional Review  

From the review, recommendations were developed to improve the operational efficiency and 
effectiveness of RCTA. 
 
Compliance with TDA Requirements 
 
The Authority has fully complied with eight of the nine applicable requirements. The Authority 
was partially compliant with regard to the timely completion and submittal of its Transit 
Operators Financial Transactions Reports to the State Controller.  Two additional compliance 
requirements did not apply to the Authority (i.e., intermediate farebox recovery ratio and 
exclusive urbanized farebox recovery ratio).  
 
Status of Prior Audit Recommendations 
 
The prior triennial performance audit provided no recommendations for discussion and 
implementation. 
 
System Performance Trends 
 

1. Operating cost per passenger, a measure of cost effectiveness, increased 8.8 percent 
system-wide using audited cost data from the FY 2012 base year through FY 2015.1 On a 
modal basis, cost per passenger increased 12.7 percent on the fixed route and 
increased 9.6 percent on Dial-a-Ride over the same period.2 The increase in this cost 

                                                 
1 System-wide figures use audited costs, while modal costs are unaudited; therefore, modal costs do not add up to 
system-wide costs, which results in slightly different performance trends between the two data sets. This 
difference is shown in other performance metrics in this audit. 
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indicator is attributed to the greater decrease in passenger trips relative to the 
decrease in operating costs.  

 
2. Operating cost per hour, which is a measure of cost efficiency, increased 2.7 percent 

system-wide based on audited data. For fixed-route services, cost per hour increased 
6.1 percent, whereas Dial-a-Ride saw its cost per hour increase 3.2 percent between the 
FY 2012 base year and FY 2015. The trend is a result of the slight increase in operating 
costs compared to the reduction in vehicle service hours.  

 
3. Operating cost per mile, another cost efficiency measure, increased 3.1 percent system-

wide from the FY 2012 base year to FY 2015. At the modal level, cost per mile increased 
6.6 percent on fixed route and 4 percent on Dial-a-Ride. Some of the factors affecting 
this indicator are traffic congestion and flow, average vehicle speed, route length, 
service contracting, and service reliability. 

 
4. Passengers per vehicle service hour system-wide decreased 5.6 percent. Concurrent 

with the system-wide trend, fixed route experienced a decrease of 5.9 percent over the 
audit period. Passengers per hour on Dial-a-Ride increased 5.8 percent. System-wide, 
the number of passengers per service hour fluctuated in a narrow range over the last 
three years, between 6.8 and 7.4 passengers per vehicle service hour.  

 
5. Passengers per vehicle service mile, another indicator of service effectiveness, 

decreased by 5.2 percent system-wide for the audit period. Fixed route experienced a 
5.4 percent decrease in the number of passengers per mile, whereas Dial-a-Ride 
experienced a comparable decrease of 5.1 percent. 
 

Functional Review 
 

1. RCTA operations were impacted by fare increases and service reductions at the 
beginning of the audit period, followed by the reinstatement of service on certain 
routes in FY 2015. In an effort to reduce operating expenses and meet budget 
constraints, the Authority implemented a fare increase for certain fare categories and 
media effective November 12, 2012. 

 
2. RCTA added four additional holidays to the six major holidays on which it did not 

operate service. Those additional holidays were Martin Luther King Day, Presidents’ 
Day, Veterans Day, and the Friday after Thanksgiving. Service on those holidays was 
reinstated on February 16, 2015, as was weekday service on the local Crescent City 
routes. A third run was added to Route 20, which runs between Smith River and Arcata. 

 
3. RCTA operations and maintenance are contracted out to First Transit, based in 

Cincinnati, Ohio. First Transit has been operating the service since July 2008 under an 
initial three-year base contract that includes a liquidated damages clause. The latest 
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amendment extended the contract period through June 30, 2016, and includes 
Greyhound ticket sales and package express handling. 

 
4. Vehicle maintenance for RCTA vehicles is the responsibility of the contract operator, 

First Transit. Vehicles are serviced at the First Transit operations facility located at 140 
Williams Drive in Crescent City. The facility has four service bays and one wash rack. 
There is also an on-site emergency generator.   

 
5. RCTA services are marketed through various media and collateral. The primary form of 

printed collateral for RCTA is the Rider’s Guide for the four Crescent City routes. The 
Rider’s Guide is a glossy brochure that folds out into a map and provides fares, 
schedules, and customer service and rider etiquette information. Transit information is 
accessible online on a dedicated page through the Authority’s main web portal. 

 
6. The General Manager provides executive-level management services for RCTA and 

oversees the performance of the contract operator remotely, with regular trips to 
Crescent City for Authority meetings and other special meetings. RCTA does not directly 
employ staff, but depends entirely on independent contractors to manage and operate 
the RCTA transit network. Day-to-day management is handled by First Transit with 
internal communication made with the RCTA General Manager. 

 
7. In the wake of the General Manager’s planned retirement from RCTA in the spring of 

2016, the Authority released a Request for Proposals to hire a new General Manager in 
October 2015 for a three-year term effective July 1, 2016.   

 
8. A deficiency in monitoring and reporting of a state grant by RCTA resulted in the 

Authority receiving Failure to Report Notices from the State and a threat that funds 
would need to be returned. The hiring of a new RCTA General Manager in 2016 
provides a new opportunity for RCTA and DNLTC to work collaboratively on reporting 
responsibility for transit grants and the notification of reporting status. 

 

Recommendations 
 

Performance Audit 
Recommendation 

Background Timeline 

1. Select proper TDA 
funding source and 
ensure timely submittal 
of the annual State 
Controller Transit 
Operators Financial 
Transactions Reports. 

 
 

For the audit review period, the annual Transit 
Operators Financial Transactions Report to the 
State Controller shows the Authority selecting 
TDA Article 8(c) on the general information 
page in the front. RCTA claims Article 4 funds 
from DNLTC, so the proper box should be 
selected for the Controller’s report. In addition, 
one of the reports generated during the audit 
period was submitted to the State about two 

High Priority 
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Performance Audit 
Recommendation 

Background Timeline 

 months after the statutory due date pursuant 
to PUC 99243(a). Each report should be 
submitted within the electronic submittal date 
of 110 days following the fiscal year. 
 

2.  Coordinate the 
responsibility of transit 
grant reporting with 
DNLTC. 

 
 
 
 
 

The findings contained in RCTA’s FY 2014 fiscal 
audit and the Failure to Report Notices sent by 
the California Governor’s Office of Emergency 

Services (CalOES) to RCTA show an apparent 

need for enhanced grant management 
practices and for greater coordination with 
DNLTC. DNLTC’s adopted resolutions for grant 
funds from CalOES and from the new Low-
Carbon Transit Operations Program (LCTOP) 
authorize the DNLTC Executive Director or the 
RCTA General Manager to execute all 
documents related to the grant. The language 
in the resolutions indicates both agencies have 
a responsibility to coordinate the completion 
and submittal of required documentation. The 
hiring of a new RCTA General Manager provides 
an opportunity for coordination with DNLTC on 
the reporting responsibility for transit grants 
and the notification of reporting status. 
Whether the responsibility falls solely on the 
RCTA General Manager or there is a shared 
responsibility between the two agencies, the 
Authority should work with DNLTC in 
determining the roles, responsibilities, and flow 
of data so that they are understood between 
the two agencies so as to ensure reporting to 
the state and federal oversight agencies can be 
consistently met and grant funds not be put at 
risk. Grant reporting is becoming a more 
significant part of RCTA administration, and this 
communication with DNLTC on the lines of 
reporting authority should be clearly spelled 
out and documented. 
 

High Priority 
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Performance Audit 
Recommendation 

Background Timeline 

3. Develop a template 
report for operational 
discussions between the 
General Manager and 
the operations 
contractor. 

The transit operations contractor has worked 
independently to a large degree handling day-
to-day operations. Routine check-ins with the 
RCTA General Manager are conducted to 
address issues and discuss service. These 
meetings between the contractor and the 
General Manager should be structured in a 
manner where key performance and 
operational data is routinely discussed so that 
both parties are communicating and remaining 
aware of operations trends. A reporting 
template such as the existing RCTA Compilation 
Form can be used to discuss the status of 
operations. Status can be shown by presenting 
data trends by service/route including fare 
collection, ridership, operating cost, and service 
hours and miles. Performance indicators that 
can be generated include passengers per hour, 
fare per passenger, cost per passenger, and 
farebox recovery. Operational data such as on-
time performance, customer complaints, and 
road calls and accidents should be included in 
the regular discussion as these factors impact 
performance. The data can be regularly 
discussed every two weeks or monthly. 
 

High Priority 

4. Include tracking and 
reporting of additional 
operations data in the 
RCTA Annual Report. 

 

Performance monitoring is tracked in an annual 
operations report compiled by the General 
Manager and presented to the Board. The 
operations report details productivity, trends, 
and accomplishments for both the fixed-route 
and Dial-a-Ride service modes. Various service 
monitoring standards are included along with a 
performance indicator comparison between 
the current and prior reporting years. However, 
the report does not include service and vehicle 
operations performance data that measures 
progress on service enhancements. This data 
includes on-time performance, number of 
accidents and road calls, customer service 
complaints and compliments, and Dial-a-Ride 
no-shows, cancellations, and denials. It is 
recommended that the Authority include these 
operations measures in the annual report and 
adopt industry standards/goals to gauge 

Medium Priority 
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Performance Audit 
Recommendation 

Background Timeline 

improved progress of these indicators. The 
industry standards can be those in the RCTA 
Short Range Transit Development Plan (SRTDP). 
 

5. Address longer-term 
security access to RCTA 
operations facilities. 

The current RCTA operations facility is located 
on the County Fairgrounds. Vehicle access is 
currently secured by an automated gate entry 
and fencing. Cameras have been installed on 
the premises. From its current location, 
however, enclosed fencing cannot be provided 
around the entire perimeter, exposing the 
facility to the adjacent areas. Break-ins of some 
transit vehicles while parked on-site present an 
ongoing concern, which was an impetus to 
installing the cameras. A more permanent 
solution should be discussed to address open 
access on a portion of the current facility. 
Possible solutions include investigation of other 
potential sites, discussions with fairground 
officials on security measures, and additional 
on-site security precautions. 
 

Medium Priority 

6. As conditions warrant, 
work with DNLTC to 
study and hold 
discussions with the 
National Park Service 
and the California State 
Park system regarding 
possible bus service 
options to the national 
and state parks. 

 

RCTA’s service area borders the Redwood 
National and State Parks, Del Norte Redwoods 
State Park, and Jedidiah Smith Redwoods State 
Park. Currently the buses do not serve the 
interiors of these parks; however, there are 
RCTA bus routes that go by the entrances and 
visitor centers that are located outside of the 
parks. From a service planning perspective, the 
proximity of RCTA’s routes to these attractions 
presents an opportunity to boost potential 
ridership of visitors and generate subsequent 
revenue. As part of its implementation plan, 
the latest SRTDP recommends the coordination 
of transit services with the national and state 
park systems. As future conditions warrant or 
discussions progress, the Authority should 
review the potential for such service and work 
with DNLTC, the National Park Service, and the 
California State Park system to develop a 
planning effort to study options. 
 

Medium Priority 
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Section I 
 

Introduction 
 

California’s Transportation Development Act (TDA) requires that a triennial performance audit 
be conducted of public transit entities that receive TDA revenues. The performance audit serves 
to ensure accountability in the use of public transportation revenue.  
 

The Del Norte Local Transportation Commission (DNLTC; Commission) engaged Michael Baker 
International to conduct the Transportation Development Act (TDA) triennial performance audit 
of the public transit operator under its jurisdiction, Redwood Coast Transit (RCT). This 
performance audit is conducted for the Redwood Coast Transit Authority (RCTA; Authority) 
covering the most recent triennial period, fiscal years 2012–13 through 2014–15.   
 

The purpose of the performance audit is to evaluate the Authority’s effectiveness and efficiency 
in its use of TDA funds to provide public transportation in its service area. This evaluation is 
required as a condition for continued receipt of these funds for public transportation purposes. 
In addition, the audit evaluates the Authority’s compliance with the conditions specified in the 
California Public Utilities Code (PUC). This task involves ascertaining whether the Authority is 
meeting the PUC’s reporting requirements. Moreover, the audit includes calculations of transit 
service performance indicators and a detailed review of the transit administrative functions. 
From the analysis that has been undertaken, a set of recommendations has been made which is 
intended to improve the performance of transit operations. 
 

In summary, this TDA audit affords the opportunity for an independent, constructive, and 
objective evaluation of the organization and its operations that otherwise might not be 
available. The methodology for the audit included interviews with RCTA management and the 
contract operator, collection and review of agency documents, data analysis, and on-site 
observations at the contract operator’s facility. The Performance Audit Guidebook for Transit 
Operators and Regional Transportation Planning Entities published by the California Department 
of Transportation (Caltrans) was used to guide the development and conduct of the audit.   
 

Overview of the Transit System 
 

Redwood Coast Transit Authority (RCTA), the county’s public transportation service, is 
administered under a Joint Powers Authority (JPA) composed of the County of Del Norte and the 
City of Crescent City and is operated by a private contractor, First Transit. The General Manager 
is an independent contractor who answers directly to the five-member RCTA Board. The General 
Manager provides executive-level management services for RCTA and oversees the performance 
of First Transit. 
 
Del Norte County is located in the northwest corner of California, topographically defined by its 
rugged coastline and redwood forests. The county is bordered by Humboldt County to the 
south, the state of Oregon to the north, the Pacific Ocean to the west, and Siskiyou County to 
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the east. The elevation ranges from sea level along the coast to 6,415 feet above sea level at 
Bear Mountain. The county’s geographical land area encompasses nearly 1,230 square miles and 
is traversed by 782 miles of roadway. The main north–south highway is US Highway 101 
(US 101), which runs parallel to the coast and connects the county with Humboldt County and 
Oregon. The major east–west highway is US 199, which runs along the Smith River from US 101 
toward the Oregon border. Other state highways that traverse the county include State Routes 
(SR) 169 and 197. A demographic snapshot of the county is presented in Table I-1. 

 

Table I-1 
Del Norte County Demographics 

City/Jurisdiction 

2010 US 
Census 

Population 

Change from 
2000 US 
Census 

% 

Population 65 
Years & Older 

% 

Land Area 
(in square 

miles) 
Crescent City 7,643 +84.8% 7.65% 2.42 
Unincorporated Areas 20,967 -10.3% 15.68% 1,227.59 
Total Del Norte County 28,610 +4.0% 13.54% 1,230.00 

 Source: 2010 US Census 

 

Population growth has been fairly modest in recent years. According to the 2010 US Census, the 
county’s population was 28,610, an increase of 4 percent from the 2000 Census figures. The 
senior citizen population, comprising residents age 65 and over, is 13.54 percent countywide. 
The California Department of Finance 2015 estimate reports a countywide population of 28,031. 
The county seat and sole incorporated city is Crescent City. The population of Crescent City 
increased 84.8 percent between 2000 and 2010 due to annexations of adjacent unincorporated 
areas such as Crescent City North as well as the inclusion of Pelican Bay State Prison.  
 
Notable unincorporated communities and census-designated places include Bertsch-Oceanview, 
Fort Dick, Gasquet, Hiouchi, Klamath, and Smith River. The local federally recognized Native 
American tribes are the Tolowa Tribe of the Smith River Rancheria and the Yurok Tribe of the 
Yurok Reservation, which encompasses the town of Klamath (Pen-May).  
 

System Characteristics 
 
RCTA operates local and regional fixed route service in Del Norte County and neighboring 
Humboldt County as well as demand-response Dial-a-Ride service in Crescent City. The regional 
fixed-route services offer deviated flex-stops on demand. In locations where Dial-A-Ride service 
is not available, “Flex-Stop” service is available within three-quarters of a mile of RCTA routes in 
Del Norte County.  
 
Local and Regional Fixed Routes 
 
RCTA operates four local fixed-route services in Crescent City and three regional fixed routes. 
The local routes operate Monday through Friday from 6:30 a.m. to 7:30 p.m. and Saturday from 
8:00 a.m. to 7:30 p.m. Regional routes are operated the same days from 6:15 a.m. to 12:35 a.m. 
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Route 20 allows interline transfers with other transit operators in the region at Smith River and 
Arcata. RCTA connects with Curry Public Transit in Smith River for travel to Brookings, Oregon, 
and with the Amtrak Thruway Bus, Greyhound, and the Redwood Transit System in Arcata. 
Schedules are coordinated for passenger connections. The main transfer hub for RCTA is the 
Cultural Center located at 1001 Front Street in Crescent City.  
 
Fixed-route services do not operate on Sundays and the following holidays: New Year’s Day, 
Memorial Day, Independence Day, Labor Day, Thanksgiving Day, and Christmas. RCTA routes 
operated during the audit period are summarized in Table I-2. 

 
Table I-2 

RCTA Fixed Routes 

Route  Description Frequency/Operation Key Time Points 

Route 1 Parkway-El Dorado 
Crescent City 

60 minutes (Monday 
through Friday from 
6:30 a.m. to 6:53 p.m. 
and Saturday from 
8:30 a.m. to 6:53 p.m.) 
 

 Cultural Center 
 Ray’s 
 Walmart 
 Northcrest @ 

Washington 
 Del Norte High School 
 El Dorado @ Hamilton 
 Pacific @ E 

Route 2 
 

Inyo-Washington 
Crescent City 

60 minutes (Monday 
through Friday from 
7:00 a.m. to 7:27 p.m. 
and Saturday from 
9:00 a.m. to 7:27 p.m.) 
 

 Cultural Center 
 3rd & H 
 Pacific & Glenn 
 Del Norte High School 
 Northcrest @ 

Washington 
 Walmart 
 101 @ Wilson 

Route 3 
 

Northcrest 
Crescent City 

60 minutes (Monday 
through Friday from 
7:00 a.m. to 7:24 p.m. 
and Saturday from 
8:00 a.m. to 7:24 p.m.) 
 

 Cultural Center 
 Northcrest @ 

Washington 
 Senior Center 
 Madison @ Northcrest 
 101 @ 7th 

Route 4 Bertsch-Howland Hill Road 
Crescent City 

60 minutes (Monday 
through Friday from 
6:30 a.m. to 6:53 p.m. 
and Saturday from 
8:30 a.m. to 6:53 p.m.) 
 

 Cultural Center 
 Elk Valley @ Hwy 101 
 Hwy 101 @ Anchor 

Way 
 Nickel @ Endert 
 Elk Valley Casino 
 Howland Hill @ Elk 

Valley 

Route 10 Crescent City-Klamath  3 round trips (Monday 
through Saturday from 
6:30 a.m. to 6:15 p.m.) 

 Ray’s/Safeway 
 Crescent City Cultural 

Center 
 Woodland Villa 
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Route  Description Frequency/Operation Key Time Points 

 Camp Marigold 
 Klamath (Pen-May) 
 Arrow Mill Road 
 Klamath Glen 

Route 20 Smith River-Crescent City-
Arcata 

3 to 6 round trips 
(Monday through 
Saturday from 6:15 
a.m. to 12:35 a.m.) 

 Smith River 
 Pelican Bay State 

Prison 
 Crescent City 
 Klamath (Pen-May) 
 Orick 
 Trinidad 
 Arcata 

Route 199 Crescent City-Gasquet 3 round trips (Monday 
through Saturday from 
7:15 a.m. to 6:25 p.m.) 

 Crescent City Cultural 
Center 

 Jedediah Smith 
Redwood State Park 

 Hiouchi 
 Gasquet 

Source: Redwood Coast Transit  

 
Dial-a-Ride 
 
Dial-a-Ride is a curb-to-curb demand-response service operating in the Crescent City area. 
Reservations are required at least one day in advance; however, same-day reservations are 
accepted for a higher fare. Dial-a-Ride is available to the general public, with priority given to 
senior citizens age 60 and over and persons with disabilities.  
 
Dial-a-Ride operates from 7:00 a.m. to 7:00 p.m. Monday through Friday and Saturday from 8:00 
a.m. to 7:00 p.m. The service does not operate on Sundays and the following holidays: New 
Year’s Day, Memorial Day, Independence Day, Labor Day, Thanksgiving Day, and Christmas. 
 
Fares 
 
RCTA fares are structured based on passenger category and distance. Multi-trip passes are also 
available for purchase. Seniors age 60 and over qualify for discounts with any valid proof of 
identification. Additionally, discounts are available to anyone displaying a valid Medicare ID 
card, a California DMV Disabled Person or Disabled Veteran ID card, or an ADA Paratransit 
Eligibility Certification Card. A fare increase was implemented in November 2012. The Dial-A-
Ride fare for same-day trips remained unchanged, but the discount fare trips reserved at least 
one day in advance increased to $1.50. The fare structure during the audit period is summarized 
in Table I-3.  
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Table I-3 

RCTA Fare Schedule 

Cash Fares 

Prior to November 10, 2012 Effective November 12, 2012 

General 
Public 

Seniors & 
Disabled 

General 
Public 

Seniors & 
Disabled 

Crescent City     

Local Routes 1–4 $0.75 $0.50 $1.00 $0.75 

Dial-a-Ride     

Same Day $5.00 $2.50 $5.00 $2.50 

1-Day Advanced Reservation $3.50 $1.25 $5.00 $1.50 

Routes 10 & 199 $1.50 $1.50 $1.50 $1.50 

Route 20 Smith River-Arcata     

Between Del Norte & Humboldt $25.00 $25.00 $30.00 $30.00 

Between Smith River & Crescent 
City $1.50 $1.50 $1.50 $1.50 

Between Crescent City & Klamath $1.50 $1.50 $1.50 $1.50 

Within Humboldt County $4.00 $4.00 $5.00 $5.00 

Source: Redwood Coast Transit 

 
RCTA offers several passes for purchase. The monthly bus pass is $35.00 and is good for 
unlimited rides on all regular routes within Del Norte County. The Redwood Rider Pass is $35.00 
and is good for unlimited rides between Crescent City and Smith River for five days after the 
date issued. Punch passes are also available for $12.00, which are valid for RCTA fares up to the 
amount of the un-punched symbols remaining.  
 
Fleet 
 
There were 12 vehicles in the transit fleet during the audit period. All vehicles in revenue service 
are wheelchair accessible with tie-downs in compliance with the Americans with Disabilities Act 
of 1990 (ADA). In addition, all RCTA vehicles are equipped with front-mounted bicycle racks that 
can accommodate up to two bicycles. Table I-4 summarizes the transit fleet. 
 

Table I-4 
RCT Fleet 

Year Make/Model Quantity Fuel Type Seating Capacity 

2009 Ford Glaval 3 Unleaded 14 (2 W/C) 

2010 GMC 5500 Glaval 1 Diesel 19 (2 W/C) 

2011 Ford Glaval 2 Unleaded 14 (2 W/C) 

2011 Ford Glaval 1 Unleaded 10 (2 W/C) 

2012 Chevy ARBOC 3 Unleaded 17 (2 W/C) 

2013 Freightliner Glaval 2 Diesel 26 (2 W/C) 

Total  12   

Source: Redwood Coast Transit 
Note: W/C = wheelchair 
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Section II 
 

Operator Compliance Requirements 
 

This section contains the analysis of the Authority’s ability to comply with state requirements for 
continued receipt of TDA funds. The evaluation uses the guidebook, Performance Audit 
Guidebook for Transit Operators and Regional Transportation Planning Agencies, September 
2008 (third edition), which was developed by the Department of Transportation (Caltrans) to 
assess transit operators. The guidebook contains a checklist of eleven measures taken from 
relevant sections of the Public Utilities Code and the California Code of Regulations. Each of 
these requirements is discussed in the table below, including a description of the system’s 
efforts to comply with the requirements. In addition, the findings from the compliance review 
are described in the text following the table. 
 

Table II-1 
Operator Compliance Requirements Matrix 

Operator Compliance 
Requirements 

Reference Compliance Efforts 

The transit operator has 
submitted annual reports to 
the RTPA based upon the 
Uniform System of Accounts 
and Records established by 
the State Controller. Report is 
due 90 days after end of fiscal 
year (Sept. 28/29), or 110 days 
(Oct. 19/20) if filed 
electronically (Internet). 
 

Public Utilities Code, Section 
99243 

Completion/submittal dates: 
 
FY 2013:  September 16, 2013 
FY 2014: October 17, 2014 
FY 2015:  December 18, 2015 
 
Conclusion: Partial compliance. 
FY 2015 report submitted after 
due date. 
 

The operator has submitted 
annual fiscal and compliance 
audits to the RTPA and to the 
State Controller within 180 
days following the end of the 
fiscal year (Dec. 27), or has 
received the appropriate 90-
day extension by the RTPA 
allowed by law.  
 

 

Public Utilities Code, Section 
99245 

Completion/submittal dates: 
 
FY 2013:  December 31, 2013 
FY 2014:  January 9, 2015 
FY 2015:  February 29, 2016 
 
A 90-day extension was 
granted by DNLTC as allowed 
by the TDA statute. 
 
Conclusion: Complied.  
 

The CHP has, within the 13 
months prior to each TDA 
claim submitted by an 

Public Utilities Code, Section 
99251 B 

The Authority through its 
contract operator participates 
in the CHP Transit Operator 



Triennial Performance Audit of Redwood Coast Transit Authority – FYs 2013–2015 

 Michael Baker International - 7  7 

Table II-1 
Operator Compliance Requirements Matrix 

Operator Compliance 
Requirements 

Reference Compliance Efforts 

operator, certified the 
operator’s compliance with 
Vehicle Code Section 1808.1 
following a CHP inspection of 
the operator’s terminal. 

Compliance Program in which 
the CHP has conducted 
inspections within the 13 
months prior to each TDA 
claim.  
 
Inspections were conducted at 
the First Transit operations 
facility located at 140 Williams 
Drive in Crescent City. 
 
Inspection dates applicable to 
the audit period were February 
28–29, 2012; February 26–27 
and March 6, 2013; March 5–7, 
2014; and April 1–2, 2015.  
 
All inspections conducted were 
rated satisfactory. 
 
Conclusion: Complied. 
 

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

Public Utilities Code, Section 
99261 

As a condition of approval, the 
annual claims for Local 
Transportation Funds and State 
Transit Assistance submitted by 
the Authority that administers 
the public transit system in Del 
Norte County are submitted in 
compliance with the rules and 
regulations adopted by DNLTC. 
 
Conclusion: Complied. 
 

If an operator serves 
urbanized and non-urbanized 
areas, it has maintained a 
ratio of fare revenues to 
operating costs at least equal 
to the ratio determined by the 
rules and regulations adopted 

Public Utilities Code, Section 
99270.1 

This requirement is not 
applicable, as RCTA serves a 
non-urbanized area.  
 
Conclusion: Not applicable. 
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Table II-1 
Operator Compliance Requirements Matrix 

Operator Compliance 
Requirements 

Reference Compliance Efforts 

by the RTPA. 
 

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

Public Utilities Code, Section 
99266 

Percentage change in the 
transit system’s operating 
budget: 
 
FY 2013: +1.3% 
FY 2014: +3.9% 
FY 2015: +10.3% 
 
The increase in the FY 2015 
budget was attributed to an 
increase in management and 
operations costs.  
 
Source: RCTA Budgets for FYs 
2012–2015 
 
Conclusion: Complied.  
 

The operator’s definitions of 
performance measures are 
consistent with Public Utilities 
Code Section 99247, including 
(a) operating cost, 
(b) operating cost per 
passenger, (c) operating cost 
per vehicle service hour, 
(d) passengers per vehicle 
service hour, (e) passengers 
per vehicle service mile, 
(f) total passengers, (g) transit 
vehicle, (h) vehicle service 
hours, (i) vehicle service miles, 
and (j) vehicle service hours 
per employee. 
 

Public Utilities Code, Section 
99247 

The transit system’s definition 
of performance is consistent 
with Public Utilities Code 
Section 99247. A review of 
performance data reports 
generated during the audit 
period indicates that correct 
performance data is being 
collected.  
 
Conclusion: Complied. 
 

If the operator serves an 
urbanized area, it has 
maintained a ratio of fare 
revenues to operating costs at 

Public Utilities Code, Sections 
99268.2, 99268.3, 99268.12, 
99270.1 

This requirement is not 
applicable, as RCTA serves a 
non-urbanized area.  
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Table II-1 
Operator Compliance Requirements Matrix 

Operator Compliance 
Requirements 

Reference Compliance Efforts 

least equal to one-fifth (20 
percent), unless it is in a 
county with a population of 
less than 500,000, in which 
case it must maintain a ratio 
of fare revenues to operating 
costs of at least equal to 
three-twentieths (15 percent), 
if so determined by the RTPA. 
 

Conclusion: Not applicable. 

If the operator serves a rural 
area, or provides exclusive 
services to elderly and 
disabled persons, it has 
maintained a ratio of fare 
revenues to operating costs at 
least equal to one-tenth (10 
percent). 

Public Utilities Code, Sections 
99268.2, 99268.4, 99268.5 

Operating ratios for the transit 
system system-wide using 
audited data were as follows: 
 
FY 2013: 17.46% 
FY 2014: 17.78% 
FY 2015: 18.36% 
 
Source: Annual Fiscal and 
Compliance Audits 
 
Conclusion: Complied.  
 

The current cost of the 
operator’s retirement system 
is fully funded with respect to 
the officers and employees of 
its public transportation 
system, or the operator is 
implementing a plan approved 
by the RTPA which will fully 
fund the retirement system 
within 40 years. 
 

Public Utilities Code, Section 
99271 

The Authority contracts with an 
independent contractor which 
administers the transit system, 
while operations are contracted 
to a private for-profit entity 
that provides retirement 
benefits for its employees.  
 
Conclusion: Complied. 
 

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

California Code of Regulations, 
Section 6754(a)(3) 

The transit system receives 
State Transit Assistance Funds 
and makes use of federal 
transit grant funds under FTA 
Section 5311 as follows:  
 

FY 2013: Operations ($363,975) 
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Table II-1 
Operator Compliance Requirements Matrix 

Operator Compliance 
Requirements 

Reference Compliance Efforts 

FY 2014: Operations ($295,197)  
FY 2015: Operations ($470,916) 
 
Source: Transit Operators 
Financial Transactions Reports 
 
Conclusion: Complied.  
 

 

 
Findings and Observations from Operator Compliance Requirements Matrix  
 

1. Of the compliance requirements pertaining to the Authority, the operator fully complied 
with eight of the nine applicable requirements. The Authority was partially compliant 
with regard to the timely completion and submittal of its Transit Operators Financial 
Transactions Reports to the State Controller. Two additional compliance requirements 
did not apply to the Authority (i.e., intermediate farebox recovery ratio and exclusive 
urbanized farebox recovery ratio). In addition, the annual State Controller report shows 
the Authority selecting TDA Article 8(c) on the general information page in the front. 
RCTA claims Article 4 funds from DNLTC, so the proper box should be selected for the 
Controller’s report. 
 

2. The Authority, through its contract operator, participates in the CHP Transit Operator 
Compliance Program in which the CHP has conducted inspections within the 13 months 
prior to each TDA claim. The CHP inspection reports submitted for review were found to 
be satisfactory.   
 

3. The operating budget exhibited negligible changes during FY 2013 and FY 2014. The 
budget increased 1.3 percent in FY 2013 and by nearly 4 percent in FY 2014. The FY 2015 
operating budget increased 10.3 percent due to an increase in management and 
operations costs.  

 
4. Based on the available data from the annual fiscal and compliance audits, the Authority’s 

farebox recovery ratio remained above the required 10 percent during the audit period. 
The average farebox during the triennial period was 17.86 percent. 
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Section III 
 

Prior Triennial Performance Recommendations 
 

The prior triennial performance audit provided no recommendations for discussion and 
implementation. 
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Section IV 
 

TDA Performance Indicators 
 

This section reviews the Authority’s performance in providing transit service to the community 
in an efficient and effective manner. TDA requires that at least five specific performance 
indicators be reported, which are contained in the following tables. Farebox recovery ratio is not 
one of the five specific indicators but is a requirement for continued TDA funding. Therefore, 
farebox calculation is also included. Two additional performance indicators, operating cost per 
mile and average fare per passenger, are included as well.  
 
Tables IV-1 through IV-3 provide the performance indicators for the transit services system-
wide, fixed route, and Dial-a-Ride. Charts are also provided to depict the trends in the indicators. 
It is noted that the system-wide operating costs and fare revenues are based on audited figures, 
while fixed-route and paratransit costs and fare revenues are unaudited. The annual fiscal audits 
do not provide a modal breakdown. Modal costs do not add up to system-wide costs which 
results in slightly different performance trends between the two data sets. 
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Table IV-1 
TDA Performance Indicators 

System-wide 

  Base Year Audit Period   

Performance Data and Indicators FY 2012 FY 2013 FY 2014 FY 2015 

% Change 
FY 2012-

2015 

Operating Cost $1,181,406 $1,110,035 $1,121,300 $1,137,599 -3.7% 

Total Passengers 154,614 134,539 131,548 136,793 -11.5% 

Vehicle Service Hours 20,917 18,923 19,278 19,603 -6.3% 

Vehicle Service Miles  434,988 398,383 403,449 406,127 -6.6% 

Employee FTE's  19 18 18 18 -5.3% 

Passenger Fares $193,581 $193,821 $199,346 $208,817 7.9% 

            

Operating Cost per Passenger $7.64 $8.25 $8.52 $8.32 8.8% 

Operating Cost per Vehicle Service Hour $56.48 $58.66 $58.16 $58.03 2.7% 

Operating Cost per Vehicle Service Mile $2.72 $2.79 $2.78 $2.80 3.1% 

Passengers per Vehicle Service Hour 7.4 7.1 6.8 7.0 -5.6% 

Passengers per Vehicle Service Mile 0.36 0.34 0.33 0.34 -5.2% 

Vehicle Service Hours per Employee 1,100.9 1,051.3 1,071.0 1,089.1 -1.1% 

Average Fare per Passenger $1.25 $1.44 $1.52 $1.53 21.9% 

Fare Recovery Ratio 16.39% 17.46% 17.78% 18.36% 12.0% 

            

Source: Annual Fiscal & Compliance Audits; State Controller's Reports; RCTA Annual Reports 
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Table IV-2 
TDA Performance Indicators 

Fixed Route 

  Base Year Audit Period   

Performance Data and Indicators FY 2012 FY 2013 FY 2014 FY 2015 
% Change FY 

2012-2015 

Operating Cost $945,035 $903,493 $932,141 $945,979 0.1% 

Total Passengers 138,629 121,663 118,839 123,132 -11.2% 

Vehicle Service Hours 17,098 15,478 15,933 16,138 -5.6% 

Vehicle Service Miles  378,385 348,167 353,152 355,179 -6.1% 

Employee FTE's  12 11 11 11 -8.3% 

Passenger Fares $179,379 $157,499 $168,852 $172,734 -3.7% 

            

Operating Cost per Passenger $6.82 $7.43 $7.84 $7.68 12.7% 

Operating Cost per Vehicle Service Hour $55.27 $58.37 $58.50 $58.62 6.1% 

Operating Cost per Vehicle Service Mile $2.50 $2.59 $2.64 $2.66 6.6% 

Passengers per Vehicle Service Hour 8.1 7.9 7.5 7.6 -5.9% 

Passengers per Vehicle Service Mile 0.37 0.35 0.34 0.35 -5.4% 

Vehicle Service Hours per Employee 1,424.8 1,407.1 1,448.5 1,467.1 3.0% 

Average Fare per Passenger $1.29 $1.29 $1.42 $1.40 8.4% 

Fare Recovery Ratio 18.98% 17.43% 18.11% 18.26% -3.8% 

            

Source: FY 2010-12 TDA Performance Audit; State Controller's Reports; RCTA Annual Reports     
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Table IV-3 
TDA Performance Indicators 

Dial-a-Ride 

  Base Year Audit Period   

Performance Data and Indicators FY 2012 FY 2013 FY 2014 FY 2015 

% Change 
FY 2012-

2015 

Operating Cost $211,956 $202,200 $192,814 $198,470 -6.4% 

Total Passengers 15,985 12,876 12,709 13,661 -14.5% 

Vehicle Service Hours 3,819 3,445 3,345 3,465 -9.3% 

Vehicle Service Miles  56,603 50,216 50,297 50,948 -10.0% 

Employee FTE's  7 7 7 7 0.0% 

Passenger Fares $14,202 $14,511 $16,846 $15,685 10.4% 

            

Operating Cost per Passenger $13.26 $15.70 $15.17 $14.53 9.6% 

Operating Cost per Vehicle Service Hour $55.50 $58.69 $57.64 $57.28 3.2% 

Operating Cost per Vehicle Service Mile $3.74 $4.03 $3.83 $3.90 4.0% 

Passengers per Vehicle Service Hour 4.2 3.7 3.8 3.9 -5.8% 

Passengers per Vehicle Service Mile 0.28 0.26 0.25 0.27 -5.1% 

Vehicle Service Hours per Employee 545.6 492.1 477.9 495.0 -9.3% 

Average Fare per Passenger $0.89 $1.13 $1.33 $1.15 29.2% 

Fare Recovery Ratio 6.70% 7.18% 8.74% 7.90% 17.9% 

            

Source: FY 2010-12 TDA Performance Audit; State Controller's Reports; RCTA Annual Reports 
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Graph IV-1 
Operating Costs 

System-wide, Fixed Route, and Dial-a-Ride 

 
 

Graph IV-2 
Ridership 

System-wide, Fixed Route, and Dial-a-Ride 
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Graph IV-3 
Operating Cost per Passenger 

System-wide, Fixed Route, and Dial-a-Ride 

 
 

Graph IV-4 
Operating Cost per Vehicle Service Hour 

System-wide, Fixed Route, and Dial-a-Ride 
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Graph IV-5 
Operating Cost per Vehicle Service Mile 

System-wide, Fixed Route, and Dial-a-Ride 

 
 

 

Graph IV-6 
Passengers per Vehicle Service Hour 

System-wide, Fixed Route, and Dial-a-Ride 
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Graph IV-7 
Passengers per Vehicle Service Mile 

System-wide, Fixed Route, and Dial-a-Ride 

 
 

Graph IV-8 
Fare Recovery Ratio 

System-wide, Fixed Route, and Dial-a-Ride 
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Findings from Verification of TDA Performance Indicators  
 
1. Operating cost per passenger, a measure of cost effectiveness, increased 8.8 percent 

system-wide using audited cost data from the FY 2012 base year through FY 2015. On a 
modal basis using unaudited cost data, cost per passenger increased 12.7 percent on the 
fixed route and increased 9.6 percent on Dial-a-Ride over the same period. The increase 
in this cost indicator is attributed to the greater decrease in passenger trips relative to 
the decrease in operating costs.  

 
2. Operating cost per hour, which is a measure of cost efficiency, increased 2.7 percent 

system-wide based on audited data. For fixed-route services, cost per hour increased 6.1 
percent, whereas Dial-a-Ride saw its cost per hour increase 3.2 percent between the FY 
2012 base year and FY 2015. The trend is a result of the slight increase in operating costs 
compared to the reduction in vehicle service hours.  
 

3. Operating cost per mile, another cost efficiency measure, increased 3.1 percent system-
wide from the FY 2012 base year to FY 2015. At the modal level, cost per mile increased 
6.6 percent on fixed route and 4.0 percent on Dial-a-Ride. Some of the factors affecting 
this indicator are traffic congestion and flow, average vehicle speed, route length, service 
contracting, and service reliability. 
 

4. Passengers per vehicle service hour system-wide decreased 5.6 percent. Concurrent with 
the system-wide trend, fixed route experienced a decrease of 5.9 percent over the audit 
period. Passengers per hour on Dial-a-Ride increased 5.8 percent. System-wide, the 
number of passengers per service hour fluctuated in a narrow range over the last three 
years, between 6.8 and 7.4 passengers per vehicle service hour.  
 

5. Passengers per vehicle service mile is an indicator of service effectiveness which 
measures service consumption and service outputs. For the audit period, passengers per 
vehicle service mile decreased by 5.2 percent system-wide. Fixed route experienced a 5.4 
percent decrease in the number of passengers per mile, whereas Dial-a-Ride saw a 
comparable decrease of 5.1 percent. 
 

6. Vehicle hours per full-time equivalent (FTE), which measures labor productivity, 
remained fairly steady between FY 2012 and FY 2015.  There was a 1.1 percent decrease 
from 1,100.9 to 1,089 vehicle hours per FTE. System-wide, employee FTEs averaged 
between 18 and 19. Proper calculation of this measure is based on the number of 
employee FTEs using employee pay hours from the State Controller Report and dividing 
by 2,000 hours per employee. 

 
7. The system-wide fare recovery ratio exhibited an increase of 12.0 percent from 16.39 

percent in FY 2012 to 18.36 percent in FY 2015. Farebox recovery increased annually 
during the audit period: 6.6 percent in FY 2013; 1.8 percent in FY 2014; and 3.3 percent 
in FY 2015. Farebox for the fixed route decreased 3.8 percent, while Dial-a-Ride saw an 
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increase of 17.9 percent based on unaudited data. Despite the increase, farebox 
recovery for Dial-a-Ride remained under 10 percent during the audit period. Total 
system-wide passenger revenues increased 7.9 percent, despite the 3.7 percent decrease 
in fixed-route passenger revenues. In contrast, Dial-a-Ride passenger revenues increased 
10.4 percent. 
 

Performance indicators for RCTA services reflect the fare increase implemented in 
November 2012 and the reduction of service hours due to budget issues. Service hour cuts 
were restored in February 2015. Operating costs system-wide decreased 3.7 percent from 
the FY 2012 base year through FY 2015. By mode (using unaudited data), operating costs for 
fixed-route services remained relatively unchanged. Dial-a-Ride operating costs decreased 
6.4 percent from the FY 2012 base year through FY 2015. Given the service efficiencies being 
implemented by the new paratransit contract, cost escalation is expected to level off.   

 
A decline in RCTA ridership began in 2012 due to factors including fare increases and service 
reductions necessary to balance the RCTA budget, as well as lower consumer fuel prices 
giving riders additional ride options. The ridership levels began improving again late in 2013 
and have continued to rebound. Overall, ridership decreased 11.5 percent system-wide 
during the audit period. Fixed-route ridership decreased 11.2 percent, while Dial-a-Ride 
ridership decreased 14.5 percent. System-wide ridership fluctuated from 154,614 in FY 2012 
to a low of 131,548 in FY 2014 before rebounding to 136,793 in FY 2015. Ridership is usually 
measured in terms of unlinked trips, where all boardings are counted including transfers. 

 
The provision of revenue hours and miles varied according to mode as well as system-wide. 
Fixed-route revenue hours decreased 5.6 percent, whereas vehicle service miles decreased 
by a comparable 6.1 percent. Dial-a-Ride revenue hours and miles decreased 9.3 and 10 
percent respectively between FY 2012 and FY 2015. Given the service changes implemented 
during the audit period, system-wide vehicle service hours decreased 6.3 percent and 
vehicle service miles decreased 6.6 percent. 
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Section V 
 

Review of Operator Functions 
 
This section provides an in-depth review of various functions within Redwood Coast Transit, the 
transit system operated by RCTA. The review highlights accomplishments, issues, and/or 
challenges that were determined during the audit period. The following functions were 
reviewed with the contract transit project manager at the contractor’s operations facility in 
Crescent City and with the RCT General Manager via teleconference: 
 

 Operations 

 Maintenance 

 Planning 

 Marketing 

 General Administration and Management 
 
Within some departments are sub-functions that also require review, such as grants 
administration that falls under General Administration.  
 
Operations 
 

RCTA operations were impacted by fare increases and service reductions at the beginning of the 
audit period, followed by the reinstatement of service on certain routes in FY 2015. In an effort 
to reduce operating expenses and meet budget constraints, the Authority implemented a fare 
increase for certain fare categories and media effective November 12, 2012. Cash fares on the 
local Crescent City fixed routes were increased $0.25 for both the general public category and 
the seniors and disabled category. RCTA implemented a $0.50 fare for seniors traveling to or 
from the Del Norte Senior Center on Dial-A-Ride or fixed route effective December 1, 2014. On 
the intercity Route 20, the fare for travel between Del Norte and Humboldt counties increased 
$5.00 and the fare for travel within Humboldt County increased $1.00 for both passenger 
categories. The prices for most pass media remained unchanged. However, the Authority did 
discontinue the punch pass discount, which was valued at $12.00 but had been sold for $10.00. 
 
In addition to the fare increases, service hours were reduced and holidays added. These 
measures included having the local Crescent City routes start later and end earlier in the day in 
response based on ridership trends. Seven revenue hours per day were cut from the weekday 
schedule and 12 revenue hours were cut from the Saturday schedule. Route 20 service to 
Klamath Glen was discontinued, which had been limited to one stop per day during the 
northbound morning run. Route 10 continued serving this stop, and the Yurok Tribe 
implemented its own demand-response service that connects Klamath Glen with Route 20. 
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RCTA added four additional holidays to the six major holidays on which it did not operate 
service. As the budget picture improved, service on those holidays was reinstated February 16, 
2015, as was weekday service on the local Crescent City routes. A third run was added to Route 
20, which runs between Smith River and Arcata. Although outside of the audit review period, 
RCTA entered into an agreement with Greyhound to provide interline connections and ticketing 
services. 
 
The transit system has experienced a slight drop in ridership, particularly on Dial-a-Ride and 
Route 10. This trend is attributed to funding issues impacting the Redwood Coast Regional 
Center and the local senior center, both of which provide a good amount of Dial-a-Ride 
ridership. The decline in ridership on Route 10 was due to the closure of the continuation high 
school in Klamath as well as the Yurok Tribe implementing its own transit services.  
 
RCTA operations and maintenance are contracted out to First Transit, based in Cincinnati, Ohio. 
First Transit has been operating the service since July 2008 under an initial three-year base 
contract that includes a liquidated damages clause. The contract has since undergone seven 
amendments involving the scope of work and hourly and monthly rate adjustments. The latest 
amendment extended the contract period through June 30, 2016, and includes Greyhound 
ticket sales and package express handling. 
 
Dispatching and scheduling are conducted using the Rides Unlimited software. Fixed-route 
drivers call in every 15 minutes to dispatch to report their location and as a means to monitor 
on-time performance. A fixed-route vehicle is considered “late” if running more than 6 minutes 
behind schedule. For Dial-a-Ride, a vehicle is considered “late” if running more than 15 minutes 
behind schedule. Vehicles used on regional routes are equipped with cellular phones that 
drivers can use at designated stops. 
 
Service delivery is impacted by the higher number of passenger trips at the beginning of the 
month because of shopping activity. It is not uncommon for buses to run behind schedule, 
which necessitates the dispatching of an extra bus to meet demand and to maintain running 
times. Drivers use a trip sheet with fare and passenger categories. The first pick-up and last 
drop-off times are denoted on the trip sheet. Breaks and lunch times are also accounted for on 
the trip sheet. Service hours and miles are calculated and input onto a spreadsheet.  
 
Vehicles are generally equipped with surveillance cameras; however, three vehicles are not 
equipped with cameras and cameras were stolen from four vehicles. In the short term, to 
counter breaches in security at the operations facility, cameras have been installed in and 
around the facility. In addition, 13 bus shelters were installed. With parts of the operations 
facility not fenced in and exposed on the fairgrounds, a longer-term solution to address asset 
security should be discussed.  
 
Farebox handling and reconciliation procedures involve several checks and balances. Vehicles 
are equipped with Main manufactured mechanical fareboxes. After the driver completes the run 
and returns to the operations facility, the farebox vault is pulled out of the vehicle by the 
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dispatcher with the driver present. The dispatcher ensures that the vault is locked. The vault is 
placed in a locked cabinet overnight. The following day, two dispatchers perform the count in a 
camera-equipped room and place the fares in a nighttime deposit bag. Fares are counted twice 
and are reconciled with the driver’s manifest/trip sheet. Any proceeds with a variance exceeding 
$5.00 are subject to a recount. Two dispatchers take the proceeds to the bank to be deposited 
in the night deposit box. Farebox data is forwarded to First Transit headquarters. 
 
Personnel 
 
Operations personnel are employees of the contract operator, First Transit. Toward the end of 
the audit period, First Transit had 21 employees including 9 full-time employees. The staff was 
composed of the project manager, operations manager, mechanic/maintenance manager, 
dispatcher, two clerk-dispatchers, one part-time clerk-dispatcher, one part-time utility worker, 
three full-time drivers, and seven part-time drivers. Benefits are offered to part-time staff with 
the exception of paid vacation and holidays. The project manager has been working with RCTA 
for 10 years. 

 

Due to geography and socioeconomic factors, the contract operator has found it challenging to 
recruit new drivers. First Transit has set a hiring goal to have 16 drivers on staff. The starting 
wage for a new driver is reported to be $9.50 an hour, which is not competitive in light of recent 
minimum wage increases. The pool of candidates is impacted by the small area population and 
stringent job screening process. Recruitment is done primarily online through Craigslist and the 
Indeed website. 

 
Driver candidates are required to have at the time of application a valid Class B California driver 
license with passenger endorsements and General Public Paratransit Vehicle (GPPV) 
certification. There is a DMV tester in Crescent City. The training protocol consists of 20 to 23 
hours of classroom instruction, 24 hours of behind-the-wheel instruction, and 10 hours of cadet 
training. Behind-the-wheel training is based on the Transportation Safety Institute (TSI) 
curriculum, which involves a closed course and route familiarization exercise. Employee 
incentives include a $500 hiring bonus paid after passing the six-month probationary period, 
food gifts during the holidays, gift cards, and a year-end party.  
 

Maintenance 
 
Vehicle maintenance for RCT vehicles is the responsibility of the contract operator. Vehicles are 
serviced at the First Transit operations facility located at 140 Williams Drive in Crescent City. The 
facility has four service bays and one wash rack. There is also an on-site emergency generator. 
One maintenance manager also serves as the mechanic on staff. Drivers conduct daily pre-trip 
and post-trip comprehensive mechanical and safety vehicle system checks including fluid levels 
and basic operating systems.  
 
Vehicle maintenance is performed on a 3,000-mile or 45-day inspection schedule in accordance 
with the State’s GPPV regulations. The California Highway Patrol is responsible for certifying the 
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maintenance facility and for inspecting vehicles on an annual basis. Inspections conducted 
during the audit period were rated satisfactory. In addition, there were no at-fault accidents or 
incidents reported during the audit period, which resulted in the facility earning a safety award. 
Vehicle fueling is conducted at the Renner Patriot station located at 1089 Highway 101 South in 
Crescent City, which utilizes a card-lock system. 
 
Road calls are recorded when a tow truck and/or mechanic responds to a mechanical/service 
problem for a disabled transit vehicle that is in revenue service. Table V-1 summarizes the road 
calls that occurred during the audit period. 
 

Table V-1 
In-Service Road Calls 

 FY 2013 FY 2014 FY 2015 

Total Road Calls 5 8 1 
Source: Redwood Coast Transit 

 
Based on the road call data received, the most common issues were heater hose and coolant 
line failures. Road call data received for FY 2015 only covered the first half of the fiscal year (late 
2014). 
 
Planning 
 
Transit planning and oversight are engaged through various approaches. Efforts to improve 
productivity of the transit services involve a collaborative effort between the Authority, the 
operations contractor, DNLTC, and community stakeholders.  
 
The most recent transit planning initiatives were the Short-Range Transit Development Plan 
(SRTDP) for the Redwood Coast Transit Authority and the Coordinated Public Transit-Human 
Services Plan – Del Norte County. The SRTDP was commissioned by DNLTC and adopted in 
February 2014. The SRTDP assesses transit and related transportation issues in the region and 
provides a “road map” for improvements to public transit programs over a five-year planning 
horizon. The SRTDP also serves as tool to support both operating and capital funding requests. 
 
More specifically, the SRTDP provides a socioeconomic analysis of the study area and existing 
transit service market, transit demand and unmet demand, alternative analyses for service 
provision, management, capital planning, and finance. Elements of the implementation plan 
include the following measures: 
 

 Reinstatement of service hours on the Crescent City fixed routes and Dial-a-Ride; 

 Route modification to reduce running times; 

 Implementation of system-wide day pass and interline ticketing program; 

 Enhanced marketing efforts involving social media and revamped website; 

 Improved passenger amenities and bus stops; and 
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 Coordination of transit services with the national and state park systems. 

 
With regard to coordination with the National Park Service, RCTA has been working on a 
partnership with Redwood National Park to provide service. In addition, RCTA implemented an 
interline service agreement with Greyhound that involves ticket sales and interlining of services 
in Arcata. 
 
In addition to the SRTDP, the Coordinated Public Transit-Human Services Plan – Del Norte County 
was adopted in January 2015. Pursuant to the adoption of the federal transportation 
reauthorization legislation, Moving Ahead for Progress in the 21st Century (MAP-21) in July 2012, 
agencies receiving human-services transportation grant funding must certify that projects 
funded are developed in context with a local coordinated plan. Such funding sources would 
include FTA Section 5310 as well as the FTA Sections 5316 (JARC) and 5317 (New Freedom), 
which have since been merged into the FTA Section 5310 grant program under MAP-21.  
 
The primary focus of the Coordinated Plan is to continue and expand the facilitation of mobility 
management coordination among the various human service organizations and the private and 
public transportation services in the region. 
 
Marketing 
 
RCTA services are marketed through various media and collateral. The primary form of printed 
collateral for RCTA is the Rider’s Guide for the four Crescent City routes. The Rider’s Guide is a 
glossy brochure that folds out into a map and provides fares, schedules, and customer service 
and rider etiquette information. Additional rider guides are published for each of the regional 
routes. Posters and flyers are used to promote new services such as Route 20, which provides 
interline connections in Arcata and Smith River. RCTA also advertises its services in the local 
print media such as the Del Norte Triplicate newspaper. 
 
Transit information is accessible online on a dedicated page through the Authority’s main web 
portal (http://redwoodcoasttransit.org/). The website features the same general information as 
the Rider’s Guide (in PDF form) but also includes links to each route, fares and passes, Dial-a-
Ride information, ADA services, and a trip planner provided through Google Transit, as well as 
the Title VI policy.  
 
Pursuant to the federal Civil Rights Act of 1964, RCTA has an adopted Title VI Program. Title VI 
requires that no person in the United States, on the grounds of race, color, or national origin, be 
excluded from, be denied the benefits of, or be subjected to discrimination, under any program 
or activity receiving federal financial assistance. Program compliance includes Title VI policies 
and procedures posted on the RCTA website with a link to a version in Spanish. Complaint forms 
are available on the website; however, the auditor found that the link to the complaint form on 
the website was not functional. 
 
 

http://redwoodcoasttransit.org/
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General Administration and Management 
 
Public transit services in Del Norte County are administered pursuant to a JPA between the 
County and the City of Crescent City executed on October 28, 2003. The Authority is 
administered by a General Manager, who is an independent contractor. The Authority’s 
governing body is a five-member Board of Directors composed of two County representatives 
from the Del Norte County Board of Supervisors, two members from the City Council of Crescent 
City, and one at-large public member. The composition of the Board experienced turnover 
during the audit period, except for one long-term member. As the lone general public transit 
provider in the county, the RCTA Board has supported the service objectives of providing service 
to the rural communities, particularly along the Smith River.  
 
The General Manager provides executive-level management services for RCTA and oversees the 
performance of the contract operator. RCTA does not directly employ staff, but depends entirely 
on independent contracting to manage and operate the RCTA network. The General Manager 
provides the necessary planning and administrative services to RCTA, including an annual report 
that is delivered to the Board. The report details productivity, trends, and accomplishments for 
both the fixed-route and Dial-a-Ride modes including comparable data for each route and the 
transit system overall for the current year and the prior fiscal year.  
 
RCTA’s assessment of First Transit’s operations and maintenance functions has been positive 
overall. The project manager has been effective in her role with the right level of management 
expertise. However, the General Manager cited certain administrative deficiencies such as 
reliance on manual reporting and processes and a discomfort regarding conducting detailed 
evaluation of performance measures. The project manager works independently handling day-
to-day operations, with follow-up communications with the General Manager with regard to 
operational and customer services matters. The level and type of reporting between the 
contractor and the General Manager could be enhanced by placing certain topics on the agenda 
for each meeting, such as operational performance indicators. 
 
The General Manager has been with the Authority for 10 years and is based in central California. 
In the wake of the General Manager’s announcement to retire from RCTA in the spring of 2016, 
the Authority released a Request for Proposals for a new General Manager in October 2015 for a 
three-year term effective July 1, 2016.  
  
Pursuant to TDA, the Authority receives Local Transportation Fund (LTF) proceeds and State 
Transportation Assistance Funds (STAF). LTF revenues are used primarily for operating expenses 
and STAF revenues are used for capital. Based on annual fiscal audit and internal financial 
reporting data, LTF revenues received during the audit period were $421,835 in FY 2013; 
$485,668 in FY 2014; and $586,352 in FY 2015. STAF revenues received were $172,655 in FY 
2013; $158,724 in FY 2014; and $149,800 in FY 2015.  
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Grants Management 
 
In addition to TDA funding, the Authority relies on several federal and state grant programs to 
support its operations and capital procurement needs. Capital grants are tracked on an annual 
financial status summary spreadsheet. As a transit service serving a non-urbanized area, RCTA 
receives federal funding from the FTA Section 5311 grant program. Two new intercity vehicles 
with separate luggage compartments were purchased and placed into service in FY 2014 using 
FTA Section 5311(f) grant funds. Three smaller vehicles for Dial-A-Ride and local bus services 
were scheduled for replacement in FY 2015, but have been deferred to FY 2016. In December 
2014, a Notice of Award and Grant Agreement in the amount of $300,000 in FTA Section 5311(f) 
funding was transmitted to RCTA. The standard agreement was signed and returned and a fully 
executed agreement was returned in mid-January 2015. FTA funds received by the Authority are 
passed through Caltrans. Per the Authority’s fiscal auditor, FTA Section 5311(f) funds used for 
intercity bus operating expenses can be invoiced quarterly once a standard agreement is 
executed with the State. 
 
Funding for capital is also available through the State’s Proposition 1B Public Transportation 
Modernization, Improvement, and Service Enhancement Account (PTMISEA) and the California 
Transit Security Grant Program (CTSGP). PTMISEA funding has been applied toward the 
acquisition of eight transit vehicles. The Authority had a beginning PTMISEA balance of $897,947 
during the audit period.  
 
A finding contained in RCTA’s FY 2014 annual fiscal and compliance audit recommended that 
RCTA implement controls to monitor its available funds held by the Del Norte County Treasurer 
and adjust the timing of grant reimbursement requests to avoid deficit balances in the RCTA 
treasury account. In order to reduce the occurrence of fund deficits, it was recommended that 
RCTA management prepare a grant status report quarterly to monitor expenditure and 
reimbursement activities with the objective of invoicing grants more frequently when 
practicable. The fiscal audit also suggested that RCTA work with DNLTC over the long term to 
build cash reserves adequate for transit cash flow needs. 
 
A deficiency in monitoring and reporting by RCTA has resulted in the Authority receiving Failure 
to Report Notices from the State and a threat that funds would need to be returned. As the 
Regional Transportation Planning Agency, DNLTC informed the California Governor’s Office of 
Emergency Services (CalOES) that it would be the point of contact for RCTA given that the RCTA 
General Manager had declined through e-mails to the State to report on the status of its grant 
awards.  
 
DNLTC’s adopted resolutions for grant funds from CalOES and from the new Low-Carbon Transit 
Operations Program (LCTOP) authorize the DNLTC Executive Director or the RCTA General 
Manager to execute all documents related to the grant. Both agencies have a responsibility to 
coordinate the submission of required documentation. Grant reporting is becoming a more 
significant part of RCTA administration in light of transit service pursuits with the California State 
Park system and the National Park Service. The hiring of a new RCTA General Manager in 2016 
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provides a new opportunity for RCTA and DNLTC to work collaboratively on reporting 
responsibility for transit grants and the notification of reporting status. 
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Section VI 
 

Findings 
 

The following summarizes the findings obtained from this triennial audit covering fiscal years 
2013 through 2015. A set of recommendations is then provided. 
 

Triennial Audit Findings 

 
1. Of the compliance requirements pertaining to the Authority, the operator fully complied 

with eight of the nine applicable requirements. The Authority was partially compliant with 
regard to the timely completion and submittal of its Transit Operators Financial Transactions 
Reports. Two additional compliance requirements did not apply to the Authority (i.e., 
intermediate farebox recovery ratio and exclusive urbanized farebox recovery ratio). In 
addition, the annual State Controller report shows the Authority selecting TDA Article 8(c) on 
the general information page in the front. RCTA claims Article 4 funds from DNLTC, so the 
proper box should be selected for the Controller’s report. 

 
2. The Authority, through its contract operator, participates in the CHP Transit Operator 

Compliance Program in which the CHP has conducted inspections within the 13 months prior 
to each TDA claim. The CHP inspection reports submitted for review were found to be 
satisfactory.   

 
3. The operating budget exhibited negligible changes during FY 2013 and FY 2014. The budget 

increased 1.3 percent in FY 2013 and by nearly 4 percent in FY 2014. The FY 2015 operating 
budget increased 10.3 percent due to an increase in management and operations costs.  

 
4. Based on the available data from the annual fiscal and compliance audits, the Authority’s 

farebox recovery ratio remained above the required 10 percent during the audit period. The 
average farebox during the triennial period was 17.86 percent. 

 
5. The prior triennial performance audit provided no recommendations for discussion and 

implementation. 
 
6. Operating cost per passenger, a measure of cost effectiveness, increased 8.8 percent 

system-wide using audited cost data from the FY 2012 base year through FY 2015. On a 
modal basis using unaudited cost data, cost per passenger increased 12.7 percent on the 
fixed route and increased 9.6 percent on Dial-a-Ride over the same period. The increase in 
this cost indicator is attributed to the greater decrease in passenger trips relative to the 
decrease in operating costs.  

 
7. Operating cost per hour, which is a measure of cost efficiency, increased 2.7 percent system-

wide based on audited data. For fixed-route services, cost per hour increased 6.1 percent, 
whereas Dial-a-Ride saw its cost per hour increase 3.2 percent between the FY 2012 base 
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year and FY 2015. The trend is a result of the slight increase in operating costs compared to 
the reduction in vehicle service hours.  

 
8. Operating cost per mile, another cost efficiency measure, increased 3.1 percent system-wide 

from the FY 2012 base year to FY 2015. At the modal level, cost per mile increased 6.6 
percent on fixed route and 4 percent on Dial-a-Ride. Some of the factors affecting this 
indicator are traffic congestion and flow, average vehicle speed, route length, service 
contracting, and service reliability. 

 
9. Passengers per vehicle service hour system-wide decreased 5.6 percent. Concurrent with the 

system-wide trend, fixed route experienced a decrease of 5.9 percent over the audit period. 
Passengers per hour on Dial-a-Ride increased 5.8 percent. System-wide, the number of 
passengers per service hour fluctuated in a narrow range over the last three years, between 
6.8 and 7.4 passengers per vehicle service hour.  

 
10. Passengers per vehicle service mile is an indicator of service effectiveness which measures 

service consumption and service outputs. For the audit period, passengers per vehicle 
service mile decreased by 5.2 percent system-wide. Fixed route experienced a 5.4 percent 
decrease in the number of passengers per mile, whereas Dial-a-Ride saw a comparable 
decrease of 5.1 percent. 

 
11. RCTA operations were impacted by fare increases and service reductions at the beginning of 

the audit period followed by the reinstatement of service on certain routes in FY 2015. In an 
effort to reduce operating expenses and meet budget constraints, the Authority 
implemented a fare increase for certain fare categories and media effective November 12, 
2012. 

 
12. RCTA added four additional holidays to the six major holidays on which it did not operate 

service. Those additional holidays were Martin Luther King Day, Presidents’ Day, Veterans 
Day, and the Friday after Thanksgiving. Service on those holidays was reinstated on February 
16, 2015, as was weekday service on the local Crescent City routes. A third run was added to 
Route 20, which runs between Smith River and Arcata. 

 
13. RCTA operations and maintenance are contracted out to First Transit, based in Cincinnati, 

Ohio. First Transit has been operating the service since July 2008 under an initial three-year 
base contract that includes a liquidated damages clause. The latest amendment extended 
the contract period through June 30, 2016, and includes Greyhound ticket sales and package 
express handling. 

 
14. Vehicle maintenance for RCTA vehicles is the responsibility of the contract operator, First 

Transit. Vehicles are serviced at the First Transit operations facility located at 140 Williams 
Drive in Crescent City. The facility has four service bays and one wash rack. There is also an 
on-site emergency generator.   
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15. RCTA services are marketed through various media and collateral. The primary form of 
printed collateral for RCTA is the Rider’s Guide for the four Crescent City routes. The Rider’s 
Guide is a glossy brochure that folds out into a map and provides fares, schedules, and 
customer service and rider etiquette information. Transit information is accessible online on 
a dedicated page through the Authority’s main web portal 
(http://redwoodcoasttransit.org/). 

 
16. The General Manager provides executive-level management services for RCTA and oversees 

the performance of the contract operator remotely, with regular trips to Crescent City for 
Authority meetings and other special meetings. RCTA does not directly employ staff, but 
depends entirely on independent contractors to manage and operate the RCTA transit 
network. Day-to-day management is handled by First Transit with internal communication 
made with the RCTA General Manager. 

 
17. In the wake of the General Manager’s planned retirement from RCTA in the spring of 2016, 

the Authority released a Request for Proposals to hire a new General Manager in October 
2015 for a three-year term effective July 1, 2016.  

 
18. A deficiency in monitoring and reporting of a state grant by RCTA resulted in the Authority 

receiving Failure to Report Notices from the State and a threat that funds would need to be 
returned. The hiring of a new RCTA General Manager in 2016 provides a new opportunity for 
RCTA and DNLTC to work collaboratively on reporting responsibility for transit grants and the 
notification of reporting status. 

 
 

 
 

 

 

http://redwoodcoasttransit.org/
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Recommendations 
 
1. Select proper TDA funding source and ensure timely submittal of the annual State 

Controller Transit Operators Financial Transactions Reports. (High Priority)  
 

For the audit review period, the annual Transit Operators Financial Transactions Report to 
the State Controller shows the Authority selecting TDA Article 8(c) on the general 
information page in the front. RCTA claims Article 4 funds from DNLTC, so the proper box 
should be selected for the Controller’s report. In addition, one of the reports generated 
during the audit period was submitted to the State about two months after the statutory 
due date pursuant to PUC 99243(a). Each report should be submitted within the electronic 
submittal date of 110 days following the fiscal year. 
 

2. Coordinate the responsibility of transit grant reporting with DNLTC. (High Priority)  
 

The findings contained in RCTA’s FY 2014 fiscal audit and the Failure to Report Notices sent 
by the California Governor’s Office of Emergency Services to RCTA show an apparent need 
for enhanced grant management practices and for greater coordination with DNLTC. 
DNLTC’s adopted resolutions for grant funds from CalOES and from the new Low-Carbon 
Transit Operations Program (LCTOP) authorize the DNLTC Executive Director or the RCTA 
General Manager to execute all documents related to the grant. The language in the 
resolutions indicates both agencies have a responsibility to coordinate the completion and 
submittal of required documentation. The hiring of a new RCTA General Manager provides 
an opportunity for coordination with DNLTC on the reporting responsibility for transit grants 
and the notification of reporting status. Whether the responsibility falls solely on the RCTA 
General Manager or there is a shared responsibility between the two agencies, the Authority 
should work with DNLTC in determining the roles, responsibilities, and flow of data so that 
they are understood between the two agencies so as to ensure reporting to the state and 
federal oversight agencies can be consistently met and grant funds not be put at risk. Grant 
reporting is becoming a more significant part of RCTA administration, and this 
communication with DNLTC on the lines of reporting authority should be clearly spelled out 
and documented. 

 
3. Develop a template report for operational discussions between the General Manager and 

the operations contractor. (High Priority) 
 

The transit operations contractor has worked independently to a large degree handling day-
to-day operations. Routine check-ins with the RCTA General Manager are conducted to 
address issues and discuss service. These meetings between the contractor and the General 
Manager should be structured in a manner where key performance and operational data is 
routinely discussed so that both parties are communicating and remaining aware of 
operations trends. A reporting template such as the existing RCTA Compilation Form can be 
used to discuss the status of operations. Status can be shown by presenting data trends by 
service/route including fare collection, ridership, operating cost, and service hours and miles. 
Performance indicators that can be generated include passengers per hour, fare per 
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passenger, cost per passenger, and farebox recovery. Operational data such as on-time 
performance, customer complaints, and road calls and accidents should be included in the 
regular discussion as these factors impact performance. The data can be regularly discussed 
every two weeks or monthly. 

 
4. Include tracking and reporting of additional operations data in the RCTA Annual Report. 

(Medium Priority) 
 

Performance monitoring is tracked in an annual operations report compiled by the General 
Manager and presented to the Board. The operations report details productivity, trends, and 
accomplishments for both the fixed-route and Dial-a-Ride service modes. Various service 
monitoring standards are included along with a performance indicator data comparison 
between the current and prior reporting years. However, the report does not include service 
and vehicle operations performance data that measures progress on service enhancements. 
This data includes on-time performance, number of accidents and road calls, customer 
service complaints and compliments, and Dial-a-Ride no-shows, cancellations, and denials. It 
is recommended that the Authority include these operations measures in the annual report 
and adopt industry standards/goals to gauge improved progress of these indicators. The 
industry standards can be those in the RCTA Short Range Transit Development Plan (SRTDP). 
 

5. Address longer-term security access to RCTA operations facilities. (Medium Priority) 
 

The current RCTA operations facility is located on the County Fairgrounds. Vehicle access is 
currently secured by an automated gate entry and fencing. Cameras have been installed the 
premises. From its current location, however, enclosed fencing cannot be provided around 
the entire perimeter, exposing the facility to the adjacent areas. Break-ins of some transit 
vehicles while parked on-site present an ongoing concern, which was an impetus to installing 
the cameras. A more permanent solution should be discussed to address open access on a 
portion of the current facility. Possible solutions include investigation of other potential 
sites, discussions with fairground officials on security measures, and additional on-site 
security precautions. 

 
6. As conditions warrant, work with DNLTC to study and hold discussions with the National 

Park Service and the California State Park system regarding possible bus service options to 
the national and state parks. (Medium priority) 

 
RCTA’s service area borders the Redwood National and State Parks, Del Norte Redwoods 
State Park, and Jedidiah Smith Redwoods State Park. Currently the buses do not serve the 
interiors of these parks; however, there are RCTA bus routes that go by the entrances and 
visitor centers that are located outside of the parks. From a service planning perspective, the 
proximity of RCTA’s routes to these attractions presents an opportunity to boost potential 
ridership of visitors and generate subsequent revenue. As part of its implementation plan, 
the latest SRTDP recommends the coordination of transit services with the national and 
state park systems. As future conditions warrant or discussions progress, the Authority 
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should review the potential for such service and work with DNLTC, the National Park Service, 
and the California State Park system to develop a planning effort to study options. 


