Council Meeting of
April 19, 2011

Honorable Mayor and Members
of the City Council

City Hall

Torrance, California

Members of the City Council:

SUBJECT: Transit — Consider proposed changes to Senior and Disabled Taxi
Program

RECOMMENDATION

Recommendation of the Transit Director that City Council:

1. Approve a universal fare of $3.00 per taxi ticket and a reduced subsidy
from $13.00 to $10.00 per trip effective July 1, 2011, or as an alternative;

2. Approve reducing the maximum number of taxi tickets per month from 16
to 12, effective July 1, 2011.

FUNDING

At council direction, a net $1,000,000 annual budget has been dedicated to the program.
Staff is not recommending any changes to this amount.

BACKGROUND AND ANALYSIS

In July 2003, the Transit Department made several changes to the Torrance Senior Ride
and Dial-a-Lift programs. Those changes have helped preserve the financial integrity of
both programs and allowed the City of Torrance to continuing to offer these vital services
for the past 8 years.

Implemented 2003 Changes to the Senior Ride and Dial-a-Taxi Programs

1. Expiration of Taxi Tickets:

The Finance Department expressed concern regarding the financial liability of “sold
but unused” taxi tickets. Finance felt that if senior ride participants ever redeemed
their unused tickets en masse, the City would be ill equipped to handle the financial
burden. Staff was aware that many seniors bought more tickets than they could use
in one month and kept a surplus for emergencies.
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Reviewing the structure of the program, Transit staff concluded that since the City
sold senior ride tickets on a monthly basis, the expectation was that the participant
would use the purchased tickets within that month or shortly thereafter. Transit staff
implemented a ninety-day expirations on all senior ride tickets beginning July 2003.

. Torrance Dial-a-Lift and Senior Ride Consolidation:

Transit Department proposed changing the Torrance Dial-a-Lift operation. The City
of Torrance owned and maintained the Dial-a-Lift vehicles and a private contractor
operated the service. Transit staff proposed that having a contractor operate and
maintain vehicles would save the City money and allows the City to provide better
service. Staff also proposed changing to an all taxi format to eliminate the need for
a separate administrative staff and dispatch center solely for the Dial-a-Lift
operation.

Transit staff submitted a proposal to City Council. Council adopted the proposal as
part of the budget process in June 2003.

Under the submitted proposal, Transit staff consolidated the Torrance Dial-a-Lift
and Senior Ride as functions under the Torrance Community Transit Program.

The then new service for the disabled operated similarly to the Senior Taxi
Program. Taxicab companies provide 24-hour service using regular taxicabs or
accessible minivans for those who need them. Prior to the change, Dial-a-Lift
patrons had to make appointments several days in advance. Under the new
system, patrons are able to request same-day service.

In an attempt to mirror the Senior Ride program as much as possible, the program
limited ticket purchase to a maximum of sixteen tickets per month (like Senior
Ride). However, patrons with special needs are able to receive additional tickets on
a case by case basis. Eligibility requirements remained the same.

These proposed changes took effect on October 1, 2003.

. Program Fare Changes:

On October 1, 2003, fares for disabled patrons increased from fifty cents ($0.50)
per ticket to seventy five cents ($0.75) per ticket. Senior fares remained the same.

On July 1, 2004, low-income senior taxi fares increased from seventy five cents
($0.75) per ticket to $1.00 per ticket for seniors with household incomes below 50%
of the area median.

At the City Council’s request, Torrance Transit introduced a third senior taxi pricing
tier of $5.00 for those seniors with household incomes at or above the area median
income. Seniors with incomes between 50% and 100% of the area median income
continued to pay $3.00 per ticket.

All disabled fares became $1.00 per ticket regardless of income on July 1, 2004.



Current challenges facing the Torrance Community Transit Program

Until recently, the program has been able to preserve its financial integrity under the
current program structure. However, the downturn in the economy resulting in funding
reductions, increased participation levels and projected growth in the programs will require
changes to be implemented in order to continue to offer these vital services.

The program is experiencing significant growth of new patrons joining the program, as
seen in Attachment “A”. Over the last seven (7) quarters we have seen an increasing
number of patrons joining the program, with a high of 111 patrons joining this past quarter,
Quarter 3 of FY 2011. The amount of patrons joining each quarter has been growing at an
average of 6%. Each patron that joins the program is eligible to purchase up to 16 tickets
a month, multiplied by 12 months of the year= 192 tickets annually. Those tickets
purchased at the $1.00 level, which consist of 89% of ticket sales, results in approximately
$2,300 per year in City subsidies.

The growth in tickets sold in the program through FY 2015, based on historical trends, is
projected to be approximately 6% annually. Attachment “B” displays the actual tickets sold
from FY 2008 through February 28, 2011 of FY 2011. Staff has approximated the ticket
sales for the remainder of FY 2011 by using the month over month average growth for the
same period one year prior (March 2010 — June 2010). The average growth in tickets sold
over the last four Fiscal Years (FY 2008-2011) averages 6.36%. Staff is estimating growth
for FY 2012-2015 at 6% annually. It is projected that the total cost of the program, by FY
2015, could reach $1,620,000, with revenue off-sets estimated at only $215,000, which
would exceed the $1,000,000 program cap by over $405,000, if no action is taken. The
projected expenditures and revenues of the program can be seen below and also found
on Attachment “C” and Attachment “D”, respectively.

e FY 2012:
o Projected Expenditures= $1,361,008
o Projected Revenues= $180,304
o Projected Shortfall= $180,703

e FY 2013:
o Projected Expenditures= $1,442 668
o Projected Revenues= $191,123
o Projected Shortfall= $251,546

e FY 2014:
o Projected Expenditures= $1,529,228
o Projected Revenues= $202,590
o Projected Shortfall= $326,638

e FY 2015:
o Projected Expenditures= $1,620,982
o Projected Revenues= $214,746
o Projected Shortfall= $406,237



The Torrance Community Transit Program is funded with Proposition A Local Return
funds. Since 2008, transit has seen Proposition A revenues drop by 18%. To mitigate this
reduction and to enhance and stretch the senior transportation dollar, staff developed the
Senior Ambassador program to establish a confidence and comfort level for our seniors to
help get them started utilizing the fixed route public transit system.

Currently the program is not sustainable and will not be able to remain within the council
directed $1,000,000 net program cap, given the growth seen above. On November 23,
2010 your honorable approved an additional appropriation of $115,000 to cover program
costs that exceeded the budget cap. At the meeting staff shared it would be returning with
mitigation strategies to address the current and future challenges.

Staff is proposing two recommendations for your honorable body’s consideration and
direction:

Proposed Changes to the Senior and Dial-a-Taxi Program:

Recommendation #1

1. Program Fare Modification:

The program fare modification proposes a flat $3.00 per ticket for all Torrance
Community Transit Program (TCTP) participants. Currently, based on income
levels, 84% of all senior taxi tickets purchased are at $1.00; 10% are purchased for
$3.00; and 6% are purchased at $5.00. Every Dial-a-Taxi participant pays $1.00 per
ticket. When combined for both the Senior Taxi and Dial-a-Taxi, then 89% of all
tickets purchased are at $1.00; 7% of all tickets purchased are at $3.00; and 4% of
all tickets purchased are at $5.00. Attachment “D” shows the proposed change and
the potential revenues, as well as potential revenues from other changes to the
program.

2. Reduce the current Taxi Ticket Value and Subsidy:

The proposed modification is to reduce the ticket value from $13.00 to $10.00.

The value of each taxi ticket is currently $13, and the City currently subsidizes up to
$12 per ticket. The overall average subsidy paid by the City for each ticket is $11.71
between the Senior Taxi and Dial-a-Taxi programs. This is because of the high
number of patrons that qualify and purchase the $1.00 tickets, which consist of 89%
of all ticket sales. The City subsidizes an average of $2,250 per patron annually, for
those that purchase 16 tickets a month over the course of the year. Attachment “C”
reflects the potential annual costs based on reduced ticket values of $10.00, $11.00
and $12.00 levels.

Both modifications are proposed to be implemented on July 1, 2011.



Feedback received from the public

Transit staff sought feedback from users of the program on the above proposed
changes in a number of ways. Beginning in late February and through March 2011,
Transit staff included a flyer outlining Recommendation #1 with every order for taxi
tickets that was mailed. Additionally a voice “Hotline” was established, the transit
website provided a contact link for comments and an address was provided for all
mail correspondences. The flyer was posted at all senior centers and at the city
west annex transit store. Attachment “E” contains the flyer that was distributed. A
total of seventy-four (74) patrons responded, with 57 voice messages, 13 letters
and 4 e-mails received. The majority of correspondences expressed the financial
hardship a fare increase would pose. A number of patrons expressed that the ticket
value reduction from $13.00 to $10.00 would limit the distance they could travel
with the current taxi cab rates. All feedback can be seen in Attachment “F” where
summary information was collected from each patron response staff received.

Staff presented and provided updates to the Commission on Aging three times
between the months of January to March and to the Transportation Committee at
its February 24, 2011 meeting. Staff also had discussions with the Harbor Regional
Center, a prominent community based organization that provide services to the
disabled and for many Torrance residents. The center placed and distributed flyers
to their staff and clients to solicit feedback regarding the proposed changes. To
further increase our outreach efforts, Transit staff also made contact and conducted
interviews with users of the service at various local events and locations including
the Farmer’'s Market at Wilson Park, the new Downtown Torrance Farmer’s Market
and local grocery markets within Torrance.

Given the general theme of feedback received through the several sources, Transit
staff is offering a second alternative for your consideration. This alternative seeks to
make an adjustment to the program that acknowledges and attempts to mitigate the
financial hardship to the patrons who use the program. This alternative
recommendation can be seen below:

Recommendation #2

1. Reduce the amount of tickets offered on a monthly basis:

Due to the large amount of feedback from patrons expressing their concerns in
raising fares and reducing ticket values, staff is proposing this alternative to reduce
the amount of tickets offered on a monthly basis. Currently, members of the Senior
Taxi and the Dial-a-Taxi programs are eligible to purchase up to 16 tickets a month.
Staff is recommending that this be reduced to 12 tickets per month.



As seen in Attachment “C”, with the current ticket value set at $13, by FY 2015 the
potential program expenditures for the city could reach $1,620,000. As seen in
Attachment “D”, projected revenues for FY 2015 at current price levels could reach
approximately $215,000. Therefore the program would exceed the current program
cap of $1,000,000 by $405,000. in an effort to reduce program expenditures,
without passing on additional costs to the patrons using the program, another
option would be reduction in tickets available to patrons on a monthly basis.
Attachment “G” illustrates the projected costs of the program if staff were to cap the
maximum available tickets at 16, 14, 12, and 10 tickets per month. Staff
recommends keeping the cost structure as it is, and lowering the amount of tickets
each patron is eligible to purchase to 12 tickets, which would reduce FY2015
projected costs by $405,000. Capping the amount of tickets sold at 12, staff
believes, offers the most sustainable long-term option that does not pass on a
financial hardship to those who use the program. The overall annual city subsidy
would be approximately $1,687.

Advertising revenues to offset shortfalls in Torrance Community Transit Program

Due to the shortfalls in the TCTP program, there have been discussions and staff has
been directed to investigate using advertising revenues to backfill and compensate for this
variance. Staff contacted the Federal Transit Administration (FTA) to discuss the
plausibility of using advertising revenues to compensate for the shortfalls in the TCTP
program. The FTA explained that revenues generated from federally funded items (i.e.
rolling stock, advertising shelters), need to be applied to operating that service. For
example, if revenues are generated from bus advertising revenues, those revenues need
to be used for fixed route transit service operations. FTA Circular 5010.D published
November 1, 2008 provides guidance on the incidental use of federally funded equipment,
supplies, and rolling stock. FTA C 5010.1D, Ch. IV, Subsection 3.e.(3) references
incidental use of project property. Advertising on federally funded buses would qualify as
incidental use, and subsection “(c)” states, “The grantee uses revenues received from the
incidental use for capital and/or operating expenses that were or will be incurred to provide
the public transportation”. All revenues generated from the incidental use of federally
funded supplies, equipment, or rolling stock must be used for capital and/or operating
expense-for providing that public transportation service, per FTA guidelines.

What Other Comparable Cities Offer

Attachment “H” shows transportation services other cities offer to their senior and disabled
residents. The Torrance City Council is very supportive of its senior and disabled citizens.
Many cities, like our own are facing similar challenges.



The Transit Department recognizes that changes to these programs can profoundly affect
Torrance’s senior and disabled populations. However, Transit staff is committed to
providing assistance to all Torrance Community Transit Program patrons during this
transition.

Respectfully submitted,

ix/\/,/ \ (o
Kim Turner
Transit Director

CONCUR:

City Manage

Attachments:
A) New patrons added to Senior and Disabled Taxi Program
B) Senior and Disabled Taxi Program historical and projected ticket sales
C) Senior and Disabled Taxi historical and projected expenditures
D) Senior and Disabled Taxi historical and projected revenues
E) Notice of Proposed changes to Senior and Disabled Taxi program
F) Feedback received from patrons regarding proposed changes
G) Senior and Disabled Taxi historical and projected expenditures
H) Senior and Disabled Taxi city comparisons
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Attachment B
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Attachment C
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Attachment D
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Attachment E

NOTICE OF PROPOSED FARE AND SUBSIDY CHANGES
TO THE SENIOR AND DISABLED DIAL-A-TAXI PROGRAM

TORRANCE TRANSIT SYSTEM

NOTICE IS HEREBY GIVEN, that the Torrance Transit System (Herein after referred to
as the Agency), is proposing a fare change and a reduction in the current city subsidy
for the senior and disabled dial-a taxi program. The proposal is to set the cost per taxi
ticket at $3.00 per ticket, regardless of income level, and reduce the amount the city will
pay for a trip from $13.00 to $10.00 (rider will pay the cost of the trip after $10). The
proposed changes will be effective July 1, 2011.

The purpose of this notice is to inform the public and the City Council about a proposed
fare change for the Torrance Senior Taxi and Disabled Dial-A-Taxi program, and to
gather public comment. Torrance Transit staff is available to address questions and
collect comments from the public. If you require Spanish interpretation, please contact
Torrance Transit staff at (310) 618-6266.

Comments may be made no later than March 30, 2011, either in person at the west
annex, via telephone to the Torrance Transit Hotline, Postal Mail or Email:

Torrance Transit Hotline:
(310) 781-6925

In Writing to:

Torrance Transit System
20500 Madrona Ave.
Torrance, CA 90503

Attn: Proposed Taxi Fare Change

Email:
Idailey@torranceca.gov

All comments received will be summarized in a final report to the Torrance City Council
prior to the implementation of any proposed changes. Staff anticipates coming to
council with recommendations at its April 19, 2011 meeting.






Attachment F
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