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Scenario Overview

1)

2)

3)

4)

5)

Status Quo

- No Changes

Significant Coordination

- Additional shared passenger info, grant writing, call center
Regional Demand Response

- Status Quo + Demand Response becomes a shared function
Independent Agencies

- ABQ RIDE with own board, Rio Metro moves outside MRCOG
Regional Board

- Regional Transit Board oversees both independent agencies
Full Consolidation

- Agencies merge into one



Current Governance Model - "Status Quo”

The Status Quo includes no formal integration between the agencies.

Rio Metro Re
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Potential Governance Model - "Full Consolidation”

ABQ RIDE Transit Agency /
City of Albuquerque Rio Metro Regional Transit District MRCOG/MPO
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Scenario Overview

1)

2)

3)

4)

S)

Significant Coordination
- Additional shared passenger info, grant writing, call center
Regional Demand Response

- Status Quo + Demand Response becomes a shared function
Independent Agencies

- ABQ RIDE with own board, Rio Metro moves outside MRCOG
Regional Board

- Regional Transit Board oversees both independent agencies

The unique scenarios outside
of consolidation are tailored
specifically to respond to the

issues and benefits we have
learned about the current
governance model.




Status Quo + Five Scenarios

1)

2)

3)

4)

5)

Status Quo

- No Changes

Significant Coordination

- Additional shared passenger info, grant writing, call center
Regional Demand Response

- Status Quo + Demand Response becomes a shared function
Independent Agencies

- ABQ RIDE with own board, Rio Metro moves outside MRCOG
Regional Board

- Regional Transit Board oversees both independent agencies
Full Consolidation

- Agencies merge into one



Scenario evaluation based on goals

Evaluation Criteria

S E RVI c E Implement the ABQ RIDE Full Recovery Network
Realize items from the 2015 Vision Plan

Serve Rio Rancho with bus service

Make the regional network more uniform and organized

Provide seamless paratransit services

Provide seamless non-fixed route service

Provide clarity for riders

Implement ABQ RIDE Safety and Security Plan

Implement zero emissions plans — ABQ RIDE and Rio Metro

Status Quo

Significant Coordination

Regional Demand Response FUNDING il

Have dedicated steady funding - ABQ RIDE

Have dedicated steady funding - Rio Metro

Approach regional grants
Ac co U N TA BI LI TY Build transit-focused internal leadership - ABQ RIDE

Build transit-focused internal leadership - Rio Metro

Prioritize transit-focused board members - ABQ RIDE
. . Prioritize transit-focused board members -Rio Metro/Regional
Fu" CO“SOIldatl on E FF I c I E N CY Avoid duplicative FTEs, facilities, and service

Avoid duplicative software

Independent Agencies

Regional Board

Avoid duplicative staff specializations

LEVE L O F E F FO RT Avoid disruption

Minimize level of effort to implement

Build political capital and public support

Implement without a change in state law

Implement without a public vote (increase GRT)



Service and Staffing were the highest prioritized
goal areas at the August board meeting

Please rank the following goals by the highest priority (1 is highest priority, 5 is lowest priority)

Provide a useful, reliable, and connected
154 SERVICE regional transit service for people of all abilities

STAFFING

Hire and retain the staff needed to operate
service

2nd

Create a sustainable sufficient funding stream

3rd

Prioritize long term planning to grow transit
Ol EFFICIENCY service to meet current and future needs

Have an accountable and transparent process

208 ACCOUNTABILITY internally and to the public
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Recommendations



Recommendations Overview

= The recommendations respond directly to the pressing
challenges in each agency and the region.

AGENCY-SPECIFIC RECOMMENDATIONS

== JOINT AND REGIONAL

RECOMMENDATIONS




Recommendations Overview

ABQ RIDE PRIMARY RECOMMENDATION

Restructure ABQ RIDE's relationship to
the City.

= Gain autonomy within the City OR

= Become an independent agency with close City
coordination

14



Recommendations Overview

RIO METRO PRIMARY RECOMMENDATIONS

Form a standing committee within the
Rio Metro board and add transit-reliant
board members.

Hire a General Manager for Rio Metro.

= Focus on operational needs of agency = Standing Committee that meets regularly and

= Build internal capacity for Rio Metro reports out to full board each meeting

= Strategic vision and regional support * New board members with rider focus



Recommendations Overview

JOINT RECOMMENDATIONS

Create a modern, integrated regional Simplify and strengthen regional transit

services with dedicated transit planners

network of demand response services.

directed to coordinate regional transit
= Evaluate existing Rio Metro demand response services and create simple easy to

services and make changes to simplify and address

demand. understand passenger information.

= Build toward one shared agency to passengers, . o _
where each agency reimburses the other based on * Hire additional planners at Rio Metro and ABQ

service area, with shared demand-response RIDE and hire transit planner at the MPO.
dispatching, call center, and software. = Provide comprehensive passenger information.

= Create clear passenger information. = Evaluate regional transit demand



Current Governance Model

The Status Quo includes no formal integration between the agencies.
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Recommended Governance Model

Many challenges can be addressed by the City of Albuquerque providing ABQ RIDE
more autonomy within the City and by Rio Metro hiring a General Manager.

City of Albuquerque

Mayor

Rio Metro Regional Transit District MRCOG/MPO

City Council Rio Metro Board COG Board

Executive Director

Other Departments :'

|
|
1
@ Administrative Support :
1
|
n

=== ABQRIDE = = = =
Director

Transit-Specific

Administrative

General Manager

@ Administrative Support

@ Transit-Specific Administrative @ MPO Transit Planner

Passenger Information/Marketing

@ Transit Service/Network Planning and Grants

1
Bus Operations i
I
I
@ Paratransit Operations 1
1

@ Regional Demand Response Operations - One Agency to passengers
Each agency reimburses the other for service in the other's area

@ Bus Operations
« Maintenance is ABQ Ride and the

Village of Los Lunas

Sandoval - Contracted to AAA

« Shared staff, call center, software

Rail Operations (contracted out)
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Recommendations Overview

Restructure ABQ RIDE’s
relationship to the City.

Hire a General Manager
for Rio Metro.

Form a standing
committee within the Rio
Metro board.

Add transit-reliant board
members.

Create a modern, integrated regional
network of demand response services.

Simplify and strengthen regional transit
services.

19



Implementation Steps



Three Phases of Implementation

Phase 1:
Establish organizational infrastructure

e Phase 2:
Build pathways to growth and improvements

e Phase 3:
Execute the vision




Phased Approach with Initial Steps

©

Rio Metro, MPO, and ABQ RIDE Rio Metro refines its on-demand Rio Metro evaluates network and
each hire an additional planner. services. regional coverage/demand.

Rio Metro hires a
General Manager.

Rio Metro board forms a

ABQ RIDE (and the City of Albuquerque) and Rio
standing committee.

ABQ RIDE continues efforts to

address immediate staffing Rio Metro adds transit-reliant ABQ RIDE prioritizes Rio Metro and ABQ RIDE transform paratransit
shortage. board members. coordination with Rio Metro and on-demand service across the region into a
services. seamless passenger experience.
ABQ RIDE prepares proposal for ABQ RIDE begins to implement ABQ RIDE negotiates labor and ABQ RIDE enters into
more autonomy from the city. proposal. union agreements. agreements with the City.

Phase 1 Phase 2 Phase 3
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Phase 1: Establish organizational infrastructure

Rio Metro hires a
General Manager.

Rio Metro board forms
standing committee

ABQ RIDE continues efforts to
address immediate staffing
shortage.

ABQ RIDE prepares proposal for
more autonomy from the city.

Phase 1 Phase 3

23



Phase 1: Establish organizational infrastructure

Rio Metro hi .
G::“,r; rn:a,:::,: Phase 1 - Rio Metro:

- Hire General Manager
- Form board standing committee

Rio Metro board forms a
standing committee.

Phase 1 Phase 2 Phase 3

24



Phase 1 @

Hire a General Manager for Rio Metro.

A General Manager for rail and bus will guide network planning and
inter-agency coordination. Guides agency staff in producing
passenger resources for current system.

Form a standing committee within the Rio Metro board.

The standing committee within the Rio Metro board will work closely with
the General Manger to provide input on regional vision.




Phase 1: Establish organizational infrastructure

Phase 1 - ABQ RIDE:

ABQ RIDE continues efforts to

address immediate staffing - Continue urgent staffing efforts
shortage.
- Prepare proposal for more autonomy

ABQ RIDE prepares proposal for
more autonomy from the city.

Phase 1 Phase 3
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Phase 1 @

ABQ RIDE prepares proposal for more autonomy from the city.

One option for ABQ RIDE to make it easier to solve its challenges is
to increase its autonomy within the City of Albuquerque’s
administrative structure.

The second option for ABQ RIDE to make it easier to solve its challenges is
to become an independent organization with close City coordination and
long-term funding.

ABQ RIDE continues efforts to address immediate staffing shortage.

The department continues the process of recruitment, training, and
building hiring capacity within the department to progress towards
implementing the ABQ RIDE Forward Network.



Phase 2: Build pathways to growth & improvements

Rio Metro, MPD ndABQRIDE Rio Metro re'ﬁest on-demand
each hire an additional plan services.

T

Rio Metro adds transit-reliant ABQ RIDE prioritiz
board me mbers coordination with Rio Mt
services.
. .
ABQ RIDE begins to implement ABQ RIDE eg otiates labor and
more autonomy from the city. proposal. n agreements.

Phase 2 Phase 3
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Phase 2: Build pathways to growth & improvements

_

Rio Metro, MPO, and ABQ RIDE
each hire an additional planner.

Hire dedicated transit planner at MPO
I_\ Hire additional planners at Rio Metro
and ABQ RIDE to support increased

coordination and regional demand
response

Phase 2 - Regional:

Phase 3

Phase 1 Phase 2
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Phase 2 @

Hire additional planners at Rio Metro and ABQ RIDE and hire
a transit planner at the MPO.

Simplify and strengthen regional transit services with dedicated transit
planners directed to coordinate regional transit service.

Additional support for implementing and coordinating each organization’s
respective visions will facilitate better delivery of existing service while being
able to prepare for service improvements.



Phase 2: Build pathways to growth & improvements

RoMetro l'u.ilPll:!I ndABQRIDE Rio M torefiest on-demand
ach hire an additional plan services.

Phase 2 - Rio Metro:

- Add transit-reliant board members
- Evaluate and refine on-demand services

Rio Metro adds transit-reliant
board members.

Phase 1 Phase 2 Phase 3
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Phase 2 @

Rio Metro refines its on-demand services.

Evaluation of and changes to the demand response services in the region
are a key part of the recommendation from this study. This will require a
comprehensive, regionwide, multi-agency assessment.

Add transit-reliant Rio Metro board members.

Many transit agency boards are made up solely of elected officials, like the
Rio Metro board, and this often results in a governing body that has little to
no frequent transit riders.



Phase 2: Build pathways to growth & improvements

Phase 2 - ABQ RIDE:

- Begin to implement proposal for more autonomy
- Negotiate labor and union agreements

ABQ RIDE begins to implement ABQ RIDE negotiates labor and
more autonomy from the city. proposal. nion agreements.

Phase 1 Phase 2 Phase 3
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Phase 2 (2)(
5

ABQ RIDE begins to implement proposal.

ABQ RIDE presents its proposal to the City. The department and City review
the agency’s needs to determine whether the best solution is for ABQ RIDE
to become its own agency or to adjust current structures to keep ABQ RIDE
as a city department.

Negotiate labor and union agreements.

A key step for ABQ RIDE's success is creating sustainable staffing
agreements with adequate pay that reflects working conditions and skill.



Phase 3: Execute the vision

Rio Metro evaluates network and
regional coverage/demand.

ABQ RIDE (and the City of Albuquerque) and Rio

Rio Metro and ABQ RIDE transform paratransit
and on-demand service across the region into a
seamless passenger experience.

ABQ RIDE enters into
agreements with the City.

Phase 3




Phase 3: Execute the vision

Phase 3 — Rio Metro:

- Evaluate network and regional coverage/demand
- Make adjustments and refine services

Phase 1 Phase 2

—@

Rio Metro evaluates network and
regional coverage/demand.

Phase 3

36



Phase 3 (3) 2

Rio Metro evaluates network and regional
coverage/demand.

Through the larger planning team and by leveraging the transit standing
committee, Rio Metro uses the updated understanding of their system to
evaluate its existing network and how it achieves regional coverage and

meets transit demand.



Phase 3: Execute the vision

Phase 3 - Regional Demand-response:

- Rio Metro and ABQ RIDE transform paratransit and
on-demand service across the region into a seamless
passenger experience.

Phase 1 Phase 2

Rio Metro and ABQ RIDE transform paratransit
and on-demand service across the region into a
seamless passenger experience.

Phase 3
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Phase 3 (3) 2

A=

One Regional Demand-Response Program

Rio Metro and ABQ RIDE coordinate on all demand-response services,
including those for older adults and people with disabilities, but also Job
Access and microtransit. This coordination can combine or consolidate call
centers, communicate all services to passengers on one webpage with clear
information about using both services, and coordinating the eligibility
application process.



Phase 3: Execute the vision

Phase 3 — ABQ RIDE:

- ABQ RIDE enters into
agreements with the City

ABQ RIDE enters into
agreements with the City.

Phase 3

40



Phase 3 (3) 2

ABQ RIDE enters into agreements with the City.

Whether the City decides that ABQ RIDE becomes its own agency or stay as
a department, ABQ RIDE and the City can develop multi-year structure that
secures more dedicated funding for service improvements.



Phase 3: Execute the vision

Phase 3: Joint MOU solidifying

changes and integration

Phase 1 Phase 2

Rio Metro and ABQ RIDE transform paratransit
and on-demand service across the region into a
seamless passenger experience.

Phase 3
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Phase 3 (3) 2

Joint MOU solidifying changes and integration

ABQ RIDE (and the City of Albuquerque) and Rio Metro enter into an MOU
to solidify long term coordination and integration.



Phased approach to Implementation

©

Rio Metro, MPO, and ABQ RIDE Rio Metro refines its on-demand Rio Metro evaluates network and
each hire an additional planner. services. regional coverage/demand.

Rio Metro hires a
General Manager.

Rio Metro board forms a

ABQ RIDE (and the City of Albuquerque) and Rio
standing committee.

ABQ RIDE continues efforts to

address immediate staffing Rio Metro adds transit-reliant ABQ RIDE prioritizes Rio Metro and ABQ RIDE transform paratransit
shortage. board members. coordination with Rio Metro and on-demand service across the region into a
services. seamless passenger experience.
ABQ RIDE prepares proposal for ABQ RIDE begins to implement ABQ RIDE negotiates labor and ABQ RIDE enters into
more autonomy from the city. proposal. union agreements. agreements with the City.

Phase 1 Phase 2 Phase 3
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Next Steps



Potential RMRTD Board Next Steps

= Review study report and provide comments

- Comments to Tony Sylvester by October

= Produce letter supporting the study and its recommendations to include in
the Executive Summary

= Create resolution to move forward with understanding the feasibility of
additional staffing

= Create resolution to form standing committee

= What else?



Overall Project Next Steps

= The report will be finalized by the end of this month

= The project will conclude and further action will require agency direction



Thank you

HUITI Madeleine Pelzel, Huitt-Zollars
Amy Pettine, Nelson\Nygaard

HZ) ZOLLARS .5 Sam Ergina, Nelson\Nygaard

NYGAARD
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