
From: Board.Secretary  
Sent: Friday, June 24, 2016 5:24 PM 
To: VTA Board of Directors 
Subject: VTA Correspondence: Letter of Support Regarding Low or No Emission Vehicle Deployment 
Program 
 

VTA Board of Directors: 

 

We are forwarding you the following:  

 

From Topic 

Anna G. Eshoo, Member of Congress Letter of support regarding VTA’s application 

for funding under FTA’s Low or No Emission 

Vehicle Deployment Program 

 
Thank you. 

 

 
Office of the Board Secretary 

Santa Clara Valley Transportation Authority 

3331 N. First Street 

San Jose, CA 95134 

408.321.5680 

board.secretary@vta.org 
 

mailto:board.secretary@vta.org
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June r61 2016 

The Honorable Cindy Chavez1 Board Chairwoman 
Santa Clara Valley Transportation Authority 
3331 North F irst Street 
San Jose1 California 95134 

Dear C indy1 

l've written to the Secretary of Transportation1 Anthony Foxx1 in support of the 
Santa Clara Valley Transportation Authority's application for funding under the 
Federal Transit Administration's Low or No Emission Vehicle Deployment Program1 

and a copy of my letter is enclosed for you. 

l hope this wi[[ be helpful to VT A1 and should you have any questions or comments1 

you can contact Pau[ Beck in my Washington1 D.C. office at (202) 225-8104. 

All my best1 

Enclosure 

cc: Members1 Santa Clara VaUey Transportation Authority Board of Directors 
Ms. Nuria Fernandez1 Genera[ Manager & CE01 Santa Clara Valley 
Transportation Authority 
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The Honorable Anthony Foxx 
Secretary of Transportation 
U.S. Department of Transportation 
1200 New Jersey Avenue, SE 
Washington, DC 20590 

Dear Secretary Foxx: 

June 16, 2016 

We are writing in support of the application submitted by the Santa Clara Valley Transportation 
Authority (VTA) for the Federal Transit Administration's Low or No Emission Vehicle 
Deployment Grant Program (LoNo). 

VTA is seeking $4.2 million in LoNo grant funds to buy five zero-emission electric transit buses, 
as well as to install the necessary infrastructure to support the operation of these buses. The zero
emission electric buses will provide free public transit connections between VTA's Metro Light 
Rail Station in the city of San Jose, the San Jose Norman Y. Mineta International Airport, and 
the Caltrain Commuter Rail Station in the city of Santa Clara. The buses will offer a much
needed service with no fees to riders. In addition, the new buses made available through LoNo 
funding will provide an ideal opportunity for the U.S. Department of Transportation (DOT) to 
highlight clean and energy-efficient, American-made, electric-powered transit buses making an 
impact, as the entire service area is within a disadvantaged community as identified by the 
California State Environmental Protection Agency (CalEPA). 

VT A is pursuing this project through multiple phases, including technology assessment and 
operations impact; vehicle design and support; charging; technology; and integration. The 
charging station will have the capacity to fully recharge at least four of the buses simultaneously 
in less than six hours in a bus depot that gains approximate! y 50 percent of its power from solar 
panels. VTA's project will provide a much-needed transit service for the region, while 
demonstrating the impact of no emission buses. 

We fully support VTA's LoNo grant application and urge you to give it full and fair 
consideration, in accordance with all applicable laws and regulations. 

Sincerely, 

Michael M . Honda 
Member of Congress 

~~An'"~. Esfd . ~ 
Member of Congress 

PRINTED ON RE~YCLEO PAPER 



From: Board.Secretary  
Sent: Friday, June 24, 2016 4:25 PM 
To: Board.Secretary 
Subject: VTA Correspondence: Board of Directors - 062416 Meeting - Agenda Item #6.2 - Outreach 
Response/Public Comment 
 

VTA Board of Directors: 

 

We are forwarding to you the following correspondence pertaining to Agenda Item #6.2 – 

Paratransit Operations Assessment Testing and Paratransit Contract, from the June 24, 2016, 

Board of Directors meeting:  

 

From Topic 

Kathryn Heatley Response from Outreach* and Federal Transit 

Administration Report 

Member of the Public Comments Regarding Paratransit Contract – 

Outreach Support 

 

*A hardcopy was provided at the meeting.  

 

Thank you. 

 
Office of the Board Secretary 

Santa Clara Valley Transportation Authority 

3331 N. First Street 

San Jose, CA 95134 

408.321.5680 

board.secretary@vta.org 
 

http://vtaorgcontent.s3-us-west-1.amazonaws.com/Site_Content/bod_060216_agenda_packet.pdf
http://vtaorgcontent.s3-us-west-1.amazonaws.com/Site_Content/bod_060216_agenda_packet.pdf
mailto:board.secretary@vta.org
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To:   VTA Board 
From:  OUTREACH, Inc. 
Meeting Date:  June 24, 2016 
Regarding:  Agenda Item 6.2 
 
Thank you for the opportunity to contribute to the conversation regarding the paratransit 
operational assessment and the recommendation for termination for convenience. It has been 
our honor and responsibility to provide special needs transportation back to the 1970s in Santa 
Clara County and as ADA paratransit broker for 23 years. In partnership with VTA, there has 
always been an outstanding paratransit program that is considered a model in the region and in 
the nation. 
 
Outreach understands that VTA is seeking change in all of its service programs including 
paratransit. The paratransit operational assessment in 2015 identified a few limitations in the 
Scope of Work VTA requires Outreach to follow such as complex invoicing. The majority of 
these administrative changes have been made over this past year. 
 

 VTA released a factsheet this week to be helpful to the public.  Here are a few clarification 

points. 

 

1. VTA: “Without routine competitive bids, VTA cannot fully perform due diligence, obtain 

independent cost estimates, and adequately determine if the aggregate costs of its ADA 

paratransit program align with current market rates.” 

 

Clarifications:   

Competition: Consistent with FTA guidance, the transportation service provider portion 

of the VTA Access Paratransit program, which consume 80% of the dollars, have been 

competitively procured repeatedly with all documents, methods, and requirements 

preapproved by VTA and consistent with FTA guidelines. 

 

Tradition: There is a unique history in paratransit where select nonprofits that administer 

ADA programs have equally long histories to Outreach, including Paratransit Inc. in 

Sacramento, LA Access in Los Angeles, Whistlestop in Marin County  and Access Services in 

Pittsburg, PA to name a few. This is often the case as the nonprofit is part of the community 

and without fees and profit line items tends to be lower in cost.  Costs data is routinely 

available through the NTD (National Transit Database) and other publications.  Readily 

available data for comparison shows the following: 
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Cost Data: The VTA Access Paratransit program compares well to peers in the Bay Area 

where neighboring transit agency paratransit programs in San Mateo and Alameda Counties 

(with cost per trip in the $50+ range) compared to the VTA  program in the $30 range.  

The Top 50 agencies in the NTD database, of which VTA falls into that category due to size, 

reported a cost of $43 per one-way trip as of 2013 and preliminary 2014 data shows increases 

nationwide. 

 

The VTA Access Paratransit program consumes only 5% of the general fund for VTA where our 

peer neighbors consume 10% or greater of their agency budgets; the VTA Access Paratransit 
program generates fare recovery in the 13% to 15% range the past few years where our peer 

neighbors are in the 5% to  7% or under range.  

 

The VTA Access Paratransit under Outreach administration finished $3.2 million under 

budget in FTY 14/15. 

 
Per J. Walker and Associates, on VTA Budget (VTA Board meeting of 4/7/16): “ADA Paratransit is 

5%. I just wanted to comment. That’s impressively low. Many agencies are much higher with 

that.” Note: The paratransit Program used to be 10% of VTAs budget at $32 million and VTA and 

Outreach worked to bring that down to actual expenditures of $17.6 in FY 15 with a 10 year 

paratransit improvement plan. 

 

2. Direct Access: 
 
VTA: “VTA does not have independent access to Outreach’s systems to be able to verify 
critical operational and financial data reported by Outreach to the National Transit 
Database (NTD) including eligibility, ridership and financial information.”   
 
Outreach Clarification: VTA has been provided access and full user rights to Trapeze since 
February 2016 to download the entire system, verify reports or invoices, or do other 
activities 7 days a week.  A dedicated workstation has been provided. Remote direct access 
to Trapeze and Eligibility system is now enabled and VTA staff may use starting the last 
week of June 2016. Neither of these activities were part of the VTA Scope of Work with 
Outreach but have been accommodated as Outreach has not objection to this level of 
access or transparency. 
 

3.  NTD reported number 
 
VTA: “Outreach has not produced documentation or evidence that effective system 
controls exist, thus the integrity of ADA data reported to the NTD and financial reporting 
may be compromised.”  
 
Outreach Clarification:  The assessors cite about 11,148 trips that they perceive may be 
over-reported as they say the number is greater than the trip totals in the Trapeze 
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database.  This is a misunderstanding of these trips which can be documented as having 
been provided to ADA certified clients, and are in the Trapeze database, and therefore 
needed to be included in the NTD database. Outreach will provide the documentation. 
 
VTA also sends in annually an independent firm to review the NTD data as required and that 
firm did not find any deficiencies with the data in FY 14/15 or any prior years.   
 

4. VTA: “Outreach’s invoicing process is unnecessarily complex and lacks the support to 
validate expenses from third party or system generated reports or schedules.” 
 
Outreach Clarifications:  The invoicing process is the one required in the Scope of Work by 
VTA.  The type of supporting documentation and reports are those that also meet the Scope 
of Work requirements.  The assessors asked for system generated reports and Outreach 
began submitting such documents to meet these new requirements. During this past year 
that this assessment continues, Outreach has gone to system generated reporting whenever 
feasible and has retained Trapeze Software Group to generate new customized reports as 
generic ones do not capture local policies such as Out of Service Area premium trips. 
 
5. VTA: “Outreach currently manages VTA’s ADA paratransit eligibility program, which is a 
potential conflict of interest. Additionally, Outreach does not require applicants to 
complete an in-person functional assessment to verify eligibility.”  
 
Outreach Clarifications:  VTA requested that Outreach administer the eligibility program in 
2007 when the disability and senior communities found that the 100% in-person interview 
approach with a prior contractor was burdensome.  Requiring persons to leave nursing 
homes to interview was unnecessary and the transportation cost of the 100% approach 
alone was over $350,000 per year.  At that time the eligibility database was over 15,000 as 
few applicants were denied.  Today it is closer to 10,000 as the current mandated process in 
the Scope of Work is strict but fair. The assessor team did not report any statistics or 
metrics. A large portion of the applicants are determined to be conditional such that they 
can take some trips on fixed route as their abilities permit. These trips if performed on 
paratransit would increase the budget by millions of dollars. VTA fixed route bus data 
indicates robust bus usage with the VTA/Outreach ID card.  Outreach, at no cost to VTA, 
provides travel assistance and support to those who wish to learn to take the bus or light 
rail. The eligibility program was reviewed by Delta Services Group, experienced in federal 
ADA compliance reviews, in 2015 and found to be ADA complaint. The model in place was 
developed by the community, Occupational Therapists from the Silicon Valley Independent 
Living Center, major aging organizations and members of CTA before and uses the interview 
framework used throughout the region.  The process requires licensed third party 
verification of disability/abilities, along with interview conducted by nursing staff trained in 
ADA eligibility practices, and the VTA application. Most determinations can be made in this 
way. For those that are not certain, Outreach Occupational Therapists conducts in-person 
functional assessments in the field with select applicants before determination and has an 
independent firm that does in-person functional assessments for any applicant who is 
denied and appeals that decision. Reasonable accommodation is a federal requirement and 
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a civil right.  FTA requires one make reasonable accommodations in both the eligibility 
process as well as through daily operations.  Separating those two functions makes it much 
more complicated to do such accommodations and to track the data. It is the opposite of a 
conflict of interest but rather a more synergized approach to ADA compliance. VTA has 
never had an ADA deficiency during the FTA Triennial audits associated with the paratransit 
program. 
 

6. VTA: “VTA staff does not own or have access to TRAPEZE scheduling system or other 
trip data to properly reconcile the monthly trip data.” 
 
Outreach clarification: VTA has been provided access and full user rights to the Trapeze 
system 7 days a week since the request was made by VTA in February 2016. In June 2016 
VTA staff will have remote access to Trapeze as well as the Eligibility System data. Given VTA 
has a Non-Disclosure Agreement in place with Trapeze, which was required by the software 
company and not Outreach, it is not necessary to spend over a million dollars on a license at 
this time. 
  

7. VTA: “Supporting invoice documentation was vague and without details that also 
hindered reconciliation efforts.” 
 
Outreach clarification: VTA Operations an Accounts Payable are being provided a 
tremendous amount of invoice supporting documentation as there is additional staff to 
manage the copious amount of information. 

 

The following appendices includes information related to topics raised over the past year and 

how they have been addressed. Outreach has also provided comments on the June 24, 2016 

report to the Board on data matters, although, Outreach saw this for the first time also when it 

went out in the Board packet so our comments are very preliminary. Appendix C provides an 

FTA study of the VTA Paratransit Program and service model design topics.  

 

Outreach respectfully requests that we do not receive a premature Notice of Convenience at 

this time.  The timing disregards the millions of dollars of new technology that just went into 

place in FY 15/16 and would need to be replaced. The majority of challenges have been 

addressed as they were administrative or process oriented and tied to our Scope of Work that 

is readily amended.  The matters related to data processing can be better addressed when 

Outreach’s IT team has a chance to clarify the misunderstandings with the work team this 

coming week.  Prior systems that required more manual input as in FY 14/15 are now all 

replaced and updated with fully automated and integrated systems as of FY 15/16 so many data 

challenges have been addressed.  
 

Sincerely,  

Kathryn Heatley 

Kathryn Heatley, CEO Outreach
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Status # VTA Identified Issue OUTREACH Clarification and Resolution 

 

 
1. 

Need for competitive bidding to 
“obtain independent cost estimates, 
and adequately determine if the 
aggregate costs of its ADA 
paratransit program align with 
current market rates.” 

Review of national and regional paratransit service costs and paratransit budgets reveals the VTA 
aggregate paratransit service costs as significantly lower than VTA’s peers (Note:  VTA is required to 
submit their aggregate costs to NTD annually).  While not part of his study, VTA consultant, Jarret 
Walker on 04/07/16 commented:    “ADA Paratransit is 5%.  I just wanted to comment.  That’s 
impressively low.  Many agencies are much higher with that”. Outreach trips are in the $30 range 
while neighboring programs are in the $50 range. Outreach has recently invested several million in 
grant dollars to update the entire technology infrastructure. Outreach has also leveraged millions of 
dollars in vehicles to carry paratransit riders.  

  2. Direct access to paratransit data. 
February 2016: VTA provided full user rights to OUTREACH’s Trapeze system to download the entire 
system, verify reports or invoices or do other activities 7 days a week. VPN remote access to Trapeze 
system established last week of June 2016. 

 3. NTD reported data 

With access to OUTREACH Trapeze system, VTA staff can confirm OUTREACH reports or generate 
NTD report data independently.  OUTREACH’s NTD data is audited annually by an experienced, 
independent accounting firm under contract with VTA. No deficiencies have been found in these 
annual audits.  

 4. 
“Outreach’s invoicing process is 
unnecessarily complex…” 

Original process defined by VTA in agreement’s Scope of Work.  Mutually agreed upon changes 
effective July 1st, 2016. 

 5. 
OUTREACH’s management of the 
ADA paratransit eligibility program is 
a “potential conflict of interest”. 

2007:  VTA requested OUTREACH administer the eligibility program to replace 100% in-person 
interview model. OUTREACH eligibility program reviewed by Delta Services Group (experienced in 
Federal ADA compliance reviews) in 2015 and found to be ADA compliant. Data from Eligibility 
system shows the program is strict, but fair, and in-person functional assessments are conducted by 
Outreach Occupational Therapists before determinations are made if interviews and third-party 
medical verification is not conclusive; in-person functional assessments are also conducted by an 
independent Appeals Contractor if applicants are denied. 

  6. 

“VTA staff does not own or have 
access to TRAPEZE scheduling 
system or other trip data to properly 
reconcile the monthly trip data”. 

February 2016:  VTA provided full access to Trapeze system. VTA has NDA in place with Trapeze 
Software which provides full access without having to spend $1.4 million to own. 
June 2016:  VTA staff provided VPN remote access to Trapeze as well as Eligibility System data.  
Net savings to VTA:  over a million dollars in Trapeze software licensing costs.  

 7. 

“Supporting invoice 
documentation was vague and 
without details that also hindered 
reconciliation efforts.” 

Supporting invoice documentation provided to VTA on a regular basis upon request by VTA.   
Compliance with requested documentation required hiring of additional staff to comply.  
Complaints received from VTA staff regarding volume of documents. 
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Appendix A. 

 

The assessing team has provided reports and discussed the contents with VTA staff.  Outreach 

as the partner and contractor has not been invited to review content or comment in advance of 

the publication becoming public. While some observations are accurate many others are 

misinformed likely due to this atypical process. 

 

 

Staffing: 

 

2015 Limitation: Due to prior recessionary times, VTA had few staff assigned to review 

paratransit materials submitted by Outreach. Staff at VTA were stretched to do multiple tasks, 

especially with the new stadium.  

 

2016 Action: VTA has hired several new staff persons to review and process paratransit 

materials submitted by Outreach, who has also hired an additional accountant within the 

existing budget to help implement new procedures.  VTA has also hired a professional staff 

person with years of direct paratransit operations which is very positive. 

 

Documents Submission: 

 

2015 Limitation: Documents including invoicing per scope were required to VTA Operations. 

 

2016 Action:  Documents including invoicing are submitted to VTA’s Accounts Payable and to 

VTA Operations. 

 

 

Operations per the scope, direct access to verify data and reports was available but rarely 

sought, invoices and payments per the scope were overly cumbersome and directed to go into 

Operations only, and several older systems were legacy systems that were not fully integrated 

with other systems and required manual input given the lack of Paratransit program capital to 

update older systems.  

 

In 2016, VTA has hired at least 4 new staff persons and Outreach has hired 1 invoice account to 

manage the large number of reports and supporting documentation, all reports and documents 

go into Accounts Payable as well as Operations,, and VTA has had full user access to the entire 

Trapeze Software system since February and will have remote access by the end of June 2016, 

and all new hardware and software and in-vehicle equipment has enabled system automation 

and integration which limits challenges with data manual and staying current or needing to 
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modify.  

 

Control and oversight requires only a few contract amendments so that Outreach can perform 

per the new requirements which exceed the current scope.  

 

Paratransit Services Contract & VTA Procurement Process 

 

Long Contract History 

 

 In California, there are three non-profit CTSAs (designate Consolidated Transportation 

Services Agencies under California statute) that also have long-standing relationships of 

more than 20 years with transit agencies to provide paratransit services.   

 Access in Los Angeles; Paratransit Inc. in Sacramento, and OUTREACH, 

Inc. in Santa Clara County.   

 The role of a CTSA is to avert duplication of efforts, reduce cost per trip; 

coordinate health and human service transportation linked to transit and 

public paratransit.  

 

 MTC Promotes CTSAs and Mobility Management Centers for Persons with Disabilities, 

seniors, Low-Income Persons and Veterans – provides more alternatives while helping 

control paratransit demand 

http://mtc.ca.gov/sites/default/files/Coord_Plan_Update.pdf 

See Section Exhibit C-7 within the above pdf. –Model for Coordination on OUTREACH, 

Inc. 

 

 OUTREACH, Inc. is the designated CTSA in Santa Clara County and with Caltrans grant 

established the County’s Mobility Management Center and FTA’s VTCLI (Veterans 

Transportation and Community Living) “One Call & One Click” Center for Veterans 

mobility resources. 

 

 MTC considers the VTA/OUTREACH paratransit model as the “Gold Standard”. 

 

FTA Research on Paratransit Service Design   

http://www.fta.dot.gov/documents/FTA_Report_No._0081.pdf 

http://mtc.ca.gov/sites/default/files/Coord_Plan_Update.pdf
http://www.fta.dot.gov/documents/FTA_Report_No._0081.pdf
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 FTA’s “Accessible Transit Services for All” Service Designs for Paratransit (2014) - FTA 

Researchers/Subject Matter Experts Surveyed VTA and Completed Site Visit and 

Developed. 

 30 page case study on VTA/OUTREACH (Appendix D, pages D-4-D29); 

used multiple times as example of good practices 

 

VTA Board Extension of OUTREACH in 2013 

 VTA Board renewed Paratransit Program brokerage contract every few years before 

taking action to approve renewal. The extension in 2013 followed an audit saying the 

program was “low-risk” audit in 2011. 

 

 OUTREACH secured a FTA “One-Call & One-Click Center” grant to expand coordinated 

model to better serve Veterans coordinated with services for seniors, low-income, 

persons with disabilities. FTA was encouraging transit agencies and communities to do 

more to help Veterans with transportation and OUTREACH sought the permission of 

VTA before successfully applying for this grant opportunity. There was a major added 

benefit to this grant – an update and upgrade of the entire system that is also used for 

paratransit, senior transportation, and low-income transportation: 

 

o VTA 2013 Board memo on extending OUTREACH cited benefits to the paratransit 

program by updating and/or replacing software and hardware systems, updated 

in-vehicle equipment going to tablets with applications for real-time traffic, 

routing, vehicle notification of arrivals; new phone system linking call 

center/operations to parking facilities, work stations and cubicles adjustable for 

accommodating persons with disabilities, etc. 

 

o OUTREACH also invested a large sum of nonprofit funds into a solar-powered 

facility to house the paratransit program to ensure ADA compliance with 

walkways; emergency systems to make sure the program could operate in 

emergencies; etc. The need to secure a longer standing lease to make this 

relocation and upgrade cost-effective was considered by the VTA Board in 2013 

when they did the extension to 2021.  

 

 OUTREACH secured state funds ($3.4 million) for energy efficient vehicles and in vehicle 

equipment (tablets and emergency radio systems) to provide coordinated services for 

vulnerable populations including persons with disabilities, seniors, homeless persons, 

low-income persons and Veterans. 
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o Implementation Status: Total of 90 vehicles -- 64 plug-in/electric vehicles have 

arrived; 26 next generation fuel cell sedans have arrived; vehicle charging system 

for the 64 plug-ins and procurement of chargers not yet complete. Attempting to 

partner with County of Santa Clara on charger location.  

 

Trapeze required Non-Disclosure Agreement (NDA): 

 

The NDA was a Trapeze Software Group requirement and not a matter of non-cooperation by 

Outreach.  The Non-Disclosure Agreement protects Trapeze’s intellectual property.  OUTREACH 

was prohibited by its license agreement to say “Yes” to the VTA request to provide the 

production database to any third party, including VTA, without prior written approval from 

Trapeze and the establishment of an NDA between VTA and Trapeze.  This was a very 

challenging situation outside of OUTREACH’s control until an NDA was in place between VTA 

and Trapeze.   

 

OUTREACH had to contact Trapeze Software Group, Inc. legal to ask for written clarification if 

VPN (Virtual Private Network for remote access) could be established.  Trapeze responded that 

if OUTREACH wanted to grant that access it was acceptable to Trapeze the activities would be 

covered under the existing NDA which protects Trapeze’s intellectual property. 

 

Outreach concurs with VTA’s ownership of the ADA Access program data. 

 

Drop-box Reports 

 

OUTREACH has provided the full supporting documentation which is a massive number of 

reports (many of which were previously produced but kept on site given the limited VTA staff 

previously to review). The monthly reports submitted are those required in the scope were all 

designed by VTA.  

 

Supporting Documentation and Invoicing 

 

OUTREACH is providing copious amounts of data and reports in the drop-box of supporting 

documentation.  No alternative method has been provided to Outreach as yet to submit 

documents. No instruction on using any new VTA automated invoicing system has occurred as 

yet. The Scope of Work from VTA still says all invoices should be turned into Operations but 

OUTREACH is following the request (email) that documents get submitted to AP.  OUTREACH is 

submitting to both division at this time.  

 

Advance Payments 
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OUTREACH negotiated changes in the transportation vendor service contracts effective July 1st.  

Outreach agreed to the concept of this change as it reflected previous requests by OUTREACH 

to simplify the process. There is a monthly cost to OUTREACH to accommodate this change as 

OUTREACH will need to take out a line of credit as a nonprofit to cover the costs.  

 

Automated invoices 

 

OUTREACH, without an increase in budget, has hired an accountant to manage all of the new 

VTA requirements for invoicing and the massive amounts of submittals required. This individual 

will interface with VTA on their new automated invoicing processes. 

 

Submit To AP (VTA’s Accounts Payable) 

 

The Paratransit Scope of Work from VTA still says all invoices should be turned into Operations 

and was not amended. VTA sent an email in December 2015 directing that invoices get  

submitted to AP.  OUTREACH is submitting to both division at this time. OUTREACH will need 

direction from AP when automated changes occur.  

 

Budget Review and Tracking 

 

OUTREACH turns in a robust line-item budget for VTA review with details and justification 

before VTA approves. The VTA budget method (2 year cycles) does not take into account 

external factors adequately.  In FY 16/17 VTA may not have allocated sufficient funding to 

provide increasing trips due to changes in local services for the developmentally disabled who 

lost other transportation options and are eligible for ADA paratransit as a generic public service.  

 

Budget/Vendor Trip Assignments 

 

December team report showed a lack of understanding on vendor trip costs and allocation in 

the budget comments regarding planned service for FY 16. The VTA Scope of Work requires a 

10% SBE participation level for service provider vendors. The largest vendor is not an SBE and as 

such, at least 10% of the volume goes to smaller vendors who are minutes and women owned.  

In addition, despite being given additional revenue to promote living wages for drivers, MV has 

had persistent shortages of deriver resources and has been able to perform less volume. 

Outreach planned for flexibility to meet all volume demand and did so in a manner that 

maximized the cost effectiveness since the small companies average trips in the low $20’s and 

the dedicated vendor trips are much more expensive when one accounts for the vendor trip 

cost, fuel, maintenance and communications costs added-on. 

 

ADA Eligibility 
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VTA has more recently sent in another consulting firm (CH2MHILL) to consider the potential 

conflict of interest opinion of the AG. OUTREACH provided to VTA and the consulting firm an 

independent review by Delta Services Group (qualified to do ADA compliance reviews) of the 

Eligibility program which found it to be ADA compliant and did not find any conflict of interest.  

The current program was put in place at the request of VTA after a public process and active 

involvement of the disability community and approved by a prior VTA Board. 

 

Eligibility database has decreased and not increased and trends since 2007 do not support a 

conflict of interest situation. Paratransit expenses have also declined as the eligibility database 

has declined.  

 

Fleet Plan 

 

VTA has continual capital demands for fixed route and has never had sufficient capital funds to 

procure all of the vehicles needed for paratransit. VTA has relied on OUTREACH to apply for 

funding for vehicles, in-vehicle equipment, emergency equipment including generators, 

emergency radios in the vehicles, phone systems, technology systems and other essential 

equipment and resources well beyond the fleet. This equates to millions of dollars in capital 

savings to VTA and enables VTA to prioritize its limited dollars to fixed route. Such joint 

leveraging of different capital resources is considered a best practice. There has always been a 

planning table that was included in VTA’s Short Range Transit Plan. OUTREACH provides a large 

number of the wheelchair accessible vans. 

 

OUTREACH introduced fuel efficient vehicles to the fleet (gas-electric hybrids) about 10 years 

ago and recently provided 45 new plug-in hybrid sedans (OUTREACH voluntarily shared 45 of 

the new 90 vehicles from an Outreach California Prop 1b grant). These efforts have saved VTA 

dollars for fuel.  

 

Important Note:  The new Prop 1 B fleet started arriving in October through February and they 

are parked and not in serve as paperwork to enable Outreach to operate continues to be 

delayed at VTA. 

 

 

The following pages, Appendix B, try to address some of the topics in the Phase II Final Report.  

Having the opportunity to see and review and comment on this report before it became final 

would have contributed to more meaningful information. Outreach did not see this report 

before it went public and has had little time to review or comment. Outreach’s IT team has not 

seen this document.  Our initial feedback is based on what we perceive to be the issues: 
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Appendix B: Phase II Final Report: June 24, 2016 

#1.  Lack of ADA System Source Data 

1.1  Outreach Response 

VTA’s contract with Outreach states that VTA owns all 
ADA data. As previously noted in our Phase I report, 
VTA does not have access to or a copy provided of any 
ADA source data (from Outreach’s Trapeze PASS and 
OTR systems). For Phase II, we made multiple requests 
for the native or source data files from Outreach to 
independently confirm the authenticity of client trips.  
 
Outreach initially provided Excel spreadsheets, then 
subsequently cited the need to protect their business 
model and non-ADA clients. After VTA signed a Non-
Disclosure Agreement (NDA), we ultimately were 
provided copies of the Trapeze PASS databases for 
fiscal years 2014 and 2015.  
 
We have also been given inconsistent data. For 
example, one data set received during the Phase I 
audit reported 46,410 Personal Care Attendant (PCA) 
and 10,193 companion trips. A second data set 
received in January 2016 reported 112,441 PCA and 
94,384 companion trips. Upon inquiry, the Outreach 
CEO indicated that the initial PCA and companion 
dataset was a “working copy.” This raises more 
questions about why there are two sets of reports and 
concerns about the reporting processes. 
 

1. Outreach concurs with VTA’s ownership of data for 
the paratransit program. Outreach provided more 
than 4 GBs of data. A.G. confirmed that they had 
been provided what they needed.  

2. The Non-Disclosure Agreement was required by 
Trapeze Software Group, Inc. OUTREACH was 
prohibited by its license agreement to say “Yes” to 
the VTA request to provide the production 
database to any third party, including VTA, without 
prior written approval from Trapeze and the 
establishment of an NDA between VTA and 
Trapeze.  This was a very challenging situation 
outside of OUTREACH’s control until an NDA was in 
place between VTA and Trapeze.   

3. Excel sheets were the preferred format for the 
reports designed by VTA and listed in the VTA 
Scope of Work with Outreach.  

4. Outreach did voice concerns about VTA requesting 
and taking off-site so much non-paratransit data 
from other programs outside of their jurisdiction, 
but ultimately, the data was made anonymous and 
kept confidential.  

5. Data sets –the number of passengers reported at 
the end of the fiscal year to VTA did not change. A 
working file was used to determine annual or 
monthly formatting for one of the data requests 
and to determine formatting, all data was not 
pulled.  

6. With grant dollars secured by Outreach, the 
Trapeze Trip Broker module was procured so 
remote smaller transportation providers can 
electronically communicate in a more integrated 
manner with the Outreach’s operations center. 
Through these same grant dollars, Outreach’s 
largest transportation provider has been provided 
with the fully integrated in-vehicle application 
(Trapeze’s DriverMate) running on a tablet 
computer so there is automatic monitoring of all 
trips. 
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#2 Source Data Inconsistencies and Potential Errors 

2.1  Inconsistent Trapeze Trip and Total Record Count Outreach Response 

The paratransit provider (Outreach) provided Trapeze 
files which included 513,810 total trips invoiced to VTA 
between July 2014 and June 2015. The Trapeze backup 
production database included 502,662 total ADA 
labeled trips between July 2014 and June 2015.  
 
The difference is 11,148 trips. The difference in trip 
totals approximates the number of the County’s 
Senior Nutrition Program trip totals (11,200) noted in 
the Trapeze backup production database. 

1. The total reported trips (513,810) invoiced to VTA 
between July 2014 to June 2015 is correct. 

2. The 11,148 trips identified by the work team are 
paratransit trips are attributable to rides provided 
to paratransit qualified and certified, low income, 
disabled seniors who were traveling to their local 
senior nutrition program site for a healthy lunch. 

3. The City of San Jose funded Senior Nutrition 
Mobility Management Program includes a Senior 
Lunch Ride service that is available to a limited 
number of seniors at six city operated Senior 
Nutrition Program sites.  Through this service, 
paratransit qualified seniors are provided free rides 
to the subsidized nutritious lunch program.  This 
service is funded through shared-cost arrangement 
that uses city sourced funds as a match with 
paratransit funds thereby reducing the cost to 
paratransit. 

4. Coordinated service arrangement enables low 
income paratransit qualified, disabled seniors to 
attend a healthy lunch and the cost of the trip is 
shared between the paratransit program and a local 
funder. 

5. OUTREACH uses the Trapeze code #10 to 
distinguish these trips under this shared cost 
arrangement from a standard paratransit trip (i.e., 
code #1). 

 

2.2  Trapeze Trip/Record Reconciliation Outreach Response 

 Approximately 60,000 trips (for the period of 
December 1, 2014 through June 30, 2015) were 
modified between the dates of January 26, 2016 
through February 7, 2016. These modifications by 
Outreach occurred within one day of when the AG 
requested a better understanding of trip data 
discrepancy from the paratransit provider. 
 

1. Data can be stored in the Trapeze system in 
multiple locations.  To use Trapeze generic reports 
one has to use have data in distinct locations.  This 
task made sure that existing data in Trapeze was 
also in the right location for running generic 
reports, which Outreach assumed the work team 
would wish to do. This represents a “housekeeping 
activity”.  

2. In FY 15/16, new technology deployed 
automatically places data in locations for generic 
reporting. 
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2.3  Incomplete Trapeze Trip/Record Data Outreach Response 

 Trapeze data includes 119,000 trips where the actual 
pickup and drop-off time is noted as “-1”. This could 
be a code or it could indicate that there was no actual 
pickup time. Per discussion with VTA, “-1” is typically 
used to identify an incomplete booking. Standard 
procedure is to remove incomplete booking records 
when creating an invoice. Approximately 38% of the 
trip records include a “- 1” value in the actual pickup 
time field. 
 

1. At first glance, this topic is likely about the older 
AVL/GPS system that was operating in FY 14/15. 
The prior in-vehicle tracking system with AVL and 
GPS was not a licensed Trapeze product. AVL data 
from the older system did not automatically 
update arrival times in Trapeze and would have to 
be manually entered. Outreach has addressed this 
challenge by securing grant dollars and an entirely 
new, Trapeze licensed product has been procured 
and is operational since July 2016 and provides 
automated arrival times.   

2. Invoices only include verified trips. 

2.4  Abnormal Username Distribution for Trapeze 
Trip Creation and Modification Outreach Response 

 Approximately 560,000 client trip/records were 
created in Trapeze by a total of 69 Outreach 
usernames.  
 
Outreach employee(s) with the Username of “Active” 
inputted approximately 90,000 records (client trips). 
The records/trips input by “Active” may be a system 
generated procedure that loads subscription based 
customer trips on a periodic basis.  
 
A separate Username created approximately 32,000 
records. That is 128 records per day. That is one 
record every 3.75 minutes (8 hour day).  
 
Further, Username JESSEV modified approximately 
208,000 records and Username TRANH modified 
approximately 176,000 records. They each modified 
more than one trip every minute. 
 

1. “Active”: There are select users who build all of 
the subscription files for the clients who want 
repetitive trips to the same locations, same days 
of the weeks and times, etc.  The ADA permits 
subscription service and it is a part of the VTA 
Access program per the VTA Rider’s Guide. The 
select users. The reference to the “Active” users is 
about subscription trips. 

2. JESSEV and TRANH are users/schedule analysts 
who optimize all of the routes the night before by 
batch optimizing trips onto the fleet.  Each time 
they batch for efficiencies they trip is “modified”. 
Batch optimization is the norm in paratransit. 

  



15 
Outreach, Inc. 2221 Oakland Rd., Suite 200, San Jose, Ca. 95131 
1-408-436-2865 

2.5  Missing Trapeze Records Outreach Response 

 Trapeze PASS creates a unique, sequentially 
numbered booking ID when trip information is 
entered into the application. Similar to a check 
register, there should not be gaps in the booking ID 
sequence. After reviewing the database extract, we 
identified a significant number of missing booking ID's.  
 
There are 117,462 gaps with a total of 294,706 records 
that are missing/deleted. In a typical transit agency 
and industry best practice, standard operating 
procedure would prohibit deleting trip/records from 
the application. 
 

1. These booking IDs are associated with the 
subscription files. A client calls once and sets up a 
subscription to go to the same place, time and 
day (such as dialysis three days a week at the 
same time) and the subscription remains in place 
until cancelled.  Each subscription creates unique 
booking numbers for each trip rolling forward 
until the subscription service is cancelled. When 
the subscription service is cancelled, those 
associated unique booking IDs are disregarded by 
the system. 
 

2.6  Trips with Abnormal Trapeze Applications 
Actions Outreach Response 

Trapeze PASS application records actions taken to 
schedule and administer trips. Actions would include 
scheduling, recording pick-ups and drop-offs, ride 
adjustments for unscheduled PCA or companion pick-
ups, etc. Trip records should typically have 7 to 12 
actions noted in the “NumLogActions” field.  
 
We noted that approximately 16,000 trips (dated in 
December 2014) had zero actions and approximately 
35,000 trips (from dates year round) had one action.  
 
Trips records with zero actions could indicate that the 
trip was uploaded directly into the database and was 
not recorded through the normal Trapeze interface. 
Trip records with one action could indicate that the 
trip was added to Trapeze but never physically taken 
because there are no actions to record pick-up or 
drop-off.  
 

Outreach moved the facility location in December 
2014 and upgraded from an older version of Trapeze 
to the newest version at the same time. Actions during 
this upgrade would include direct uploads. 
 
This was a major move and no clients were 
inconvenienced and all rides were performed without 
disruption. 
 
Grant dollars obtained by Outreach were used to fund 
this upgrade in the Trapeze application, which 
included not only the software to book trips and 
dispatch, but additional Trapeze software for in-
vehicle equipment and mobile applications for over 
200 vehicles linked to the operational  center; 
upgraded IVR (interactive voice response)  system so 
trips can be cancelled and confirmed and booked 
through the IVR;  new features to communicate by 
email being rolled out in 2016 to notify of trip 
reservations and changes; and automated advanced 
vehicle notification calls to clients through the VoIP 
activated system linked to the in-vehicle tablet, among 
other features. 
 
All of the upgrades noted above and many more, were 
made possible through grants secured by Outreach at 
no cost to the paratransit program.  
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2.7  Misreported Trip/Record Count Outreach Response 

The trip count reported to the National Transit 
Database (NTD) is inconsistent with the trip count in 
the Trapeze production database extract.  
 
Trip totals reported to NTD are greater than trip totals 
in the Trapeze production database extract. Client trip 
totals are over-reported by approximately 11,148 
trips. Outreach, and by extension VTA, is over 
reporting client trips, and therefore passenger trips, to 
the Federal government 
 

NTD report is accurate based on the following: 
1. The 11,148 client trips that are cited as an example 

of “over reporting” are paratransit trips that 
include a coordinated share of cost from 
OUTREACH’s Senior Nutrition Mobility 
Management Program. 

2. Auditors may have been unaware that these trips 
are assigned a different Trapeze code (#10) from 
standard paratransit trips (#1) in order to more 
easily identify these trips for reporting and invoicing 
purposes. 

3. These trips are a coordinated effort of Paratransit 
and OUTREACH’s Senior Nutrition Mobility 
Management Program that is consistent with FTA’s 
United We Ride initiative and MTC’s Coordinated 
Public Transit – Human Services Transportation Plan 
for the San Francisco Bay Area. 

4. FTA’s United We Ride initiative is “aimed at 
improving the availability, quality and efficient 
delivery of transportation services for older adults, 
people with disabilities, and individuals with lower 
incomes” through coordination.  OUTREACH has 
embraced this initiative to improve access and the 
efficient delivery of transportation alternatives by 
seeking to improve coordination, particularly 
between the paratransit program and human 
service transportation providers. 

 
 

 FTA’s United We Ride Initiative:  
https://www.transit.dot.gov/sites/fta.dot.gov/files/docs/ONEVISIONBrochure_PDF_1.pdf   

 MTC’s Coordinated Public Transit – Human Services Transportation Plan for the San Francisco Bay 
Area (March 2013):  http://mtc.ca.gov/sites/default/files/Coord_Plan_Update.pdf  

  

https://www.transit.dot.gov/sites/fta.dot.gov/files/docs/ONEVISIONBrochure_PDF_1.pdf
http://mtc.ca.gov/sites/default/files/Coord_Plan_Update.pdf
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2.8 Impact of County Contracts with Outreach Outreach Response 

Outreach is a state-designated consolidated 
transportation services agency (CTSA), and also 
manages multiple Santa Clara County programs 
focused on providing health and human services 
transportation. Santa Clara County has a “STARS” 
contract with Outreach that provides payment for 
transportation services for ADA eligible participants in 
the Senior Nutrition Program (SNP). Outreach certifies 
that the SNP participants require an ADA paratransit 
ride and bills the County. The County reimburses 
Outreach with a “subsidy” of $6.25 for each one-way 
ADA ride. It appears that some of these trips were also 
billed to VTA. 
 

1. The $6.25 charge to the County’s Senior Nutrition 
Program account represents payment of the $4.00 
ADA Paratransit rider’s fare and an additional 
$2.25 toward a portion of actual ride cost. 

2. All riders are ADA Paratransit qualified. 
3. This service represents a decade long arrangement 

with the County’s Senior Nutrition Program that is 
designed to improve access to a healthy meal for 
lower-income disabled older adults 

4. Under this coordinated arrangement, OUTREACH 
is able to generate revenue for the paratransit 
program beyond the rider’s fare thereby reducing 
the cost of the trip to the paratransit program. 

5. Total reimbursement for these trips do not 
exceed the actual trip costs. 

6. As the County’s unfunded Consolidated 
Transportation Services Agency, OUTREACH has 
sought to improve access to a range of mobility 
options for the county’s transportation-
disadvantaged populations (seniors, veterans, 
CalWORKs program participants, homeless 
individuals, low-income families). 

7. OUTREACH’s Senior Transportation and Resources 
(STAR) Program represents over a decade of 
planning and resource development efforts to 
provide transportation alternatives for older adults 
so that they can travel to basic needs destinations 
(medical appointments, senior centers, health 
food outlets, etc.).  The program is funded by a 
collection of local and regional grants. 
 

 

 

 

 



REPORT
SUMMARY

Accessible Transit Services for All
Background
Ensuring the provision of accessible transit for all requires that both accessible fixed-route transit services and ADA 
complementary paratransit services be provided. Significant progress has been made on both since the passage of 
the ADA in 1990, but challenges remain, including the provision of high-quality, cost-effective, and sustainable ADA 
paratransit. Between 1999 and 2012, demand for ADA paratransit increased from 68 million trips per year to 106 
million trips per year, and the average nationwide cost per trip increased from $13.76 to $32.74. This report presents 
successful strategies for providing high-quality, cost-effective, and sustainable ADA paratransit service and describes 
examples of inclusive service designs that can be used to effectively meet the transit needs of all riders. 

Objectives
The primary purpose of this study was to research the provision of ADA paratransit and identify successful strategies 
that can be used by transit agencies to improve the effectiveness and cost-efficiency of these services. A second 
purpose was to identify successful examples of alternative, inclusive service designs that can be implemented by 
transit agencies to ensure more accessible transportation for all riders. 

Findings and Conclusions
Significant improvement has been made since the passage of the ADA in the provision of transportation services for 
all riders; the provision of ADA paratransit services has been an integral part of this success.

Detailed information about the current operation of ADA paratransit services was obtained. A number of approaches 
for improving ADA paratransit cost-efficiency were identified, and successful examples of alternative, inclusive service 
designs were documented. These approaches were based on a review of relevant literature, a national survey of 
transit agencies providing ADA paratransit services, a roundtable discussion involving selected managers of ADA 
paratransit services, case studies of transit agencies that documented successful practices for operating cost-
efficient and quality ADA paratransit services, and input from the disability community, including ADA paratransit 
riders.

The message of the study is that operating quality, cost-effective ADA paratransit starts with selecting a service 
design and matching the design with appropriate performance standards and performance monitoring. If services 
are contracted out, it is important that the procurement and contracting process foster competition, minimize 
contingency costs, identify and detail provider costs, and match the method of payment with the service design. 



Good operating procedures and use of advanced technologies also can improve both the service quality and cost-
efficiencies of ADA paratransit. Case studies found that the unit (per trip) costs of ADA paratransit service was 
21–36% below the national average at transit agencies that effectively used these strategies and techniques. 

The study identified a number of short-term and longer-term strategies that can be used by transit agencies to 
improve the cost-efficiency of providing quality ADA paratransit service, as well as innovative services that can be 
implemented to provide cost-effective transportation for all riders. 

Among the short-term strategies are improved run-cutting, use of non-dedicated service providers, periodic fine-
tuning of travel speed settings, improved recruitment and training of drivers, greater use of advanced technologies, 
and improved procurement and contracting to promote greater competition and lower costs. 

Longer-term strategies include reviewing and revising underlying service designs and implementation of innovative 
transit services such as community bus services, coordinated paratransit programs, and general public dial-a-ride 
services.

Benefits
This study identified numerous strategies that can be used to provide more cost-efficient ADA paratransit service 
without reducing service quality. It also identified several examples of new, inclusive service designs that have been 
successfully implemented. Transit agencies should consider these strategies as a way to continue to provide cost-
effective and quality transportation for all.
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Metric Conversion Table

SYMBOL WHEN YOU KNOW MULTIPLY BY TO FIND SYMBOL

LENGTH

in inches 25.4 millimeters mm

ft feet  0.305 meters m

yd yards 0.914  meters m

mi miles 1.61 kilometers km

VOLUME

fl oz fluid ounces 29.57 milliliters mL

gal gallons 3.785  liter  L

ft3 cubic feet  0.028 cubic meters m3

yd3 cubic yards 0.765 cubic meters m3

NOTE: volumes greater than 1000 L shall be shown in m3

MASS

oz ounces 28.35 grams g

lb pounds 0.454 kilograms kg

T short tons (2000 lb) 0.907 megagrams 
(or “metric ton”) Mg (or “t”)

TEMPERATURE (exact degrees)

oF Fahrenheit 5 (F-32)/9
or (F-32)/1.8

Celsius oC
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ABSTRACT

Ensuring the provision of accessible transit services for all requires that both 
accessible fixed-route transit services and ADA complementary paratransit 
services be provided. Significant progress has been made on both since the 
passage of the ADA in 1990. Some challenges remain, including the provision of 
high-quality, cost-effective, and sustainable ADA paratransit. Between 1999 and 
2012, demand for ADA paratransit increased from 68 million trips per year to 
106 million trips per year, and the average nationwide cost per trip increased 
from $13.76 to $32.74. This report presents successful strategies for providing 
high-quality, cost-effective, and sustainable ADA paratransit service and describes 
examples of inclusive service designs that can be used to effectively meet the 
transit needs of all riders. A nationwide survey of transit agencies was conducted 
to identify strategies and service designs. Twelve in-depth case studies were 
conducted to gather information about implementation and effectiveness. The 
disability community was involved to identify and select service strategies, 
designs, and case studies.  
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Background
Ensuring the provision of accessible transit services for all requires that both 
accessible fixed-route transit services and ADA complementary paratransit 
services be provided. Prior to the passage of the American with Disabilities Act 
of 1990 (ADA), most transit agencies provided one or the other, but not both. 
Recognizing the need for both types of service to meet the needs of all riders, 
the ADA established standards for accessible fixed-route transit services and 
also required public entities to offer complementary paratransit service (ADA 
paratransit) where fixed-route service was provided.

The ADA requirements to provide accessible transportation for all riders have 
resulted in significant changes nationwide. Close to 100% of fixed-route buses 
operated by public transit agencies are now accessible.1 Programs are also in 
place to maintain accessibility equipment in operating condition, train employees 
in serving all riders, properly accommodate mobility devices, announce stops, 
provide route identification to waiting riders, and accommodate service animals.

There has also been tremendous growth in ADA paratransit service. Prior to the 
passage of the ADA, it was estimated that about 15 million unlinked passenger 
trips were provided on paratransit services by transit agencies nationwide.2 
By 1999, this had increased to more than 68 million trips.3 By 2012, more than 
106 million trips were reported on demand-responsive services (largely ADA 
paratransit) in the National Transit Database (NTD).4 The cost of paratransit 
has increased accordingly. Total operating cost for demand-responsive services, 
including taxis, reported in the NTD in 2012 was $3.5 billion.5 

The unit cost of ADA paratransit service has increased at a greater rate than 
other modes. From 1999 to 2012, the cost per trip for demand-responsive/ADA 
paratransit service increased 138%, from $13.76 to $32.74.6 Cost for fixed-route 
bus service for the same period increased by 82%.7 The unit cost increases for 
ADA paratransit are due, in part, to improvements in the quality of service in 
many localities.

Although the benefits provided by ADA paratransit and more accessible fixed-
route transit are undeniable, the increases in cost pose a challenge. To ensure 
long-term sustainability, it is vital that ADA paratransit be operated as cost-
effectively and efficiently as possible while still providing comparable, quality 
service.

Alternatives to traditional fixed-route and ADA paratransit services that can 
also ensure accessible transportation for all are also being explored by transit 
agencies. This includes flex-route services, general public demand-responsive 
services (including accessible taxis), local community bus programs, and 
coordinated paratransit services. Each of these types of services includes features 
that can meet the needs of a broader range of riders in an inclusive design.
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Objectives
The primary purpose of this study was to research the provision of ADA 
paratransit and identify successful strategies that can be used by transit agencies 
to improve the effectiveness and cost-efficiency of these services. A second 
purpose was to identify successful examples of alternative, inclusive service 
designs that can be implemented by transit agencies to ensure more accessible 
transportation for all riders. 

Related Research – TCRP Report 163
Although this study focuses on the provision of cost-efficient, high-quality ADA 
paratransit service and on alternative, inclusive service designs, it is recognized 
that effective fixed-route transit service also is needed to ensure accessible 
transportation for all. Research on improving the effectiveness and use of fixed-
route transit is examined in a companion study and document, TCRP Report 163, 
“Strategy Guide to Enable and Promote the Use of Fixed-Route Transit by People 
with Disabilities.” The two studies and reports are intended to complement one 
another, and together they address the full range of issues related to traditional 
fixed-route transit, ADA paratransit, and innovative alternative service designs.

Methodology
Findings and recommendations were developed from several information sources, 
including:

• A review of the relevant literature

• A national survey of transit agencies providing ADA paratransit services

• A second national survey of transit agencies to identify use of alternative, 
inclusive service designs

• A Roundtable Meeting of selected transit agency managers and private ADA 
paratransit contractors

• Case studies of transit agencies identified as having implemented measures 
to improve ADA paratransit cost-effectiveness and/or alternative, inclusive 
services

• Input from the disability community, including ADA paratransit riders, in each 
case study area

Disability Community Involvement
To ensure that this study focused on model transit agencies, the case study 
component included a robust series of communications with people in the 
disability community and disability community organizations across the U.S. This 
information was obtained by means of extensive telephone networking with 
disability organizations and individuals. More information on this aspect of the 
study can be found in the Introduction and Appendix D.
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Findings
Detailed information about the current operation of ADA paratransit services 
was obtained. A number of approaches for improving ADA paratransit cost-
efficiency also were identified. Successful examples of alternative, inclusive service 
designs were also documented.

Survey Findings8 
The national survey of ADA paratransit services found that:

• 75% of ADA paratransit services are operated by single entities. Two-thirds 
of these (50%) are operated in-house by transit agency employees. The 
remainder (25%) is provided by private turnkey contractors. Only 21% use a 
broker or call/control center and multiple service providers. Having multiple 
service providers can create competition and lower service costs. Service 
also can be moved from under-performing to performing providers, which 
can help ensure high quality.

• 42% of transit agencies that contract out for the provision of ADA paratransit 
service use non-dedicated service providers such as taxicab companies to 
deliver some service. Non-dedicated service providers can help to “smooth 
the peaks” in service by handling overflow trips. They can also be cost-
effective options for delivering evening, weekend, and other low-demand time 
trips.

• 43% of transit agencies “comingle” ADA and other riders. Most of these 
(83%) also transport older adults on the same vehicles; 51% provide ADA 
paratransit service as part of a general public paratransit service; 51% also 
transport Medicaid-eligible riders; and 42% comingle ADA riders with other 
human service agency riders. Comingling trips can increase overall service 
productivity, lower unit costs, and is less segregated and more inclusive.

• 50% of transit agencies indicated that they are reviewing their ADA 
paratransit service designs and are considering changes to increase service 
efficiency, quality, or both.

In terms of strategies for managing ADA paratransit service costs:

• 79% of transit agencies use capital funding to purchase vehicles, rather than 
asking contractors to build the cost of vehicles into operating contracts.

• 79% of agencies use software to assist with scheduling, dispatching and 
system management; 58% use Automatic Vehicle Location (AVL) technology; 
and 54% use Mobile Data Terminals/Computers (MDTs/MDCs). Agencies that 
use these technologies reported that they are effective in enhancing service 
productivity and quality.
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• 54% of agencies use on-board cameras for safety and monitoring. On-board 
cameras can be used to monitor safe driving habits and can lower insurance 
costs. They are also useful in investigating complaints and incidents.

• 15% of agencies use Interactive Voice Response (IVR) technology for 
automated communications with riders (trip bookings, confirmations and 
cancellations), and 12% have web-based applications for trip bookings, 
confirmations, and cancellations. Automated trip bookings can reduce trip 
reservation costs. Automated trip confirmations and cancellations can reduce 
no-shows and increase productivity.

• 9% of agencies use IVR technology combined with AVL and MDT 
technologies to do automated “call-outs.” Automated call-outs alert riders 
that vehicles are about to arrive or have arrived and can reduce vehicle dwell 
times and no-shows.

• 8% of agencies use proximity or “swipe” cards for fare collection, which can 
reduce the cost of securing and collecting fares.

• 72% of agencies have contract goals regarding service productivity (trips per 
revenue-hour). These are balanced by goals related to services quality, such 
as on-time performance, ride times, telephone hold times, complaint rates, 
accident rates, and vehicle breakdown rates.

• Far fewer systems have monetary incentives and disincentives in contracts 
to encourage achievement of these goals. Only 10% of transit agencies have 
contract incentives, and only 14% have disincentives for productivity. Between 
3% and 13% have incentives related to service quality goals, and between 8% 
and 19% have disincentives related to service quality.

Transit agencies that responded to the survey noted numerous operating 
practices that have been successfully implemented to improve service efficiency 
and quality. These include trip reservation, scheduling, and dispatching practices.

A number of transit agencies noted that implementing a no-show policy and 
working with riders who have a pattern and practice of missing scheduled trips 
is also very important for reducing dwell times at pickups, improving service 
productivity, and reducing unit costs.

Attracting and maintaining a quality and experienced driver workforce also was 
cited as very important for service costs and quality.

Somewhat limited competition for ADA paratransit service contracts was 
documented by the survey. In total, 24% of agencies that use turnkey contractors 
reported receiving only one bid in their most recent procurement. Another 62% 
received only two or three bids. Procurement of contractors under brokerage 
designs and designs that separate call center and service provider functions 
are more competitive. With a separation of operational functions, there is an 
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opportunity for more companies and non-profit contractors to be involved in the 
overall provision of service.

To make it easier for new companies to bid, and to reduce the complexity of 
transitions between contractors, 49% of transit agencies reported that they own 
or lease the facilities for ADA paratransit operations.

A total of 163 transit agencies indicated that they have implemented one or more 
innovative service designs to supplement ADA paratransit and serve riders with 
disabilities in an inclusive and cost-effective way.

• 65 transit agencies (40% of those who responded) operate flex-route services 
that go off-route to serve riders who may not be able to get to or from 
established stops.

• 59 agencies (36%) operate demand-responsive services for the general public 
or support local communities that provide these services. These general 
public demand-responsive services serve all riders in areas where there is no 
fixed-route or ADA paratransit service, or they operate at times when fixed-
route and ADA paratransit are not provided.

• 57 agencies (35%) provide local community bus services or support local 
communities that operate the services. These community bus services 
typically are more neighborhood-oriented and can minimize walking distances 
to and from transit stops.

Roundtable Discussion9

A Roundtable discussion involving selected managers of ADA paratransit services 
identified several keys to cost-effective operation of quality ADA paratransit 
services. Participants agreed that there is no “right” service design for all areas, 
but that the design needs to reflect local conditions and capabilities. If contracted 
out, the design needs to be matched with contract requirements and methods of 
payment to promote quality and cost-efficiency.

Bid bond requirements need to be carefully considered. High bonding 
requirements can limit completion and increase unit costs. A reasonable mix of 
contract incentives and disincentives also needs to be developed. Procurements 
and contracts that rely primarily on monetary disincentives can decrease 
competition. Unit costs also can increase, as bidders tend to build the expected 
cost of monetary disincentives into their prices.

Whereas a reasonable mix of performance goals, incentives, and disincentives is 
important, there was consensus that the most effective way to manage service 
cost as well as quality is to develop a good working relationship with contractors. 
Using multiple service providers and developing the ability to move business from 
underperforming contractors to performing contractors also was suggested as an 
effective way to ensure the best cost and service quality.

EXECUTIVE SUMMARY
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Roundtable participants also felt that quality procurement processes are 
important. Requests for proposals need to contain complete and accurate 
data so bidders can fine-tune costs and minimize contingencies. Arranging for 
a pass-through of fuel costs also can eliminate the need for bidders to include 
contingencies. Cost forms should be detailed to allow transit agencies to identify 
and scrutinize bid costs. Paratransit managers should be an integral part of the 
procurement process to allow proposals to be thoroughly reviewed.

Case Study Findings10 
Case studies documented many successful practices for operating cost-efficient 
and quality ADA paratransit services:

• The Santa Clara Valley Transportation Authority (VTA), in partnership 
with OUTREACH, has developed a full-service brokerage model to provide 
coordinated transportation, including ADA paratransit. From FY2004 to 
FY2012, VTA and OUTREACH lowered the operating cost of their ADA 
paratransit service from $30.40 to $26.46. Strategies include using more 
fuel-efficient vehicles, improved routing and scheduling, using non-dedicated 
service providers, developing competition for dedicated services, centralized 
maintenance, in-kind parking and operating facilities, and bulk fuel purchases.

• The Port Authority of Allegheny County (PAT), in partnership with ACCESS 
Transportation Services, Inc., operates an administrative brokerage to 
coordinate transportation services, including ADA paratransit. In total, 
83% of paratransit trips provided are funded by local and state human 
service agencies; only 17% are ADA paratransit trips funded by PAT. PAT 
and ACCESS have worked to develop local and national contractors and 
aggressively negotiate service contracts. The average cost of a paratransit trip 
was $20.76 in FY2011.

• The San Mateo County Transit District operates general public demand-
responsive service in a portion of its service area that has lower population 
density to better serve all riders. In FY2012, more than 4,000 trips for 
general public riders were integrated with 25,000 ADA paratransit trips.

• STAR in Arlington County, Virginia, has developed a mix of dedicated and 
non-dedicated service providers using local taxicabs. Average operating cost 
per trip was $32.81 in FY2012.

• Pelivan Transit manages a call center and four subregional scheduling 
and dispatching offices to take and coordinate 44 different types of 
demand-responsive services throughout a very large seven-county area in 
northeastern Oklahoma. Pelivan Transit makes extensive use of state-of-
the art technologies, including automated scheduling and dispatching and 
computer tablets to improve service efficiency. The average trip cost is 
$16.50.
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• Capital Metropolitan Transportation Authority (CapMetro) in Austin, Texas, 
has an in-house call and control center and a mix of dedicated and non-
dedicated contracted service providers. Contracted service provider costs 
average $23 per trip. CapMetro also operates two community routes (known 
locally as service routes) that are designed to meet local travel needs; both 
offer off-route deviations. The routes have productivities of 11.2 and 13.7 
trips per revenue-hour.

• The Southeastern Pennsylvania Transportation Authority (SEPTA) uses 
an in-house call and control center with contracted service providers to 
deliver ADA paratransit service. SEPTA makes extensive use of advanced 
technologies, including automated scheduling, MDTs, AVL, IVR, and web-
based access to reservations and trip information, to deliver service. It also 
has developed detailed contract requirements and monitoring efforts to 
ensure service efficiency and quality. In 2012, SEPTA reported a cost per 
unlinked demand-responsive trip of $28.08, which is very cost-competitive 
for a large urban paratransit service.

• The Northern Arizona Intergovernmental Public Transportation Authority 
(NAIPTA) in Flagstaff, Arizona, offers supplemental taxi voucher service to 
individuals who qualify for ADA paratransit. Taxi trips in the city cost $9.92 
in FY2012, and $21.87 for longer county trips outside the city. Both are 
cost-effective compared to ADA paratransit and also provide same-day trip 
flexibility.

• Broward County Transit (BCT) in Florida operates an extensive network of 
20 community bus services. The services are operated by local communities 
with capital and limited operating support from BCT. Along with improved 
local service, the routes connect to regional buses to facilitate cross-county 
travel. In 2012, almost 2.4 million rides were provided on these 20 services at 
an average productivity of 14.8 trips per revenue-hour and a cost to BCT of 
only $2.95 per trip. 

• The Utah Transit Authority (UTA) in Salt Lake City operates 15 FLEX routes. 
The FLEX routes have been used to provide service outside areas with 
traditional fixed-route and ADA paratransit services. They also have been 
used to replace traditional fixed-routes and to test new markets for transit 
services. About 20% of all pickups are via off-route deviations. In 2012, almost 
300,000 trips were provided at an average cost of $11.38.

• Metro Transit in Seattle provides vehicles and limited operating support to 
local agencies that transport older adults and persons with disabilities. In 
2011, more than 300,000 trips were provided by 24 participating agencies. 
A total of 49% of riders of these services were individuals who were ADA 
paratransit-eligible and had previously used the ADA paratransit service for 
their trips. Metro Transit’s contribution per trip was $4.51.
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Recommendations – Suggested Strategies
The study identified a number of short-term and longer-term strategies that can 
be used by transit agencies to improve the cost-efficiency of providing quality 
ADA paratransit service, as well as innovative services that can be implemented 
to provide cost-effective transportation for all riders.

Short-Term Strategies
In the short-term, improved operating practices can be used to make services 
more cost-efficient. Practices found to have the greatest opportunity include:

• Improved run-cutting (matching runs and shifts to demand).

• Use of non-dedicated service providers to supplement dedicated runs.

• Training reservationists to make good initial scheduling choices.

• Periodic batch scheduling before the day of service.

• Ongoing reviews of subscription trip templates.

• Limiting the trip scheduling options initially provided to riders to those 
that are the most efficient, while taking care to meet the ADA-required 
parameters for the negotiation window and engaging in a true negotiation of 
trip times.

• Periodically fine-tuning travel speed settings and other scheduling software 
parameters.

• Implementing no-show policies and working with riders who have a pattern 
and practice of missing scheduled trips.

• Improved recruitment and screening of drivers to ensure better-quality new 
hires.

• Improved driver training, particularly orientation to the area and schedule 
management.

• Improving the job environment to increase job satisfaction and morale to 
maintain experienced drivers.11 

Greater use can also be made of advanced technologies to increase operating 
efficiencies and monitor service performance. Proven technologies that are now 
used in only 54–79% of ADA paratransit operations include:

• Automated scheduling and routing software

• MDCs and MDTs

• AVL technology

• On-board cameras12 

Other technologies that have promise but whose uses are only beginning to be 
exploited (used by only 8–15% of systems) include:
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• IVR systems for trip bookings, confirmations and pickup alerts

• Web-based applications for trip bookings, confirmations, and updates

• Proximity and “swipe” card technologies for cost-effective fare collection13 

Procurement and contracting also can be improved to promote greater 
competition and lower costs. In particular, transit agencies should consider:

• Setting bonding requirements to reflect actual exposure and risk, if 
performance bonds are required.

• Including all data needed by potential bidders to accurately estimate service 
costs.

• Developing mechanisms to pass-through highly variable costs, such as fuel, to 
minimize contingencies added to bid prices.

• Requesting detailed cost information in proposals to allow costs to be 
thoroughly evaluated and compared.

• Aggressively negotiating costs before contracts are signed.

• Renegotiating costs if contractors provide less staff or services than originally 
proposed.

• Developing reasonable performance goals, incentives and disincentives that 
are effective but not overly punitive.

• Involving ADA paratransit managers and experts in the procurement process 
to improve the quality of RFPs and proposal evaluation.14

Longer-Term Strategies
In the longer-term, transit agencies should consider reviewing and revising the 
underlying service designs used to deliver ADA paratransit service. Strategies 
found to be particularly effective include:

• Service designs that promote competition.

• Multiple provider designs that allow service to be moved from under-
performing to performing contractors, with less reliance on punitive (and 
potentially costly) monetary disincentives.

• Use of non-dedicated service providers to smooth peaks in demand and 
more efficiently serve trips in low demand periods.

• Matching the service design selected to contract performance requirements 
and methods of payment.

Transit agencies should also consider implementing innovative transit services 
that can provide cost-effective transportation for all riders. These include:

• Community bus services

• Coordinated paratransit programs
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• General public dial-a-ride services

• Flex-route services

Conclusions
Significant improvement has been made since the passage of the ADA in the 
provision of transportation services for all riders. The provision of ADA 
paratransit services has been an integral part of this success.

As the amount and quality of ADA paratransit have increased, so have the costs, 
although these may be plateauing and sometimes even have been reduced in some 
transit agencies in the last few years.15 Nevertheless, strategies for delivering 
service in more cost-effective ways are needed.

Although ADA paratransit has been provided for more than 20 years, it is still a 
relatively new mode within the industry. Transit agencies are still experimenting 
with service delivery models and methods of operation. Technologies to support 
cost-effective operation are still being developed and refined.

Alternative transportation service designs, beyond traditional fixed-route and 
ADA paratransit, also have been developed. Some of these new designs are more 
inclusive and responsive to the needs of all riders. Some designs also can be 
provided more cost-effectively than separate fixed-route and ADA paratransit 
services.

This study identified numerous strategies that can be used to provide more 
cost-efficient ADA paratransit service without reducing service quality. It also 
identified several examples of new, inclusive service designs that have been 
successfully implemented. Transit agencies should consider these strategies as a 
way to continue to provide cost-effective and quality transportation for all.
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Agency: Santa Clara Valley Transportation Authority (VTA) and 

Outreach and Escort Service, Inc. (OUTREACH),  

San Jose, CA  

 

Topics: Paratransit Service Design – Full Service Brokerage 

 Cost-effective Procurement and Contracting 

 Cost-effective Operating Practices 
 

Background 
 

The Santa Clara Valley Transportation Authority (VTA) is an independent special district that is 

responsible for multi-modal transportation planning and public transit services in Santa Clara County, 

CA. VTA oversees the operation of fixed route transit—including light rail and fixed route bus 

services—as well as ADA paratransit services throughout the county. VTA also serves as the 

Congestion Management Agency (CMA) for Santa Clara County and the cities that are located in the 

county. As part of its role as the CMA, VTA conducts comprehensive countywide planning for highway 

as well as transit services. VTA also partners with the state and with neighboring counties to provide 

intercity rail services, commuter rail services, and regional bus services for the region. 

 

VTA’s service area includes all of Santa Clara County, which is at the southern tip of San Francisco Bay. 

There are 15 cities within the county, including the City of San Jose. Santa Clara County has a growing 

population and is home to many of the country’s largest technology companies. The county covers 346 

square-miles and had a population of 1,816,486 in 2013. 

 

VTA operates a fleet of 99 light rail transit (LRT) cars over 42.2 miles of rail line that connect 62 

stations. The LRT system is fully accessible to persons with disabilities. All grade-separated stations are 

equipped with elevators. The majority also have escalators. And all platforms at stations provide level 

boarding to the trains. LRT operates at 15 minute headways during peak hours, 15-30 minute headways 

during mid-day and weekend hours, and 15-60 minutes headways at night. In fiscal year 2012, the VTA’s 

Light Rail provided over 10.3 million unlinked passenger trips and had an average weekday ridership of 

32,716. 

 

VTA also operates an extensive fixed route bus service. A fleet of 426 buses operate over a network of 

71 routes with 1,236 route miles. Ninety of the buses are hybrid powered low emission. VTA’s bus 

route system includes 53 local routes and 18 express and limited stop routes. The bus system can be 

reached by customers at 3,782 bus stops (2,220 with benches and/or shelters), 16 transit centers and 10 

Park & Ride lots. All of VTA’s buses are accessible, with a mix of ramps and lifts. In fiscal year 2012, the 

bus system provided over 32 million unlinked passenger trips and had an average weekday ridership of 

104,583. 

 

VTA encourages the use of its bus and light rail system by seniors and persons with disabilities by 

offering community oriented travel training outreach services. This involvement in travel training grew 

out of VTA’s 2008 FTA New Freedom funded Mobility Options Program.  

 

The Mobility Options Program was initiated to provide persons with disabilities the skills and confidence 

needed to independently travel on VTA’s transit system. VTA’s current travel training efforts, in 

partnership with its’ ADA paratransit broker and other community social service agencies, focus on 

increasing the use of fixed route services through a Train the Trainer Academy, Daycation events, 
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educational campaigns, public outreach, and a mobility device Securement Marking and Tethering 

program.  

 

VTA’s ADA Paratransit Service 
 

VTA provides ADA paratransit for persons with disabilities who are not able, because of their disability, 

to use the fixed route rail or bus services. VTA’s ADA paratransit service is provided as part of a 

coordinated transportation brokerage. The brokerage is managed by Outreach and Escort Service, Inc. 

(OUTREACH), a regional non-profit public benefit agency.  

 

The ADA paratransit service covers all origins and destinations that are within ¾-mile of non-commuter 

bus routes, or within a ¾ mile radius of rail stations. VTA also provides “premium” service to origins 

and destinations that are up to 1 mile outside these boundaries.  

 

ADA paratransit is provided during the same days and hours as fixed route transit. Fares for ADA 

paratransit are $4 per trip, twice the non-discounted fixed route adult fare.  

 

ADA paratransit is provided on a “next day” basis. Eligible riders can call up to the close of the 

reservations office to reserve a ride for any time the following day. Riders can also reserve trips up to 3 

days in advance. The reservations office is open seven days a week, 365 days a year from 8 a.m. to 5 

p.m. VTA also offers same day service on a space-available basis. Riders may use the IVR (Interactive 

Voice Response) system for trip confirmations, trip cancellations and to book trips. 

 

In FY 2012, a total of 775,553 trips were provided by a fleet of 255 vehicles composed of hybrid gas-

electric sedans, accessible minivans, raised-roof modified vans, and cutaway small buses. Average 

weekday ridership was 2,742 with 7,095 eligible ADA paratransit customers taking at least one trip 

during the fiscal year.  

 

Riders can request trips based on either a desired arrival time (typically done for going trips with 

appointments), or a desired pickup time (typically done for return trips). For return trips, riders can 

either request a set pickup time, or can request an “Open Return” and call when they are ready. Open 

returns are provided on a space available basis, are not offered for trips after 8 p.m. or on a subscription 

basis, and riders can only request one Open Return trip per day. Policy allows open return pickups to 

be made up to 90 minutes after a call is received, but in practice riders wait 15 to 30 minutes on 

average. The fare for Open Return trips is also higher ($16) than the standard ADA paratransit fare. 

 

Drivers provide assistance to and from the door. At larger facilities and apartment complexes, service is 

provided to the exterior door of the lobby. Door-to-door service is provided as long as drivers do not 

lose sight of their vehicles. 

 

VTA also allows riders to make limited adjustments to return pickup locations. Return trip pickups can 

be changed to be at a different location at the same facility, or to nearby addresses (such as across the 

street from the original location). This flexibility was introduced to respond to changes in trips plans 

that are sometimes outside of the rider’s control and to then prevent no-shows. Riders only need to call 

before the start of their 30-minute pickup window to request a different, nearby pickup location. 
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ADA Paratransit Service Design within the OUTREACH Brokerage  

and Mobility Management Center 
 

VTA and OUTREACH have a longstanding contractual and working relationship, going back to 1993, for 

the operation and management of the brokerage. OUTREACH had been providing specialized 

transportation and individualized mobility options along with social services, information and assistance, 

and individualized case management since the 1970s. OUTREACH and VTA were early adapters to 

Intelligent Transportation Systems (ITS) and Information Technology (IT) for the paratransit program 

dating back to the early 1990s and have continuously updated systems to reflect advancements in 

technology. OUTREACH is somewhat atypical as a brokerage as it designs and implements many of its 

own ITS and IT systems—often with the involvement of local volunteer talent. 

 

OUTREACH Coordination and Mobility Management Services 

 
OUTREACH serves as the Consolidated Transportation Service Agency (CTSA) for the region with its 

first designation in 1982 and most recent re-designation in 2013. This is a designation bestowed by the 

San Francisco Bay Area Metropolitan Transportation Commission (MTC) in accordance with California’s 

Social Service Transportation Improvement Act of 1979.  

 

MTC is both the Regional Transportation Planning Agency (RTPA) and the (Metropolitan Planning 

Organization (MPO) for the nine-county San Francisco Bay Area, and in this capacity serves as a 

designated recipient of federal transportation funding. Under more recent federal requirements, MTC 

has developed a “blueprint” for implementing a range of strategies intended to promote and advance 

local efforts to improve transportation for persons with disabilities, older adults, and persons with low-

incomes. The Coordinated Public Transit-Human Services Transportation Plan (Coordinated Plan) first 

developed in 2007 and revised in 2013 emphasizes the designation of CTSAs to avert duplication of 

efforts, to oversee a number of diverse funding sources, to facilitate sub-regional mobility management 

and transportation coordination and to help build continuity of services between public transit, 

paratransit and health and human service transportation.  

 

CTSAs are recognized by the State Department of Transportation (Caltrans) and allowed to procure 

goods and services on the state contract. As the county’s CTSA, OUTREACH endeavors to reduce 

service costs coordinating health and human services transportation and public paratransit services, 

enhance the efficient use of vehicles, purchase insurance and equipment at reduced costs, coordinate 

grant applications, and register its vehicles at discounted prices, among other coordination activities 

across a range of training, educational, and mobility options. 

 

Through its one-stop eligibility and call center, the OUTREACH brokerage coordinates services to 

varied customers including but not limited to: 

 Persons with Disabilities who are Certified ADA Eligible 

 Regional Center persons with Developmental Disabilities 

 Non/Limited English Speaking Riders 

 Refugees/Immigrants 

 Seniors 

 Homeless Riders 

 Children, Youth and Families 

 Veterans 

 Transportation Disadvantaged  

 Residents of Institutional Settings 
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 Welfare-to-Work and Low Income 

 Managed Care Riders 

 Individuals Living in Communities of Concern 

 Members of Faith Based Groups and Participants of Community Based Organizations/Non-

profits 

 

To serve this variety of riders, OUTREACH coordinates a number of funding sources, including but not 

limited to:  

 FTA Job Access and Reverse Commute Small urban and Large urban Areas 

 FTA New Freedom Small and Large urban Areas 

 HUD Community Development Block Grant 

 Local City General Funds 

 County General Funds 

 Older American Act Funds 

 State Transit Assistance  

 FTA Section 5310 

 State Proposition 1B for capital 

 Car and Cash Donations and Foundation and Corporate Grants 

 Temporary Assistance for needy Families (TANF)/CalWORKs (California Work Opportunity 

and Responsibility to Kids) 

 State Health and Human Services 

 

Coordinated services include but are not limited to: 

 ADA paratransit and Fare Subsidies 

 Senior Transportation 

 Employment and Low-Income Transportation 

 Volunteer Transportation 

 Managed Care Transportation 

 Menu of Mobility Options such as Fixed Route Bus Passes, Gas Cards, Ride Sharing, Vehicle 

Sharing, Biking, Healthy Walking, Discount Taxi, Mileage Reimbursement, Older Driver Safety 

Courses, Individual and Group Travel Training Instruction, etc. 

 

With funding from the California Department of Transportation (Caltrans), OUTREACH undertook a 

planning grant with the community to develop a mobility management center in 2009 to centralize many 

functions and activities into a one-call/one-click center. The following graphic illustrates the concept. 

The Mobility Management Center serves as a central repository for storing and sharing information 

about transportation services. It links to key organizations and public information systems, including the 

AAA (Area on Aging), ILC (Independent Living Center), 2-1-1 (Santa Clara County United Way with 

health and human services Information and Referral), transportation providers and funders, 511.org (for 

regional transit), VTA.org (for local transit), services for Veterans (VA), among others. Consumers, 

social service agencies, and transportation providers and funders can then access this information 

through the Center. 
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Figure D-1. OUTREACH Mobility Management Concept 
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In addition to providing live support and direct delivery of transportation services, OUTREACH has also 

created a web portal for virtual, “one-call/one-click” mobility management services. Nonprofits, 

community groups and other entities may set up accounts for their members or clients and use the 

cloud-hosted web portal at no charge. Typical users are faith-based groups, Veterans organizations, 

homeless shelters, senior/gerontology groups, and health care providers. Or nonprofits, community 

groups and other entities may call or have their clients call OUTREACH’s multi-lingual mobility 

managers through the one-call center 800-number. These live agent and/or web portal call functions and 

activities include but are not limited to:  

 Emergency planning for transportation and evacuation of vulnerable populations in the event of a 

disaster or security threat through: 

 Fleet and driver inventory resource management system linked to County office of 

Emergency Operations Center 

 Mapping of encrypted at-risk vulnerable populations to be accessed only when 

emergency is declared; encrypted file updated every 90 days.  

 Mapping of accessible shelters, staging areas and evacuation routes, etc. 

 Volunteer driver modules 

 Vehicle sharing modules across organizations 

 Trip booking system for reservations 

 Single trips or standing sent by agency to vendor dashboard in real time 

 Agency may select one or more paid vendors (accessible vans, discount taxi, nonprofit, 

etc.) or volunteers to perform trips 

 Trip bookings with other organizations to share vehicles or seats 

 Google mapping for shortest distance, 

 Trip authorization functions based on customized business rules and policies 

 Reporting and invoicing 

 Fee or charge functions if needed 
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 Fund accounting if managing more than one funding source 

 automated invoices and reports, and linked in real time to vendor service providers via 

dashboards 

 Trip booking for paid providers like accessible van companies or discounted taxi 

companies 

 Trip bookings with other organizations to share vehicles or seats 

 Trip bookings for volunteer drivers 

 Mobility option or benefit management system for tracking gas cards, bus passes, ADA eligibility 

subsidies, mileage reimbursement, bikes, healthy walking programs, etc. 

 

The screen print the following page captures many of the business and operational functions on the left 

and the simple reservations system on the right of the screen. 

 

Figure D-2. OUTREACH Mobility Management Center TripNet Web Portal 

 

Current and future ADA Certified Eligible persons have many options within the OUTREACH 

brokerage in addition to paratransit. Accurate and easy access to information about resources is a key 

factor to identifying, comparing, and selecting one or more options. OUTREACH provides a 

“Community Search System” to the public. This system is a searchable database of transportation and 

community resources that can be compared in terms of location, services, eligible criteria, accessibility, 

hours of operation, wheelchair accessibility, target populations, languages, fees, contact information and 

many other features. The user may select language of choice as well as size of font and can save, email 

or print off results. Searches can be general or targeted by rider type such as older adults, persons with 
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disabilities, Veterans, low-income individuals and so forth. A live chat support assists with any questions 

about resources. This tool is being expanded through partnerships with Salinas-Monterey Transit to the 

south and Marin Transit to the north of OUTREACH creating a regional system stretching over 250 

miles among others as part of VTA and OUTREACH’s VTCLI grant (Veterans Transportation and 

Community Living Imitative).  

 

OUTREACH also partnered with the National Center for Senior Transportation to develop a person-

centered, rider choice model providing over 800 persons with disabilities and older adults with a range 

of flexible mobility options for travelling to places to a range of community services. The goal of the 

program is to provide individuals with a wide range of transportation options and to allow them to 

choose the option that best meets their needs. Figure D-3 illustrates the wide range of mobility options 

that have been developed for accessing various community services. 

 

The Administrative Brokerage Model 
 

OUTREACH manages all of these programs as an “administrative broker.” This means that OUTREACH 

does not directly operate vehicles, but contracts with transportation companies for the delivery of 

service. OUTREACH’s broader roles and responsibilities as the administrative broker and CTSA are to: 

 Develop partnerships with local and regional agencies 

 Cooperatively plan and develop transportation services 

 Contract with funding agencies to manage the delivery of transportation services 

 Pursue additional funding to supplement monies provided through contracts, including the 

preparation of grant applications and local fundraising 

 Cooperatively negotiate overall budgets for service and manage the proper allocation of costs to 

participating agencies 

 Work cooperatively with funding agencies to develop public information and market the 

transportation services provided 

 Conduct open, competitive procurement processes, in compliance with state and federal laws, 

for companies to delivery transportation services 

 Monitor service provider contracts and performance 

 Perform customer service and quality assurance duties 

 Receive rider input and investigate and resolve rider complaints and concerns 

 Review and process invoices from service providers and bill funding agencies 

 Manage rider fares and accounts 

 Prepare required service and financial reports for funding agencies 
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Figure D-3. OUTREACH Mobility Management Options 

 

Depending on the needs of participating funding agencies and the transportation services being provided 

for them, OUTREACH also performs other more specific tasks. For example, for VTA and the ADA 

paratransit service, OUTREACH: 

 Accepts applications from individuals and makes determinations of ADA paratransit eligibility 

 Administers an appeal process for ADA paratransit eligibility 

 Operates a call and control center to accept and schedule trip requests and to provide radio 

dispatch services 

 Provides support to VTA, as needed, to meet regulatory requirements, including NTD 

reporting, safety and security planning, Title VI and LEP planning and compliance, and SBE and 

DBE plans and goals 

 Oversees fuel and vehicle maintenance contracts with the County of Santa Clara  

 Prepares and submits annual California State Excise Tax Rebate forms 

 

VTA sets overall policies for the ADA paratransit service, including eligibility requirements, service area, 

days and hours of operation, fares, and other riders and service policies. VTA also negotiates and 

manages the contract with OUTREACH for brokerage services, develops funding for the ADA 
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paratransit service, reviews invoices for service provided, processes payment to OUTREACH, and 

monitors service quality. 

 

At the time of the case study in April 2013, OUTREACH had contracts with several companies for the 

delivery of service. The largest contract was with a company for the operation of vehicles “dedicated” 

to the paratransit service. The vehicles and on-board equipment (MDTs, AVL) used in this part of the 

operation are leased to the dedicated provider as part of the company’s contractual relationship with 

OUTREACH. The lease is $1.00 per equipped vehicle. OUTREACH is unique in that it designs the in-

vehicle system and develops the software that links the dispatch center to the vehicles in real-time. VTA 

and OUTREACH both seek public grants for hardware and technology having been early adaptors to 

automated scheduling, vehicle routing and tracking, and digitized mapping since the early 1990s when 

FTA and Caltrans New Technology grants were implemented. OUTREACH is now on its 4th generation 

of Intelligent Transportation systems (ITS). 

 

OUTREACH develops daily schedules and batch optimizes the trips that are transmitted to the service 

provider. The “dedicated” service provider is paid a monthly amount for fixed cost, plus a per trip rate 

for variable costs. 

 

As one of several cost savings initiatives (described below), OUTREACH has negotiated a contract that 

allows paratransit vehicles operated by the dedicated service provider to be maintained at County 

garages by staff that also maintain other County vehicles. This arrangement was possible because of the 

positive working relationship that both VTA and OUTREACH together have with the County, as well as 

separately though other contractual arrangements. OUTREACH as a broker also has agreements with 

the County for other social service mobility options, transportation services and case management. 

Dedicated vehicles are fueled at County fueling stations to take advantage of bulk purchase savings. 

OUTREACH has also arranged for dedicated vehicles to be parked at VTA and County facilities to 

reduce service provider facility costs.  

 

The dedicated service provider is mainly responsible for managing staff involved in the direct operation 

of service. This includes drivers, road supervisors, pullout (“window”) dispatchers, managers, and 

administrative staff. The dedicated service provider is responsible for hiring, background checks, training, 

and supervision of these staff. Other responsibilities include: 

 Providing vehicle and general liability insurance 

 Contracting for the repair of body damage 

 Operating vehicles in compliance with contract requirements 

 Accident and incident reporting and claims management 

 Providing OUTREACH with daily and monthly service reports 

 

OUTREACH developed a somewhat unique approach for control and dispatch of paratransit service a 

decade ago. While OUTREACH has sole responsibility for trip reservations and scheduling, it shares 

responsibility for radio dispatch and management of vehicle runs with its dedicated service provider. 

Both parties have access to OUTREACH’s software systems and vehicle locating and tracking systems in 

an area called the “Day of Service Department.” At each dispatch “station,” there is an OUTREACH 

representative as well as a dedicated service provider dispatcher. These two professionals work as a 

collaborative team. 
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This dispatching partnership allows OUTREACH to 

provide the client with individual assistance and to be 

directly involved in making any required changes to 

schedules and to ensure that service policies are 

followed. At the same time, it allows the dedicated 

service provider to maintain responsibility for supervising 

and managing its drivers, and to ensure that the drivers 

are supported in the field. In practice, this collaborative 

team atmosphere ensures the well-being of both 

OUTREACH’s clients and the service provider’s drivers 

in the field.  

 

OUTREACH’s dispatch approach has resulted in 

improved on-time schedules, less time to resolve service 

issues or challenges in real-time, more satisfied clients, 

and drivers that are able to get timely rest and meal 

breaks. Since the introduction of this collaborative 

dispatch method, the combined number of FTEs for broker and vendors personnel in the Day of 

Service/Dispatch Department has declined at the same rate as the overall staffing levels of the 

paratransit program as follows:  

 Total OUTREACH paratransit personnel declined 35% from 73 to 48 FTEs from FY 02 to FY 13 

 Total Dedicated Vendor paratransit personnel declined 29% from 301 to 215 FTEs from FY 02 

to FY 13 

 

In addition to its dedicated service provider contact, OUTREACH contracts with local taxi companies 

to provide “non-dedicated” service. A daily list of trips is developed by the call center and transmitted 

to each taxi company. Each company then dispatches and provides the trips as part of its overall taxicab 

operation. Taxi vendors are reimbursed for local trips based on the number of miles of service 

operated. The miles to be paid are generated by the OUTREACH scheduling system and are based on 

revenue vehicle miles. Deadhead is excluded and the same mileage rate is paid regardless of the number 

of riders on the vehicle. This arrangement allows OUTREACH to group taxi trips whenever possible for 

cost savings. 

 

Long distance taxi trips are reimbursed on a flat rate based on distance. At the time of the case study, 

trips from 10 to 19.99 miles were $30; trips 20-29.99 miles were $42.50; and trips 30-40 miles were 

$55. 

 

In addition to having the same general operating responsibilities of the dedicated service provider, taxi 

vendors are responsible for providing vehicles and on-board equipment, for purchasing fuel, and for 

maintaining vehicles. The taxi vendors also dispatch vehicles directly, although vehicle information from 

the taxi dispatch software is “patched” into the OUTREACH control center so that the delivery of 

service by taxis can be monitored in real time. In 2013, OUTREACH procured accessible vehicles with 

FTA New Freedom funds through MTC. These vehicles are being provided to taxi providers in order to 

allow them to better serve riders with mobility devices for both the paratransit program and the general 

public as these vehicles will not be restricted. VTA also enables taxi companies to increase their 

accessible vehicles by allowing the Broker to make available those vehicles that are being retired from 

the paratransit fleet during replacement cycles. 

 

Figure D-5 illustrates the above described roles and responsibilities under the brokerage model that has 

been developed by VTA and OUTREACH. 

Figure D-4. Dispatch Teams at 

OUTREACH Call and Control Center 
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Figure D-5. VTA-OUTREACH Brokerage Model 
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VTA and OUTREACH work on multi-year vehicle purchasing plans based on fleet needs and the 

availability of capital funding from both federal and state sources. In FY 2013, the combined VTA and 

OUTREACH fleet for paratransit was 255 vehicles (187 VTA owned vehicles and 68 OUTREACH 

owned vehicles). Table D-1 shows the composition of this dedicated fleet. 

 

Table D-1. Joint Fleet of 255 Vehicles Dedicated to VTA Paratransit 

Vehicle Type 
Owned By 

VTA  OUTREACH 

Hybrid Sedan 100 31 

Mini Van  64 10 

Modified Van    3 16 

Cutaway Van  20 11 

Total 187 68 
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VTA recently completed a replacement of 154 paratransit vehicles bringing the average fleet age to 2.5 

years. Some of the retired vehicles went to OUTREACH to support other transportation programs. 

Some also went to other nonprofits to support transportation services operated directly by these 

agencies. Some went to local taxi companies to increase the accessibility of taxicab fleets. 

 

OUTREACH also owns an additional 72 vehicles for its other non-VTA social service transportation 

programs. These vehicles can also be used for VTA paratransit services if needed. Table D-2 shows the 

composition of this additional OUTREACH fleet. As noted above, several of these additional vehicles 

were obtained from VTA during recent dedicated fleet replacements.  

 

Table D-2. Additional OUTREACH Brokerage Vehicles  

Used for Non-VTA Services 

Vehicle Type 
Owned By 

OUTREACH 

Hybrid Sedan 56 

Mini Van 12 

Modified Van  2 

Cutaway Van  0 

Total 72 

 

The joint VTA and OUTREACH vehicle procurement program anticipates an additional 26 accessible 

vehicles from FTA 5310 Cycle 10 and Cycle 11 grant awards to OUTREACH. With Cycle 12 underway, 

an additional 13 accessible vehicles will be acquired.  

 

VTA and OUTREACH are also the recipients of state funding for a back-up fleet wide emergency radio 

communication system as well as funding to procure 70 to 90 plug-in electric vehicles and charging 

system. Procurement of these vehicles will occur in 2013 and 2014 and the County of Santa Clara will 

partner in terms of charging infrastructure and locations. 

  

History and Development of the OUTREACH Brokerage Program 
 

Prior to the passage of the ADA in 1990, VTA met its Section 504 requirements by operating accessible 

fixed route services. Paratransit services in Santa Clara County were provided by non-profit 

organizations and local communities. OUTREACH was the largest provider of special needs 

transportation among the nonprofit providers with service dating back to the 1970s and the War on 

Poverty.  

 

To respond to the ADA requirement to provide both accessible fixed route and paratransit service, 

VTA undertook a study in 1992 to examine alternative paratransit service delivery designs and 

approaches. Because a strong network of local services already existed, VTA chose to pursue the 

development of a brokerage model to build on these services, rather than to develop a separate ADA 

paratransit program. 

 

In 1993, VTA issued a RFP for a paratransit broker. OUTREACH, which was the largest of the then five 

CTSAs in the area, responded and was selected to be the broker. OUTREACH worked with the other 

CTSAs, as well as with the 15 cities within the county, to coordinate existing transportation services 

into a single brokerage program throughout the entire VTA service area. Given that OUTREACH 

operated a number of different community transportation programs within the umbrella of the overall 

brokerage, OUTREACH developed an overall program budget and contracted with VTA as well as 

other participating organizations. 
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The initial contract between VTA and OUTREACH, which became effective in 1993, was for three years 

with two option years. In 1998, based on the success of the program, VTA opted to negotiate a five year 

extension rather than to re-bid. VTA has elected to do the same thing ever since, extending the 

OUTREACH contract each time it was scheduled to expire. This approach is not atypical in California 

where other transit agencies have long-standing relationships for decades with the same nonprofit 

CTSAs as in Los Angeles (LA Access Services) and in Sacramento (Paratransit Inc.) given the high degree 

of coordination that the relationship brings when the nonprofit CTSA is also engaged in paratransit 

management and service delivery. Nonprofit CTSAs can apply for grants and health and human funding 

sources that are not otherwise available to transit agencies. 

 

VTA and OUTREACH staff noted that the long-term relationship that has developed between the 

agencies is a partnership rather that a short-term contractor/vendor relationship. VTA and OUTREACH 

work collaboratively—together with other partners and funding agencies—to develop and improve the 

service. As a non-profit public benefit agency, OUTREACH’s costs are also regularly audited by VTA and 

other organizations, which provides for detailed cost accountability and control. 

 

It is important to note that year-after-year, the direct service provider costs comprise 80% or greater of 

the program operating costs. Vendor services are competitively procured by OUTREACH on a regular 

frequency, following Federal Transit Administration Circular C4220 for guidance on best practices used 

in the industry for competitive third party contracting requirements. These competitive procurements 

also meet all state and VTA procurement requirements. 

 

VTA noted that in 2003 FTA changed its requirement that all services be competitively procured at least 

every 7 years. FTA now allows transit agencies to maintain the kind of partnerships that VTA has with 

OUTREACH if this is a business decision determined to be in the best interest of the transit agency and 

the region.  

 

Over time, VTA and OUTREACH have worked together to build and strengthen the brokerage model. 

Different combinations of dedicated and non-dedicated service providers have been used. Expanded 

collaborative arrangements with the County and other local and state agencies have also been 

developed to expand services and achieve cost-savings. The design of the call center has also been 

revised. Prior to 1999, OUTREACH only handled trip reservations and scheduling. Contracted service 

providers were responsible for radio dispatching and run management. Over the past decade, the 

dispatching of dedicated service was also centralized. OUTREACH and VTA have found that this has 

given them much better control over service efficiency and service quality. 

 

Annual budgets for brokerage of ADA paratransit services are negotiated each year by VTA and 

OUTREACH. These annual budgets are then incorporated into VTA’s two-year budget process. The 

OUTREACH budget has four components: 

 Broker Services – This includes overall broker management and administrative functions, as well 

as call and control center costs for trip reservations, scheduling, dispatch, customer service, 

fleet management and IT functions. 

 Vendor Services – This includes dedicated and non-dedicated service provider costs. It also 

includes operating costs outside of service provider contracts, such as fuel, vehicle maintenance, 

vehicle registrations, communications, and vehicle depreciation. 

 Eligibility Certification – This includes costs incurred by OUTREACH for managing the ADA 

paratransit eligibility certification and appeals processes. 

 Capital – This includes non-vehicle capital, such as computer system costs. 
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The VTA and OUTREACH Brokerage model has the following budgetary and control characteristics: 

 

Allowable Costs and Total Compensation. OUTREACH abides by the “Cost Principles for Non-

Profit Organizations” established by the federal Office of Management and Budget and published in 

Circular A-122, and VTA only compensates OUTREACH for costs allowable pursuant to the principles 

stated therein. OUTREACH is compensated for services performed based on actual allowable costs. 

This compensation does not exceed the amount authorized by VTA’s Board of Directors. 

 

Biennial Budget Projections. OUTREACH provides VTA with a proposed budget and annual trip 

estimates by a date requested by VTA (typically December 1) for the preparation of VTA’s biennial 

budget. After review and consultation with OUTREACH, the proposed budget is incorporated into 

VTA’s biennial budget document, which is subject to VTA Board approval. In determining the proposed 

budget, the parties consider the cost per trip, projected growth, program policies and services, and cost 

containment strategies. In the spirit of the partnership that has been developed, OUTREACH’s financial 

records are open and a reasonable budget is negotiated to achieve the goals established each year.  

 

Long Term Budget Estimates. Upon request of VTA, OUTREACH develops longer term (5-10 

years) budget(s) and trip estimates to support VTA service and financial planning efforts.  

 

Annual Budget Submittal. In the last quarter of each fiscal year, OUTREACH develops and submits 

an annual line-item budget for all expenses to provide paratransit services for the subsequent fiscal year. 

All line-items have corresponding back-up justification and explanation. The proposed budget shall be 

due by a date specified by VTA (typically June 1). After review, and modification as needed, the VTA 

Project Manager approves such annual budget in writing. The budget may be amended at mid-year or 

when needed, reasonable and justified, to reflect changes in vendor costs, broker costs, eligibility costs 

or capital needs brought on by unforeseeable circumstances or by changes in VTA-approved service 

policies, procedures, guidelines and service delivery practices. The budget includes costs for broker and 

vendor services, capital procurements and the ADA paratransit eligibility certification program. The 

budget submittal also includes an organizational chart, staffing plan, vehicle assignment list, a description 

with budget impact of any proposed programmatic change and other documents needed to support the 

requested budget. 

 

Additional and/or Alternative Funding. If OUTREACH receives additional or alternative funding 

that is incorporated into the paratransit program budget, OUTREACH identifies these revenues, the 

type of funds, funding source, amount of funding and the potential impacts to the paratransit program as 

part of the budget process. Any agreement between OUTREACH and a third party to provide these 

funds is made available to VTA upon request. A typical example of this additional funding that has been 

recognized in the annual budget is the contribution of the County of Santa Clara, Aging an Adult 

Services, which will contribute to part of the cost of the paratransit trips for ADA-certified eligible 

riders to and from the network of 39 senior/community/nutrition centers in Santa Clara County. The 

County contribution goes beyond covering the rider fare and contributes to the actual cost per trip. 

 

Fare Collection. OUTREACH collects over $2.4 million per year in client fare payments using a virtual 

paratransit pre-paid debit account payment system. This system is highly secure and eliminates any fraud 

at the time of the ride. Customers enjoy the convenience of the system in not having to carry cash, 

tokens, tickets, or smart cards. Fares collection is automated through this virtual debit system with each 

client having an individual account with OUTREACH eliminating the need for in-vehicle fare equipment 

and costly fare collection procedures. Customers have the convenience of setting-up standing or single 

payments. Clients can pay into their accounts using cash, checks, commuter checks, credit cards, and 

other options. The fare account system is designed to accept ride sponsors and subsidies. The Broker 
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submits fare reconciliation sheets to VTA monthly showing all transactions. Fare-box recovery is in the 

12% to 15% range.  

 

Invoices – Paratransit Brokerage Service. VTA pays OUTREACH in advance for broker services, 

based upon estimates for costs to be incurred for each billing period. Cost estimates are submitted to 

the VTA Project Manager who reviews and approves for processing of the invoice and payment by the 

10th day after receipt of the invoice. OUTREACH submits a month end invoice by the 20th day of each 

month for services provided during the previous month, to include billings for actual costs incurred by 

OUTREACH. OUTREACH reconciles the difference between the prior period’s advance payments and 

actual costs incurred for that invoice period. OUTREACH adjusts the subsequent advance payment 

requests for any underestimated costs and VTA is credited any over-estimate in costs for the brokerage 

services. 

 

Invoices – Paratransit Vendor Services. VTA pays OUTREACH in advance for the Vendor fixed 

cost, which is a pre-determined amount, set in the contract(s) between OUTREACH and its Vendor(s) 

for each billing period. OUTREACH submits to VTA’s Project Manager who reviews and approves for 

processing of the Invoice(s) and payment(s) by the 10th day after receipt of the Invoice. For services 

provided by vendors, OUTREACH submits a provisional claim to VTA’s Project Manager by the 5th and 

20th of each month for services performed. VTA arranges a wire transfer of funds no later than the 

15th and 30th of each month. OUTREACH submits a month-end invoices by the 20th of each month for 

services provided during the previous month, to include billings for actual costs incurred by 

OUTREACH. OUTREACH reconciles the difference between the prior period’s advance payments and 

actual costs incurred for that invoice period. OUTREACH adjusts the subsequent provisional claim 

request on the 20th of each month for any underestimated costs and VTA is credited any over-estimate 

in costs for the vendor services.  

 

Invoices – Eligibility Services. OUTREACH submits invoices to the VTA's Project Manager by the 

20th of each month for Eligibility Services provided during the previous month. The Eligibility Service 

invoices include billings for actual costs incurred by OUTREACH. 

 
Invoices – Capital Expenses (Excluding fleet/vehicles jointly procured separately). 

OUTREACH submits an invoice to the VTA’s Project Manager by the 20th of each month for capital 

purchases incurred during the previous month, as needed. OUTREACH is paid by VTA within 30 days 

upon receipt of such invoice. 

 

Back-up Documentation. OUTREACH provides appropriate back up documentation supporting the 

amounts billed in the invoices, including, but not limited to, receipts, complete third party invoices 

including fuel invoices, work orders, ridership information and documents used to pay vendors. 

OUTREACH provides VTA with an invoice, detailing each item of expense. All third party invoices and 

other supporting documents are provided to substantiate all capital costs. OUTREACH provides 

additional reports and documents upon VTA request.  

 
Year-End Invoice. OUTREACH submits the year-end “close-out” invoice to VTA for the June 30th 

close-out of the fiscal year by July 20th. In this invoice, OUTREACH reconciles actual costs for 

brokerage and vendor services incurred for the immediately preceding fiscal year with the annual budget 

of that year.  

 
Annual State Fuel Tax Exemption Claim. OUTREACH submits an end of year state fuel tax 

exemption claim. OUTREACH submits the fuel tax exemption refund from the California Controller to 

VTA to offset paratransit expenses. OUTREACH provides a copy of the claim to VTA. 
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Reporting: VTA requires the Broker to submit extensive monthly and quarterly reporting of financial 

and operational data.  

 

Auditing: OUTREACH submits an annual audit and indirect cost audit to VTA conducted by an 

independent third party CPA firm. VTA conducts extensive auditing the paratransit program as part of 

the VTA Internal Audit Work Plan. In 2012 VTA’s Internal Auditor reported to the VTA Board that an 

extensive paratransit contract compliance audit had been conducted using the services of Deloitte & 

Touche LLP. The audit team conducted a 300 hour extensive review of the budgeting, invoicing, fare 

collection, reporting, procurement practices, control procedures, data management and verification, 

among other focus areas. The audit firm concluded that OUTREACH had strong and effective controls 

and was complaint with its contractual requirements.  

 

As a non-profit public benefit agency, OUTREACH’s costs are also regularly audited by other 

organizations given the diverse funding sources, which provides for detailed cost accountability and 

control. 

 

Advantages of the OUTREACH Brokerage Model 
 

The brokerage approach to delivering ADA paratransit service has several advantages for VTA as well as 

for the region. 

 VTA is able to manage the ADA paratransit service with a relatively small staff since 

OUTREACH performs many administrative functions on its behalf. 

 Brokerage services are shared by all funding partners. Once OUTREACH establishes its overall 

administrative budget, these costs are allocated to all funding partners. 

 The services developed by OUTREACH through its mobility management center have provided 

ADA paratransit eligible individuals with multiple additional travel options. These additional 

options have reduced reliance solely on ADA paratransit services. Also, the options selected by 

riders through the mobility manager are often less costly to provide. 

 VTA benefits from the relationships and contacts that OUTREACH has with other organizations 

in the community. These relationships are often important for developing alternative funding or 

service delivery options. OUTREACH’s non-profit status also assists with obtaining grants and 

raising supplemental funds. 

 OUTREACH, as the broker, has the flexibility to change or expand the pool of direct service 

providers. This can produce lower costs, as more cost-effective service providers or delivery 

options are developed. It can also help to ensure service quality, as non-performing providers 

can easily be replaced with performing providers. 

 Change at the service delivery level is also possible with minimum disruptions or transitions. 

With vehicles owned by VTA and the Broker, and software and information centralized with the 

broker, it is a relatively straightforward matter to involve a new service provider or switch out 

an existing provider. 

 As a non-profit public benefit agency, OUTREACH’s sole priority is to deliver quality, cost-

effective service. 

 Because OUTREACH is strictly an administrative broker and does not operate any of the 

service, it can make decisions on assigning trips to providers without bias. 

 

One small example of the added value of the model to VTA is the outside fund-raising that OUTREACH 

has done to make ADA paratransit service more affordable to low-income residents. At $4.00 per trip, 

paratransit is unquestionably a bargain, but an $8.00 round-trip to shop or get to an appointment can be 

unaffordable to some. Above and beyond the contract with VTA, OUTREACH has raised $275,000 
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from local communities and organizations to help pay fares for low-income riders. These types of efforts 

not only are beneficial to riders, but help build community support. The client accounting system with 

individual accounts enables a robust subsidy system that can target individuals and/or individual trips. For 

example, the City of Santa Clara uses CDBG funding and subsidies a flat amount for rides taken by all of 

its residents. This subsidy is automated and easy to track for accountability. 

 

The broader community also benefits from the expertise that has been created at OUTREACH. Other 

human service agencies and communities can get assistance with expanding and improving 

transportation in the county. OUTREACH is also available to assist with new initiatives like the mobility 

management initiative, emergency preparedness planning, and other important programs. 

 

Service Statistics and Costs 
 

Figure D-6 shows annual ADA paratransit ridership in the VTA area from FY2003 through FY2011. 

Ridership dropped significantly from FY2003 through FY2005. VTA and OUTREACH staff noted that 

this was during the economic downturn and that the decline in the local economy was mainly 

responsible for this decrease in ridership. From FY2006 through FY2009, ridership increased back to 

FY2003 levels. In FY2010 and FY2011, ridership has decreased again—by 12.8% from FY2009 to FY2010, 

and by 11.3% from FY2010 to FY2011.  
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Figure D-6. VTA Annual ADA Paratransit Ridership 

(Unlinked Passenger Trips) 
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VTA and OUTREACH staff noted that the most recent decreases in ADA paratransit ridership were 

due to a combination of factors, including: 

 Increased use of other travel options made available through the Mobility Management program 

such as free or greatly discounted taxi rides, free gas cards, 

volunteer trips, among other flexible and affordable 

solutions  

 Increased use of fixed route transit services, due in part to 

expanded travel training services and free access to fixed 

route via the VTA/OUTREACH picture ID. Use of the ID 

card (see sample ID card) accounts for 2% of VTA overall 

bus ridership. 

 Some reductions in premium service trips provided with 

premium fare increases and VTA bus service reductions 

and paratransit policy changes  

 

Analysis in FY2012 by VTA and OUTREACH showed the impact of increased use of fixed route transit 

and other travel options on ADA paratransit ridership. As shown in Figure D-7, ADA paratransit 

ridership was just under 800,000 trips in FY2012. ADA paratransit eligible individuals also took over 

600,000 trips that year on the VTA fixed route bus system (note that the analysis did not count 

ridership on VTA rail services, rather only boardings on fixed route bus services are counted), and 

almost 400,000 trips that year using other travel options available through the Mobility Management 

program. In total, ADA paratransit eligible individuals made almost 1.8 million trips on all these modes 

and only about 40% the total trips were on the ADA paratransit service. 

 

 

Figure D-7. Trip-Making by ADA Paratransit Eligible Riders (2012) 

 

In FY 2013, paratransit customers took an average of 48,000 trips per month on VTA bus services using 

the OUTREACH Picture ID. This level of bus ridership exceeds the average monthly 45,000 paratransit 

trip taking by clients in FY 2013 by 7%. The combined ridership (bus and paratransit) is 93,000 per 

month across modes, where 52% is on VTA fixed route bus (light rail data not available). The expense 

to the paratransit program if all of the trips were performed as demand responsive would be an 

additional $1.1 million per month.  
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Approximately 48% of all certified ADA eligible riders have been certified as “conditional” with the 

expectation that they may take some or all of their trips on fixed route independently as their functional 

disabilities and the situation permits. OUTREACH has a strict eligibility program and for those deemed 

conditional, OUTREACH provides travel training and other support to encourage fixed route utilization. 

OUTREACH also tracks conditional ridership patterns to see what additional support the client may 

need to access fixed route.  

 

It should be noted that the 93,000 trips per month does not include the trip count for all of the 

alternative trips with gas cards and other options that OUTREACH provides. The bottom-line is that 

there is increased mobility in Santa Clara County through the VTA and OUTREACH coordinated 

partnership. Over 1,600 car pool trips are being taken each month through the OUTREACH Mobility 

Management web portal (TripNet). OUTREACH’s gas card programs are gaining community support 

among car pools and volunteer drivers due to these programs’ flexibility.  

 

OUTREACH provides software and training to manage rider options via TripNet to other nonprofits at 

no charge. In addition to coordination and procurement strategies as a CTSA, and the benefits of the 

Mobility Management Center’s multiple strategies to build rider choice, OUTREACH continued business 

cost containment measures reduced budgeted expenses in FY 13 by $2.7 million.  

 

Figure D-8 shows productivity (unlinked passenger trips per vehicle-revenue-hour) for the ADA 

paratransit service from FY2003 through FY2011. As shown, VTA and OUTREACH have been able to 

steadily increase the productivity of the service over time—from 2.11 trips per vehicle-revenue-hour in 

FY2003 to 2.58 trips per vehicle-revenue-hour in FY2011. This statistic is based on 100% of all trips 

system wide and not a sampling. Peak hour passenger per tends to run higher as OUTREACH provides 

group trip services, standing orders/subscription trips, and has shared vehicle arrangements where 

riders are coming and going from common locations. Operating practices that have been used to 

increase service productivity are described in the next section. 

 

 
 

Figure D-8. ADA Paratransit Productivity 
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Figure D-9 shows the total operating cost for ADA paratransit service from FY2003 through FY2012. 

Total operating costs, including OUTREACH brokerage costs and service provider costs (including fuel, 

maintenance and facility costs) are included. VTA administrative costs are not included. As shown, the 
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cost per trip increased slightly from FY2003 to FY2004 mainly as a result in the significant drop in 

ridership that year related to the economic downturn (see Figure D-8). Prior to FY 07, the service 

provider rate included capital for vehicles, fuel, maintenance, parking yards, and communications among 

other expenses. Starting in FY 06-07, VTA and OUTREACH have been able to steadily reduce the cost 

per trip by using more grant dollars for vehicles and equipment, by jointly procuring vehicles and leasing 

to vendors, by introducing more energy efficient vehicles into the fleet mix, by having the Broker 

control fuel and maintenance expenses directly through contract partnerships with the County of Santa 

Clara, and by using existing parking yards owned by VTA and the County. The cost per trip has been 

reduced from $30.40 in FY 04 to $ 26.46 in FY 12, which is well below the most recently published Top 

50 NTD value. If the cost of living during this time period was factored in the decrease in unit cost 

would be even more significant (cumulative decrease of 26.8% or approximately $7 per ride).  

 

 
 

Figure D-9. ADA Paratransit Operating Cost per Trip 
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The farebox recovery increased from 8% in FY 03 to 15% in FY 13, also well above the most recently 

published Top 50 NTD value. The net operating cost has decreased dramatically by 55% from 2002 to 

2012 ($31.9 million to $17.6, respectively). 

 

VTA and OUTREACH staff noted that the increase in productivity was one major factor in reducing the 

cost per trip. In addition, though, they noted several cost-saving efforts that also have contributed to the 

reduction in the unit cost of the service. These efforts are described in the next section. 

 

Efforts to Manage Service Quality and Costs 
 

VTA and OUTREACH staff noted that they work together each year to improve service availability and 

service quality, as well as increase service efficiency and decrease costs. Following are some of the 

successful efforts and key changes that have been made in recent years to improve service quality and 

reduce costs. 
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Use of Capital Funding for Paratransit Fleet 
 

Prior to FY07, the dedicated service provider purchased vehicles. Since that time VTA has used available 

federal capital funding to purchase vehicles for the ADA paratransit service. OUTREACH has also 

applied for and received vehicles under the Section 5310 program for use in the coordinated brokerage. 

All vehicles used in dedicated service are now purchased by VTA and OUTREACH and leased to the 

dedicated service provider for $1 per year. OUTREACH estimates that using capital funding to buy 

paratransit vehicles has reduced the operating cost by several dollars per vehicle-revenue-hour. 

 

More Fuel Efficient Vehicles 
 

VTA and OUTREACH utilize smaller, 

more fuel efficient vehicles than most 

other paratransit programs. The current 

fleet includes 95 ramp-equipped minivans, 

110 sedans, 19 modified, raised-roof vans, 

and 31 body-on-chassis (cutaway) 

minibuses.  

 

In FY2007, VTA and OUTREACH 

introduced 20 Toyota Prius hybrid gas-

electric sedans into the paratransit fleet as a 

test. This pilot project proved to be 

successful as the Prius’ proved to be 

reliable, were able to be integrated into the 

scheduling process without losing 

productivity, and provided savings due to 

lower fuel costs. There are now 110 Priuses in the overall paratransit fleet. 

 

In FY2006, prior to the introduction of Prius sedans, the paratransit fleet averaged about 14 miles per 

gallon. OUTREACH and VTA continued to add Prius sedans to the mix and now operate over 100 Prius 

sedans per day, averaging 47 mpg, reducing the fuel cost over $600,000 per year. In FY 12, the 

paratransit fleet averaged 19.5 miles per gallon. In FY 13, VTA and OUTREACH will be introducing plug-

in electric sedans and charging systems to gain further increases on fuel efficiency and emission 

reduction. 

 

Improved Routing and Scheduling 
 

VTA and OUTREACH have placed a lot of emphasis on fully understanding and utilizing the capabilities 

of their automated paratransit scheduling system (Trapeze). Trip reservations and scheduling parameters 

in the system have been fine-tuned over the years to improve the quality of the schedules. 

 

Schedulers at OUTREACH have also developed an innovative approach to creating schedules to allow a 

large number of sedans to be efficiently integrated into the fleet. First, they employ “zonal routing” 

(assigning vehicles to operating zones) to ensure that an appropriate mix of sedans and accessible 

minivans and vans are available throughout the service area. Second, they instruct the software to give 

preference to scheduling trips by ambulatory riders on the sedans, which keeps the accessible minivans 

and vans available for riders who use wheelchairs. Third, they sequence the batching of trips to runs in 

the following way: (1) riders who use mobility devices; (2) longer trips; and (3) ambulatory riders making 

shorter trips. This sequencing ensures that the final trips that need to be scheduled are shorter trips by 

Figure D-10. OUTREACH Ramp-Equipped Minivans 
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riders who are able to use any of the vehicles in the fleet. Taxi providers can then be used to serve 

these riders if the dedicated vehicles are fully booked. 

 

Expertise in using the software has been important not only for service efficiency and costs, but for 

service quality. OUTREACH is able to set system parameters to provide for responsive scheduling and 

service delivery that meets service standards. For example, by creating distance-based travel time 

parameters, OUTREACH is able to efficiently schedule “going” trips that have appointment times based 

on the desired arrival time, rather than on an estimated pickup time. This helps ensure that riders get to 

appointments on-time while at the same time ensuring that travel times are not too long or drop-offs 

too early. 

 

OUTREACH creates numerous additional applications available to all call agents, supervisors and 

managers via a web-based dashboard and with real-time access and alerts to mobile devices. For 

example, call agents may see the current account balance of the caller and if a payment has just been 

made as OUTREACH operates a pay as you go debit type fare system; phone queue information about 

how many are waiting in each queue and wait time (if wait is more than 60 seconds an email alert goes 

out to all supervisors and managers to ensure staffing is shifted as OUTREACH uses hybrid staff trained 

across many functional areas); tracking codes on each ride and call that are visible to all call agents and 

Customer Services in real time who can sort codes and follow up directly with clients or vendors to 

ensure any issue is resolved as needed; route management tools that will send alerts to supervisors and 

managers if any policy violations occur such as being on board longer than planned in order to 

determine the causes and trends; and hourly information by route on late and early trips with 

projections of which routes need pre-emptive actions to ensure on-time performance for the next 1 to 

3 hours. 

 

County Maintenance of Dedicated Vehicles 
 

As noted earlier, VTA and OUTREACH negotiated with Santa Clara County to have all dedicated 

vehicles in the paratransit fleet maintained through the County’s vehicle maintenance program. Santa 

Clara County has a large and high-quality program that maintains public works, emergency response, and 

county administrative service vehicles. The scale of this operation provides economies of scale in the 

maintenance of the paratransit fleet. 

 

After negotiating with the County for maintenance 

services, OUTREACH negotiated with the dedicated 

service provider to identify maintenance costs. The 

maintenance costs were then removed from the 

provider’s rate. Prior to the use of County maintenance 

services, OUTREACH estimates that vehicle 

maintenance averaged about $1.20 per trip. In FY 2012 

and the first half of FY 2013, OUTREACH calculated 

that vehicle maintenance was averaging about $1.05 per 

trip (about a 12.5% savings in maintenance costs).  

 

VTA and OUTREACH staff noted that they were able 

to negotiate a sharing of maintenance services largely 

because Santa Clara County is well-run and takes an 

entrepreneurial approach to the provision of services. 

The County is open to these types of cost-sharing arrangements as a way to not only help other local 

organizations, but as a way to generate income and share its own overhead costs. 

Figure D-11. County Maintenance Shop 
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In-Kind Parking and Operating Facilities 
 

Also as noted earlier, VTA and the County provide space for parking paratransit vehicles and for 

housing the dedicated service provider staff. Parts of two of VTA’s operating divisions were not being 

used. These areas included parking and modular buildings. The areas were made available to the 

dedicated service provider. One county parking lot with unused space was also identified and made 

available for parking vehicles. The parking areas are fenced and secure (one is co-located with the 

County Sheriff’s office). 

 

As the use of these facilities was being 

arranged, OUTREACH negotiated with the 

dedicated service provider to identify and 

delete facility and parking costs included in 

the contractor’s operating rate. This 

negotiation reduced about $500,000 per 

year in operating costs from the 

contractor’s operating budget and rate. 

 

Bulk Purchase of Fuel 
 

To take advantage of bulk purchase pricing, 

VTA and OUTREACH have arranged to 

purchase fuel from the County of Santa 

Clara. Vehicles involved in dedicated service 

are fueled at one of the County fueling 

stations. Because taxi vehicles are not 

dedicated solely to the paratransit service, 

taxi contractors still are responsible for 

purchasing their own fuel. 

 

VTA and OUTREACH estimate that fuel purchased through the County is about 20 cents less per gallon 

than fuel purchased on the open market. In FY2012, a total of 351,965 gallons of fuel were used in 

paratransit operations. This translates to savings of about $70,393 per year. 

 

Federal and State Fuel Tax Rebates 
 

The paratransit service also qualifies for Federal and State excise tax rebates. OUTREACH files for 

these rebates each year. In FY2012, the Federal excise tax rebate was 6 cents per gallon, or $18,551. 

The State excise tax rebate was 18 cents per gallon, or $63,354. In total, OUTREACH and VTA saved 

$81,905 in FY2012 by filing for these rebates. 

 

Limited Reliance on Liquidated Damages for Contractor Performance 
 

OUTREACH staff noted that they do not rely solely on liquidated damages in service provider contracts 

to ensure service quality and contract compliance. While the contracts do contain performance 

standards and associated incentives as well as liquidated damages, the terms of the contracts limit 

service provider liability to a maximum of $2,000 per month in liquidated damages. OUTREACH staff 

noted that they rely more on identifying the core issues and working with service providers to correct 

these issues. If providers are not responsive to addressing and correcting identified problems, 

OUTREACH has the option to move business to performing contractors. 

Figure D-12. OUTREACH Minivan at County 

Fueling Station 
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While it was not possible to place a dollar amount on the savings from this approach to contract 

oversight, OUTREACH staff felt that it minimizes the inclusion of contingencies in service provider 

contracts to cover possible liquidated damages. 

 

Coordinated Procurement of Paratransit Services 
 

To achieve the best prices, OUTREACH bundles all paratransit services and competitively procures 

providers for all of the services through a coordinated procurement. RFPs request providers for the 

combined ADA paratransit service, senior transportation program, and CalWORKS program. 

 

Use of “Standby” Runs 
 

To help ensure service quality, OUTREACH has “standby” vehicles and drivers. These runs start the day 

without any scheduled trips and are therefore fully available to dispatchers to respond to same day 

service issues. This allows dispatchers to better manage schedules, do proactive dispatching, and move 

trips to standby runs from runs that are behind schedule. It also allows schedulers to be more aggressive 

in creating efficient schedules. If unpredicted delays (traffic, weather, rider issues, etc.) occur, 

OUTREACH can still stay on schedule even though the schedules are tighter. Depending on the day and 

time of day, the run structure includes between 5% and 8% standby runs. 

 

Detailed and Specific Service Provider RFPs 
 

Given OUTREACH’s long-term experience with management of the paratransit services, it has a very 

exact understanding of the service provider requirements. It can estimate staffing needs, service 

productivities, and other factors very accurately. 

 

OUTREACH uses this experience and knowledge to create very detailed service provider RFPs. This 

eliminates any “guesswork” on the part of proposers and minimizes the contingencies that proposers 

feel they have to build in to prices to cover “unknowns.” It also allows OUTREACH to have a clear 

understanding of exactly what prices are being proposed. This then is useful in determining if prices are 

reasonable, appropriate, and realistic. A clear understanding of service provider costs also becomes very 

useful if prices need to be re-negotiated for desired contract changes (e.g., changes to permit County 

maintenance of vehicles, bulk fuel purchasing, in-kind donation of parking and facilities, etc.). 

 

Dedicated Taxi Runs 
 

While taxis can be effectively used to serve low-productivity trips cost-effectively, and provide overflow 

and back-up, ensuring taxi service quality can be a challenge. To address this issue, OUTREACH has 

worked with taxi companies to develop “dedicated” taxi runs. The taxi companies dedicate certain 

vehicles and drivers to OUTREACH paratransit service and OUTREACH is able to efficiently schedule 

to these runs. The OUTREACH RFP required taxi vendors to ensure that those who serve the contact 

are earning a livable wage, are covered by Worker’s Compensation Insurance, and have benefits. 
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Findings and Conclusions 
 

VTA and OUTREACH have succeeded in building one of the premier paratransit brokerages in the 

country. The OUTREACH brokerage provides high-quality and cost-effective paratransit services for 

VTA as well as other local and regional agencies and communities. The expertise that has been 

developed through the brokerage has also made it possible for the region to be on the cutting edge of 

innovative service planning and service delivery. This is evident in the innovative Mobility Management 

Program that has been successfully implemented, as well as in the many innovations employed for 

managing service quality and cost. 

 

VTA and OUTREACH staff noted several important lessons that have been learned through the years in 

development and operation of the transportation brokerage program. They noted that these are 

important to the success of the program and would be key to replication of the model in other areas. 

 A high level of trust must exist between the broker, VTA, and other participating agencies. It is 

vital that this trust be maintained over time, through good times as well as challenging times. 

Open communication is important for developing and maintaining this trust. The broker has a 

“can-do” attitude such that its social workers and mobility managers will make every effort to 

find a mobility solution for agencies and members of the public and often paratransit is only one 

of many options. 

 Having a non-profit public benefit agency as the broker helps maintain trust. OUTREACH’s 

primary obligations are to riders, funding agencies, and taxpayers. 

 Accurate data from the broker is important for maintaining trust with partner agencies. The 

broker must have the tools to properly account for and allocate services and costs.  

 Partners must be willing to “collaborate” on the development of a coordinated transportation 

program, rather than desire unilateral “control” of services. This collaboration is needed to 

ensure that various needs and requirements of the partners can be combined into a coordinated 

program. 

 Clarifying and agreeing on the roles and responsibilities of the broker, and the roles and 

responsibilities of funding partners are important. Once all parties agree to this model, each 

must be willing to collaboratively participate within these defined roles. 

 Partners must be willing to take leadership as well as supportive and enabling roles to help 

secure and implement grants for technology, energy efficient vehicles, to expand the system in 

place to address emerging needs such as Veterans transportation.  

 Owning the infrastructure, information technology, and data provides the broker and 

participating agencies with a high degree of flexibility in managing service delivery. The mix of 

service providers and service delivery can be more easily adjusted to achieve both high quality 

and low-cost service. 

 Having a stable broker over the long term allows for the development of important partnerships 

at the local and regional level. It also allows the broker to develop expertise and detailed 

knowledge of local needs that are important for the effective management of services. 

 Building local service provider capabilities is important for developing a robust, competitive 

service delivery market. “Cooperative” contract management on the part of the broker can help 

build this network. Technical assistance from the broker can also help to strengthen local 

service providers.  

 Detailed RFPs and familiarity with service provider cost structures is important for ensuring that 

costs are reasonable and appropriate. 

 Very strong controls in place by the Broker makes VTA over-sight of contract, ADA and service 

policy compliance routine and measurable.  
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 Independent audits of both VTA and the Broker ensure that the best interest of the public, 

transit agency, and persons with disabilities is served by this arrangement.  

 A one-stop, one-call/one-click center for coordinated eligibility, funding, paratransit and other 

health and human services transportation, travel training and access to fixed route, and other 

affordable and flexible mobility options reduces paratransit expense while creating an 

environment for enhancements, such as premium services, cost-sharing, vehicle sharing and 

mobility management strategies that will increase accessibility for all.  

 A pre-paid client fare payment debit account system enhances client fare payments, negates cash 

collection, counting and custody costs, and allows fare payment sponsorship by third parties. 



From: Lena 
Sent: Thursday, June 23, 2016 6:28 PM 
To: Board.Secretary 
Subject: Very Concerned!!!! 

 

 

To Whom It May Concern; 

 

 

I recently heard about the changes taking place with Outreach and VTA. I have some family 

members that use Outreach and have been using Outreach for years. They depend on the service. 

My family members love Outreach. I always hear about how happy they are and how much they 

appreciate Outreach. They are worried with all these changes that VTA will not offer the same 

type of courtesy or service that Outreach has over the years. 

 

 

I have done some research on this and I feel it is unfair for VTA to make such a big change of 

service without asking the clients or the disabled community how we feel about this. Usually 

with such a change we the people have a chance to vote or give our input on such changes. I 

think this might have been illegally done without proper input with our community. 

 

 

I think sometimes that large corporations like these are only looking for ways to lower costs that 

would otherwise go to the transportation for my family members and other people like them. 

These corporations are only looking out for larger salaries in the corporate department. We are 

going to get hurt with this change. We might even get bad service and not make it to our 

appointments. Please look into this immediately. 

 

 

Sincerely, 

 

 

Lena 

 



From: Board.Secretary  
Sent: Thursday, June 23, 2016 6:38 PM 
To: Board.Secretary 
Subject: VTA Correspondence: Board of Directors - 062416 Meeting - Additional Item for Agenda Item 
#6.2 - Paratransit Assessment Testing and Contract 
Importance: High 
 

VTA Board of Directors: 

 

We are forwarding to you additional correspondence pertaining to Agenda Item #6.2 – 

Paratransit Operations Assessment Testing and Paratransit Contract, of the June 24, 2016, Board 

of Directors meeting:  

 

From Topic 

Member of the Public Comments Regarding Paratransit Contract – Letter 

of Non-support for Outreach  

 

Copies of materials attached herein will be provided for you at the meeting in your Reading 

Folder.  

 

Thank you. 

 
Office of the Board Secretary 

Santa Clara Valley Transportation Authority 

3331 N. First Street 

San Jose, CA 95134 

408.321.5680 

board.secretary@vta.org 
 

http://vtaorgcontent.s3-us-west-1.amazonaws.com/Site_Content/bod_060216_agenda_packet.pdf
http://vtaorgcontent.s3-us-west-1.amazonaws.com/Site_Content/bod_060216_agenda_packet.pdf
mailto:board.secretary@vta.org


From: Merrilee Tafoya  

Date: June 23, 2016 at 5:29:41 PM PDT 

To: Aaron Vogel  

Subject: Fw: Letter 

Reply-To: Merrilee Tafoya 

  
 
----- Forwarded Message ----- 
From: Kathy Robinson   
To: Merrilee Tahwasapon   
Sent: Thursday, June 23, 2016 10:48 AM 
Subject: Letter 
  

 

 

Here is my letter  
 

 
Regards,  
 
--  
Kathy Robinson 
On Campus/Off Campus Program Specialist 
Graduate and Extended Studies 
Charles W. Davidson 
College of Engineering 
One Washington Square 
San Jose, CA 95192-0205 
 
TO WHOM IT MAY CONCERN: 

I am writing this letter to let you know how dissatisfied we are with Outreach as a provider for those that 
have disabilities. 

On April 27th my fiancé had a seizure which resulted in his license being suspended.  I was recommended 
by the doctor to have Outreach behis service provider when he returned back to work.  I took almost a 
month before they ever got back to me after me calling the supervisor Alicia Avila and leaving voice 
message over 20 times.   

Finally in June after me just calling everyday Outreach called as said he was approved mind you he 

started back to work May 9th.  The lady said we will receive paperwork in the mail.  Well it took another 
week for that to happen and I notice the date on the paperwork was May 31st but never said a word to 
us. 

I am not one to complain about anything but I feel that that if this happened to him it is probably 
happening to all the clients.  The ladies answering the phone I have a long list of name just don’t seem to 

care about the clients they answer as though you are doing them a favor by calling for services.  I am a 
persistent person so I keep calling and calling but just think of the elderly that does not have some to 
keep calling to get this done.   

mailto:eduardo7747@hotmail.com
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The department that schedule trips is horrible.  When we called and rescheduled a different time they do 

not inform the drivers.  I call in advance 1-2 days prior and still the driver shows up the original time.   

To sum it up the DRIVERS ARE GREAT the scheduling and Eligibility Department in Outreach need to be 
retrained or REMOVED.  

If you would like to speak to me directly feel free to contact me.  

Sincerely 

Kathy Robinson 

 



From: Board.Secretary  
Sent: Thursday, June 23, 2016 5:15 PM 
To: Board.Secretary 
Subject: VTA Correspondence: Board of Directors - 062416 Meeting - Agenda Item #6.2 - Paratransit 
Assessment Testing and Contract 
Importance: High 
 

VTA Board of Directors: 

 

We are forwarding to you the following correspondence pertaining to Agenda Item #6.2 – 

Paratransit Operations Assessment Testing and Paratransit Contract, of the June 24, 2016, Board 

of Directors meeting:  

 

From Topic 

Members of the Public Comments Regarding Paratransit Contract – 

Outreach Support 

 

Copies of materials attached herein will be provided for you at the meeting in your Reading 

Folder.  

 

Thank you. 

 
Office of the Board Secretary 

Santa Clara Valley Transportation Authority 

3331 N. First Street 

San Jose, CA 95134 

408.321.5680 

board.secretary@vta.org 

 
 

http://vtaorgcontent.s3-us-west-1.amazonaws.com/Site_Content/bod_060216_agenda_packet.pdf
http://vtaorgcontent.s3-us-west-1.amazonaws.com/Site_Content/bod_060216_agenda_packet.pdf
mailto:board.secretary@vta.org


-----Original Message----- 
From: carmen patricia ruiz ruiz  
Sent: Thursday, June 23, 2016 1:56 PM 
To: Board.Secretary 
Subject: Paratransit contract  
 
 
To VTA Board of Directors, 
I was just informed that you will be voting tomorrow on cancelling your contract with OUTREACH. I feel 
this is being rushed without any input from the community. OUTREACH has always taken care of our 
community by servicing our seniors, disabled and our Military Veterans.  
 
Thank You, 
 
Carmen Ruiz  
Sent from my iPhone 

From: Dana Dougherty 

Sent: Thursday, June 23, 2016 3:16 PM 

To: Board.Secretary 

Subject: Office of the Board Secretary 

 

To the Board: 

I understand there may be some changes in the future with Outreach.  I just wanted to let you know 

that my special needs son has been using their services for over a year now; and although there have 

been some issues with timing of pickups it has helped to make him more independent in the community 

and that is greatly appreciated!  The $8.00 round trip fare has also helped to make it affordable for us as 

well.    

Sincerely, 

Dana Dougherty 

From: eduardo luna 

Sent: Thursday, June 23, 2016 1:50 PM 

To: Board.Secretary 

Subject: Outreach Paratransit 

Dear Board Secretary, 
 

I am writing to convey my disapproval and concern with VTA’s rebranding of Outreach 
Paratransit’s ADA program.  Outreach has been a great asset to the Santa Clara County for the 
last 30 years.  I feel that any changes to how ADA rides are provided should be discussed in 
detail with the public as well as autonomous surveys sent to and filled out by Outreach 
clients.    

mailto:eduardo7747@hotmail.com
Mccarter_M
Text Box
6.2

Young_T
Text Box



In short I am asking that you please reconsider removing Outreach Paratransit as the main 
provider of ADA rides for VTA. 
 
 

Regards, 
Edwardo Luna 

VTA Board of Directors: 

 

I’m speaking on behalf of Outreach clients. Outreach means a lot to all of us. Outreach makes it 

possible for us to go out in the community and gives us independence which increases the quality 

of our lives.  

There is a lot of talk about changes. What benefits would these changes bring? Changing the 

name will confuse clients. The Community has known Outreach since 1994. As a non-profit 

organization it has been around for 20 years. It is also a financial asset to VTA. I beg the 

management of VTA to leave Outreach alone. You will hurt a lot of clients with these changes.  

The lives of seniors and the disabled matter. It can be harder for us to adjust to changes and it’s 

very disruptive to our lives. Please don’t change something that has worked for 20 years. And 

personally, it will affect my life, and many are just like me. 

I feel that VTA is undermining Outreach and I am against it. We need Outreach. I do not want 

Outreach to be removed. I just heard about this and am very annoyed that you are having a 

meeting where we, the community, can’t say our peace.  

Thank you. 

Kathy Bonilla 

From: Daryl Martinson  

Sent: Thursday, June 23, 2016 3:40 PM 

To: Board.Secretary 

Subject: Please share my letter with the board (Outreach has improved) 

June 23, 2016 

The Boards Secretary, 

My name is Daryl Martinson client #190664 a user of Outreach 

for almost 15 years.  I stopped driving my own car for 2 reasons 

blindness and neuropathy as I am a diabetic.  As the years went on 

my health became much more complicated to include the removal of 
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From: Board.Secretary  
Sent: Tuesday, June 21, 2016 2:20 PM 
To: Board.Secretary 
Subject: VTA Board of Directors June 24, 2016 Meeting - Agenda Item #6.2.A - Paratransit Operations 
Assessment Testing Status Report 
Importance: High 
 

VTA Board of Directors: 

 

Please find attached Agenda Item #6.2.A – Paratransit Operations Assessment Testing Status 

Report, which pertains to the June 24, 2016, Board of Directors Regular Meeting Agenda. 

 

You may also access the updated June 24, 2016 Board of Directors Agenda Packet on our website 

here. 

 

Thank you. 
 

VTA Office of the Board Secretary 

3331 N. First Street 

San Jose, CA 95134 

(408) 321-5680  

board.secretary@vta.org 
 

http://vtaorgcontent.s3-us-west-1.amazonaws.com/Site_Content/bod_062416_packet.pdf
mailto:board.secretary@vta.org
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EXECUTIVE SUMMARY 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

  

Background  

Americans with Disabilities Act (ADA) paratransit services are federally-
mandated special transportation services for people with disabilities who 
cannot utilize fixed-route bus and rail service. VTA has contracted with 
Outreach & Escort, Inc. (Outreach) since 1993 to provide ADA paratransit 
brokerage services. 

VTA’s ADA paratransit services are budgeted to cost approximately 
$20 million dollars in Fiscal Year (FY) 2016, and the contract with Outreach 
for brokerage services is one of VTA’s largest contracts. Last year, 
Outreach reported providing 720,000 ADA passenger trips.  

A component project in the Board-approved FY 2016 Internal Audit Work 
Plan is this Paratransit Operations Assessment. The objective was to 
evaluate the overall design and operating effectiveness of VTA’s ADA 
paratransit operations. This included evaluating the effectiveness of the 
design and operation of internal controls related to paratransit operations, 
including financial billing and operational and performance reporting. 

Based on the work performed through October 2015 (Phase I), it was 
determined that the ADA processes were more numerous, less 
straightforward, and more intertwined with other programs than anticipated.   
More importantly, there was also a high prevalence of unsatisfactory data 
and reporting.   

Given these concerns, the Governance & Audit Committee, at its 
November 5, 2015 meeting, approved the Auditor General’s request for 
additional funding to perform supplemental testing to independently 
substantiate historical invoiced amounts and operational data reported to 
VTA (the Phase II portion of this report).   

Please see our initial Phase I report dated December 3, 2015 for all 
detailed comments and background information.   

This assessment, as are all Auditor General (AG) audits, reviews and 
assessments, was performed in accordance with the Standards for 
Consulting Services issued by the American Institute of Certified Public 
Accountants. 
 

 

 

 

Objective and Scope 

Due to the contract size and complexity of Outreach’s brokerage services 
business model, the Auditor General sought to achieve the following objectives 
in the course of the review:  

Phase I (previously reported to G&A Committee in November 2015) 

 Obtain an understanding of VTA’s paratransit services processes and 
controls 

 Assess the effectiveness of the design and operation of internal controls 
related to paratransit operations, including financial billing and reporting 

 Assess whether reasonable safeguards are in place to minimize VTA 
exposure to paratransit service related liabilities 

 Identify potential opportunities for process and control improvements 

Phase II (this report) 

 Assess the accuracy of Outreach invoices to VTA for vendor operations, 
brokerage services and eligibility services 

 Assess the underlying invoice support to verify that it complied with the 
contract 

 Perform analytical testing of client trip data from Trapeze PASS 

transportation software, and eligibility data from OTR, which is Outreach’s 

platform for all ADA eligibility records 
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Executive Summary (continued)  

Overall Report Rating & Observations 
(See Appendix A for definitions) 

 
Report  
Rating 

Number of Observations by Risk Rating 

High Medium Low 

ADA Paratransit Testing 
(Phase II) 

High 2 0 0 

Specifically, we observed that the contracted ADA paratransit brokerage service model between VTA and Outreach is unnecessarily complex, which often results in unclear 
data and inconsistent documentation. Further, VTA does not currently have access to its ADA data for independent verification which by contract they own. We encountered 
issues with the transparency, clarity and consistency of data throughout the Phase I review. As a result, the information and reports provided were not readily verifiable or 
reconcilable.  

The observations pertaining to the complex reporting of the ADA paratransit services program and unsatisfactory quality of data are a result of (1) the structure of VTA’s 
contract with Outreach and (2) VTA’s suboptimal contract administration and oversight of Outreach’s performance. The Auditor General’s initial Phase I report was issued on 
December 3, 2015. VTA management agreed with our recommendations and has implemented many corrective actions and initiated others. 

ADA Paratransit Testing (Phase II) 

There were lengthy delays in receiving ADA source data and supporting information from Outreach. Upon analysis of source data eventually provided by Outreach, we noted 
significant inconsistencies and potential errors. Therefore, we assigned an overall report rating of High to help management understand our assessment of the overall design 
and operating effectiveness of Outreach’s practices. We have two summary observations, both of which are rated High, as shown in the Detailed Observations section on 
Page 3. Overall, we continued to notice consistent, pervasive, significant concerns pertaining to Outreach’s overall billing process.   

Specifically, we observed that the Outreach invoicing process is unnecessarily complex and lacks support necessary to validate expenses through third party or system 
generated schedules and reports.  This approach often results in too little, too much, or inconsistent documentation to adequately validate the authenticity of ridership and 
underlying costs.  Any invoicing should be based on underlying support that can be independently verified. Additionally, we encountered issues with the transparency, clarity 
and consistency of data throughout the review.  As a result, the information and reports provided were not initially verifiable or reconcilable. The nature of our audit inquiries 
and the documentation requested is consistent with other audits we have performed for VTA, as well as other governmental entities.  

The Auditor General has coordinated with VTA’s Legal Department regarding these issues, and Outreach’s compliance with the contract.   

VTA management agreed with the Auditor General Office’s recommendations and has agreed to take corrective actions by Board direction. Several corrective actions have 
already been accomplished, others have been initiated, while some are pending Board decision.  

Closing 

This report was prepared for use by VTA’s Board of Directors, Governance & Audit Committee, and management.  Recommendations for improvement are presented for 
management’s consideration, and management is responsible for the effective implementation of corrective action plans.  

Questions should be addressed to Bill Eggert in the VTA Auditor General’s Office at Auditor.General@VTA.org. 

Overall Summary and Review Highlights 

ADA Paratransit Service and Operations (Initial Audit; called Phase I) 

We assigned an overall rating for the phase I report of High to help management 
understand our assessment of the overall design and operating effectiveness of 
VTA’s ADA paratransit operations. This rating was based on six observations 
rated High and one Medium. Overall, we noted consistent, pervasive concerns 
pertaining to the paratransit services agreement and supporting processes and 
controls, including VTA’s management of the agreement as well as supporting 
processes and controls.  

 

mailto:Auditor.General@VTA.org
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OBSERVATIONS SUMMARY—PHASE II  
 
Following is a summary of observations noted in the areas reviewed. Definitions of the observation rating scale are included in Appendix A  

Ratings by Observation 

Observation Title  Rating 

1. LACK OF ADA SYSTEM SOURCE DATA  High 

2. SOURCE DATA INCONSISTENCIES AND POTENTIAL ERRORS  

2.1    INCONSISTENT TRAPEZE TRIP AND TOTAL RECORD COUNT 

2.2    TRAPEZE TRIP/RECORD MODIFICATIONS 

2.3    INCOMPLETE TRAPEZE TRIP/RECORD DATA 

2.4    ABNORMAL USERNAME DISTRIBUTION FOR TRAPEZE TRIP CREATION AND MODIFICATION 

2.5    MISSING TRAPEZE RECORDS 

2.6    TRIPS WITH ABNORMAL TRAPEZE APPLICATIONS ACTIONS 

2.7    MISREPORTED TRIP/RECORD COUNT 

2.8    IMPACT OF COUNTY CONTRACTS WITH OUTREACH  

High 
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DETAILED OBSERVATIONS—PHASE II            

Lack of ADA System Source Data  

Ref. #1 Observation: 

Auditor General’s Office repeatedly requested source data 

or native files (i.e. unmodified trip data directly from the 

system) from the paratransit provider’s Trapeze PASS 

and OTR (Eligibility) databases. However, we did not 

receive the data timely and/or in a consistent and 

unmodified format. Once received, the AG’s Office was 

unable to independently determine the completeness or 

accuracy of a majority of the trip data.  

Recommendation:  

We recommend that VTA terminate the paratransit provider’s contract for convenience, 

and begin the process of an RFP to evaluate qualified providers. These actions will 

protect VTA’s assets and reputation, and allow the most efficient and effective operation 

and oversight of the important paratransit program.    

We recommend that VTA develop a corresponding plan to continue to provide ADA-

eligible rides to prevent any community or service impacts.   

Observation Rating: High  

1.1 VTA’s contract with Outreach states that VTA owns all ADA data. 
As previously noted in our Phase I report, VTA does not have access 
to or a copy provided of any ADA source data (from Outreach’s 
Trapeze PASS and OTR systems).  For Phase II, we made multiple 
requests for the native or source data files from Outreach to 
independently confirm the authenticity of client trips.   

Outreach initially provided Excel spreadsheets, then subsequently 
cited the need to protect their business model and non-ADA clients. 
After VTA signed a Non-Disclosure Agreement (NDA), we ultimately 
were provided copies of the Trapeze PASS databases for fiscal 
years 2014 and 2015.    

We have also been given inconsistent data. For example, one data 
set received during the Phase I audit reported 46,410 Personal Care 
Attendant (PCA) and 10,193 companion trips. A second data set 
received in January 2016 reported 112,441 PCA and 94,384 
companion trips.  Upon inquiry, the Outreach CEO indicated that the 
initial PCA and companion dataset was a “working copy.” This raises 
more questions about why there are two sets of reports and concerns 
about the reporting processes.  

1.1 The risk associated with VTA not 
receiving access to or a copy of all ADA data 
has increased substantially.   

We recommend VTA take appropriate legal 
action(s) to obtain a copy of all ADA data, 
both current and archived, both for their 
records and to protect their assets.  

Without adequate independent review 
controls and access to Trapeze client trip data 
and eligibility data, VTA risks potentially 
paying inaccurate invoice amounts to the 
vendor as well as submitting inaccurate 
federal transportation data.  

We also recommend VTA consider housing 

the ADA software/data on VTA servers and 

allow the third party vendor to have access to 

all relevant systems and applications to 

deliver ADA paratransit services.   

1.1  VTA management concurs with 
the recommendation to terminate the 
paratransit provider contract for 
convenience as well as the other 
recommendations. 

Should the Board decide to terminate 
the contract, staff has developed an 
Operations and Communications plan 
for transition of paratransit service to 
ensure uninterrupted service to the 
paratransit community.  It has also 
begun initial development of the scope 
for an RFP. 

Responsible Party: Chief Operating 

Officer 

Target Date: 7/31/17 
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Source Data Inconsistencies and Potential Errors 

Ref. #2 Observation: 

The Auditor General’s Office performed statistical 

sampling, analytical review, reasonableness testing and 

other procedures on the source data received from 

Outreach. 

We detected a number of inconsistencies and potential 

errors. Given the magnitude of these issues, the AG’s 

Office was unable to independently determine the 

completeness or accuracy of the majority of the trip data. 

Recommendation: 

We recommend evaluating the risk of overbilling by the paratransit provider, and seek 

recovery of funds where appropriate. 

 

VTA should continue to meet with the paratransit provider to resolve these matters. 

Observation Rating: High  

2.1  Inconsistent Trapeze Trip and Total Record Count  

The paratransit provider (Outreach) provided Trapeze files which 
included 513,810 total trips invoiced to VTA between July 2014 and 
June 2015. The Trapeze backup production database included 
502,662 total ADA labeled trips between July 2014 and June 2015.  

The difference is 11,148 trips. The difference in trip totals 
approximates the number of the County’s Senior Nutrition Program 
trip totals (11,200) noted in the Trapeze backup production database.   

2.1  

We recommend that VTA develop a process 
to better analyze and reconcile total trips 
reported and billed by Outreach.   

VTA’s ADA department should communicate 
with VTA’s Grants department regarding 
invoices and supporting documentation from 
Outreach to ensure accurate reporting of 
trips. 

2.1  VTA management agrees with the 
recommendations. Staff will implement 
procedural processes that clearly 
address measures of how data 
reconciliation and total trip statistics 
are to be monitored, reported and 
billed. The success of the process is 
predicated on full TRAPEZE data 
access and contractor cooperation.   

Responsible Party: Chief Operating 

Officer 

Target Date: 9/30/16  
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Source Data Inconsistencies and Potential Errors (continued) 

2.2  Trapeze Trip / Record Modification  

Approximately 60,000 trips (for the period of December 1, 2014 

through June 30, 2015) were modified between the dates of January 

26, 2016 through February 7, 2016.  

These modifications by Outreach occurred within one day of when 
the AG requested a better understanding of trip data discrepancy 
from the paratransit provider. 

2.2  

Modified records that resulted in trips billed to 
VTA should be assessed to determine if they 
are valid, or if they should be charged back to 
the paratransit provider.   

2.2  VTA management agrees with 
the recommendation. Staff will 
implement procedural processes that 
clearly address measures of how data 
reconciliation and total trip statistics 
are to be monitored, reported and 
billed. Trip modification will only be 
permitted with requirements of proper 
coding and modification action tracker 
notes supported within the TRAPEZE 
scheduling software.  Implementation 
of these changes is predicated on full 
TRAPEZE data access, contractor 
cooperation and amendment of the 
current contract. 

Responsible Party: Chief Operating 
Officer 

Target Date: 9/30/16 

2.3  Incomplete Trapeze Trip/Record Data 

Trapeze data includes 119,000 trips where the actual pickup and 
drop-off time is noted as “-1”.  This could be a code or it could 
indicate that there was no actual pickup time. Per discussion with 
VTA, “-1” is typically used to identify an incomplete booking.   

Standard procedure is to remove incomplete booking records when 
creating an invoice. Approximately 38% of the trip records include a “-
1” value in the actual pickup time field.    

2.3  

We recommend VTA clarify how actual pick-

up and drop-off times are recorded in the 

Trapeze PASS system by the paratransit 

provider. 

We also recommend following up with 
Outreach to confirm how “-1” is used by the 
paratransit provider and make any corrective 
action if needed.  

2.3  VTA management agrees with 
the recommendations. Staff will 
implement procedural processes that 
clearly address measures of how data 
reconciliation and total trip statistics 
are to be monitored, reported and 
billed. The success of the process is 
predicated on full TRAPEZE data 
access, contractor cooperation and 
amendment of the current contract. 

Responsible Party: Chief Operating 

Officer 

Target Date: 9/30/16 
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Source Data Inconsistencies and Potential Errors (continued) 

2.4  Abnormal Username Distribution for Trapeze Trip Creation 
and Modification 

Approximately 560,000 client trip/records were created in Trapeze by 
a total of 69 Outreach usernames.      

Outreach employee(s) with the Username of “Active” inputted 
approximately 90,000 records (client trips). The records/trips input by 
“Active” may be a system generated procedure that loads 
subscription based customer trips on a periodic basis.  

A separate Username created approximately 32,000 records. That is 
128 records per day. That is one record every 3.75 minutes (8 hour 
day).    

Further, Username JESSEV modified approximately 208,000 records 
and Username TRANH modified approximately 176,000 records. 
They each modified more than one trip every minute.   

2.4  

We recommend clarifying with the paratransit 
provider how and why this very high volume of 
modifications occur, as well as who performs 
modifications. 

We recommend determining if it is possible to 
modify this many trips via manual keys, why 
there would need to be that many 
modifications, and what would drive a system 
upload. 

2.4  VTA management agrees with 
the recommendations. Staff will 
implement procedural processes that 
clearly address measures of how data 
reconciliation and total trip statistics 
are to be monitored, reported and 
billed. Trip modification will only be 
permitted with requirements of proper 
coding and modification action tracker 
notes supported within the TRAPEZE 
scheduling software. Successful 
implementation of these changes is 
predicated on full TRAPEZE data 
access, contractor cooperation and 
amendment of the current contract. 

Responsible Party: Chief Operating 

Officer 

Target Date: 9/30/16 

2.5  Missing Trapeze Records  

Trapeze PASS creates a unique, sequentially numbered booking ID 
when trip information is entered into the application. Similar to a 
check register, there should not be gaps in the booking ID sequence. 
After reviewing the database extract, we identified a significant 
number of missing booking ID's.  

There are 117,462 gaps with a total of 294,706 records that are 
missing/deleted. In a typical transit agency and industry best practice, 
standard operating procedure would prohibit deleting trip/records 
from the application. 

2.5   

We recommend clarifying with the paratransit 
provider how and why trips are deleted from 
the system, as well as who has access to 
delete records. 

We recommend determining if it is possible to 
delete this many trips via manual intervention, 
and why there would be a need to delete 
records.   

2.5  VTA management agrees with 
the recommendations. Staff will 
implement procedural processes that 
clearly address measures of how data 
reconciliation and total trip statistics 
are to be monitored, reported and 
billed. Best practices will be properly 
identified and explained that prohibit 
deletion of any records.   

Responsible Party: Chief Operating 

Officer 

Target Date: 9/30/16 
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Source Data Inconsistencies and Potential Errors (continued) 

2.6  Trips with Abnormal Trapeze Application Actions 

Trapeze PASS application records actions taken to schedule and 
administer trips. Actions would include scheduling, recording pick-ups 
and drop-offs, ride adjustments for unscheduled PCA or companion 
pick-ups, etc. Trip records should typically have 7 to 12 actions noted 
in the “NumLogActions” field.  

We noted that approximately 16,000 trips (dated in December 2014) 
had zero actions and approximately 35,000 trips (from dates year 
round) had one action.  

Trips records with zero actions could indicate that the trip was 
uploaded directly into the database and was not recorded through the 
normal Trapeze interface. Trip records with one action could indicate 
that the trip was added to Trapeze but never physically taken 
because there are no actions to record pick-up or drop-off.    

2.6   

We recommend investigating why Outreach is 

not using a consistent methodology to record 

trips.  

We recommend assessing the risk of 

overbilling as a result of this incomplete data, 

and seeking recovery of funds where 

appropriate.   

 

 

 

 
 

2.6  VTA management agrees with 
the recommendations. Staff will 
implement process and procedures 
that address procedures on how data 
reconciliation and total trip statistics 
are to be reported and billed. 
Implementation of this change will 
require amendment of the current 
contract. It will then be the 
responsibility of the contractor to 
make certain all sub-contracted 
providers are aware of these policies 
and procedures and adhere to them 
accordingly.  

Responsible Party: Chief Operating 

Officer 

Target Date: 9/30/16 

2.7  Misreported Trip / Record Count  

The trip count reported to the National Transit Database (NTD) is 
inconsistent with the trip count in the Trapeze production database 
extract.  

Trip totals reported to NTD are greater than trip totals in the Trapeze 
production database extract. Client trip totals are over-reported by 
approximately 11,148 trips. Outreach, and by extension VTA, is over-
reporting client trips, and therefore passenger trips, to the Federal 
government. 

2.7  

There is a risk of incorrect reporting to the 
NTD. We recommend VTA evaluate the effect 
of over- reporting the number of trips and 
inform the Federal Transit Administration 
(FTA) of its findings.     

 

2.7  VTA management agrees with 
the recommendation. Staff will 
implement process and procedures 
that address procedures on how data 
reconciliation and total trip statistics 
are to be reported and billed. 
Additional requirements will address 
how mandatory source data is to be 
reported to conform to NTD and FTA 
requirements. Implementation of 
these changes will require 
amendment of the current contract. 

Responsible Party: Chief Operating 
Officer 

Target Date: 9/30/16 
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Source Data Inconsistencies and Potential Errors (continued) 

2.8  Impact of County Contracts with Outreach   

Outreach is a state-designated consolidated transportation services 
agency (CTSA), and also manages multiple Santa Clara County 
programs focused on providing health and human services 
transportation.  

Santa Clara County has a “STARS” contract with Outreach that 
provides payment for transportation services for ADA eligible 
participants in the Senior Nutrition Program (SNP). Outreach certifies 
that the SNP participants require an ADA paratransit ride and bills the 
County.   

The County reimburses Outreach with a “subsidy” of $6.25 for each 
one-way ADA ride. It appears that some of these trips were also 
billed to VTA. 

2.8  

VTA should consider the impact of comingled 
data which is prohibited in the contract with 
Outreach.  

VTA should investigate the potential double 
billing of VTA’s ADA trips and the County’s 
social service programs for the same riders.  

 

2.8  VTA management agrees with 
the recommendations. Staff will 
request and review Outreach’s 
policies and procedures that identify 
how data for separate billing sources 
are controlled to prevent double 
billing. Should procedures lack 
sufficient protocols to prevent 
potential billing mistakes, staff will 
request specific changes with the 
expectation of immediate 
implementation.       

Responsible Party: Chief Operating 

Officer 

Target Date: 9/30/16 
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APPENDIX A—RATING DEFINITIONS 

Observation Risk Rating Definitions 
 

Report Rating Definitions 

Rating Definition  Rating Explanation 

Low 

Process improvements exist but are not an 
immediate priority for VTA. Taking advantage of 
these opportunities would be considered best 
practice for VTA. 

 

Low 

Adequate internal controls are in place and operating effectively. Few, if 
any, improvements in the internal control structure are required. 
Observation should be limited to only low risk observations identified or 
moderate observations which are not pervasive in nature. 

 

Medium 

Process improvement opportunities exist to help VTA 
meet or improve its goals, meet or improve its 
internal control structure, and further protect its brand 
or public perception. This opportunity should be 
considered in the near term. 

 

Medium 

Certain internal controls are either: 

 Not in place or are not operating effectively, which in the aggregate 
represent a significant lack of control in one or more of the areas 
within the scope of the review. 

 Several moderate control weaknesses in one process, or a 
combination of high and moderate weaknesses which collectively 
are not pervasive. 

 

High 

Significant process improvement opportunities exist 
to help VTA meet or improve its goals, meet or 
improve its internal control structure, and further 
protect its brand or public perception presents. This 
opportunity should be addressed immediately. 

 

High 

Fundamental internal controls are not in place or operating effectively for 
substantial areas within the scope of the review. Systemic business risks 
exist which have the potential to create situations that could significantly 
impact the control environment. 

 Significant/several control weaknesses (breakdown) in the overall 
control environment in part of the business or the process being 
reviewed. 

 Significant non-compliance with laws and regulations. 

 High risk observations which are pervasive in nature. 

 

Not Rated 
Opportunity to improve efficiency or profitability of operations, but does not 
indicate an internal control weakness or a material inefficiency. 
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Paratransit service is required by the Federal Americans with Disabilities Act (ADA) to complement fixed route transit by offering an equivalent level of 

transportation service for persons who are unable to use fixed route transit due to their disabilities. Federal regulations require ADA paratransit to meet the 

following criteria: 

 Service must be available in an area within ¾ of a mile of VTA’s fixed route system; 

 Eligible customers are able to schedule trips for service next week; 

 The paratransit trip fare cannot be greater than twice the fare for a trip of similar length, at a similar time of day, on VTA’s fixed route system; 

 There are no restrictions on trip purpose or priorities; 

 Service is available during the same hours and days as fixed route service; and  

 The availability of paratransit service to eligible customers is not limited.  

VTA has contracted with Outreach since 1993 to provide ADA paratransit brokerage services. Although the contract has been amended since its inception, the 

brokerage services contract has not been competitively bid by VTA since 1993, a period exceeding 20 years. Most recently, on December 12, 2013, VTA’s 

previous general manager and chief operating officer both recommended that the Outreach Paratransit contract be extended without VTA completing a 

competitive bid process or comprehensive cost analysis. Based on this recommendation, VTA’s Board of Directors approved the contract extension on 

December 23, 2013, whereby the period of performance was to continue in effect through June 30, 2021. Then, beginning July 1, 2021 and every other July 1 

thereafter, the agreement will automatically renew for another two-year term, effectively affording the ADA paratransit brokerage services agreement 

evergreen status.  

The primary functions of Outreach as the paratransit broker include: (A) determining eligibility of customers to use the ADA paratransit service; (B) managing 
customer fare payment accounts; (C) scheduling customer reservations for service; (D) dispatching paratransit trips; (E) monitoring and resolving customer 
issues; (F) managing the vehicle fleet; and (G) procuring and establishing contracts with transportation service providers and other ADA paratransit service 
sub-contractors.  

Transportation service providers are responsible for providing actual ADA paratransit service trips that are scheduled by Outreach. As of FY 2016, Outreach 
contracts with MV Transit as the primary, dedicated transportation provider. Additionally, Outreach utilizes non-dedicated transportation providers (typically 
local taxi companies) to provide additional ADA transportation services.  

For FY 2016, Outreach expects to deliver 754,000 trips and incur gross capital and operating expenses of approximately $23 million, with an approved net cost 
(less fares and other revenue) to VTA of $19.8 million. As a designated consolidated transportation services agency (CTSA), Outreach also manages multiple 
programs that are focused on providing health and human services transportation within Santa Clara County for populations such as low income persons, 
older adults, Cal WORKS participants, homeless persons, veterans and persons with disabilities.  

In 2011, VTA’s Auditor General’s Office conducted a contract compliance audit, the objective of which was to assess Outreach’s contract compliance, 
processes and controls regarding invoicing and compensation, reporting to VTA, ADA eligibility, third-party subcontracting and vendor management. Audit 
results were submitted to VTA’s then Audit Committee. The report identified three findings that, as discussed in the December 2013 Board recommendation 
presented by VTA management, were said to have been fully addressed. However, as described in the detailed observations and recommendations section of 
this report, it is clear that any remediation was not sustained over time. The prior audit findings are still present and potentially more pervasive than previously 
identified.  

APPENDIX B—DETAIL BACKGROUND INFORMATION 



From: Board.Secretary  
Sent: Monday, June 20, 2016 5:01 PM 
To: VTA Board of Directors; VTA Advisory Committee Members 
Subject: VTANews: VTA Board to Address Current Paratransit Contract 
 

 
VTA Board to Address Current Paratransit Contract 

 
San Jose, Calif. – At the June 24 meeting, the Santa Clara Valley Transportation Authority 

(VTA) Board of Directors will receive a recommendation by VTA’s Auditor General to change 

the contract with the current paratransit broker. Outreach & Escort, Inc. (Outreach) is a private 

contractor that has provided Americans with Disabilities Act (ADA) paratransit broker services 

to VTA since 1993. Paratransit is a specialized, door-to-door transit service for people with 

disabilities who are not able to ride fixed-route public transit independently. 

At the request of the Board, Governance & Audit Committee and VTA executive management, 

an audit of the current paratransit contract was conducted in late 2015. The conclusion is that the 

current contract does not provide for adequate management oversight, record keeping and billing 

practices and this represents an unnecessary risk to VTA. 

As a result, the recommendation to the Board is, under the provisions of their current contract, 

that Outreach be given a notice of termination. This allows for a twelve month transition period 

during which VTA will look at best practices, determine the most effective service delivery 

method and establish a new contract and scope under terms that provide a stronger level of 

oversight. 

During this one-year transition period, paratransit service recipients will not experience any 

change to their service, policies or pricing. VTA is committed to maintaining quality service 

delivery and user experience. This means that customers will still follow their usual process to 

schedule trips, use the same vehicles and see the same safe and courteous drivers. All paratransit 

policies and pricing will remain unchanged. 

Since the industry has changed over time, as well as VTA’s continuing efforts to identify overall 

efficiencies, VTA is taking this opportunity to examine different service delivery models, 

keeping the needs of customers first and foremost. 
 

About VTA 

Santa Clara Valley Transportation Authority (VTA) is an independent special district that provides 

sustainable, accessible, community-focused transportation options that are innovative, environmentally 

responsible, and promote the vitality of our region. VTA is responsible for bus, light rail and paratransit 

operations and also serves as the county’s congestion management agency.  

 

# # # 
Contact:                                                                                                                                                            

                                                                                   June 20, 2016 

Bernice Alaniz, Bernice.Alaniz@vta.org 

Brandi Childress, Brandi.Childress@vta.org 

408.464.7810 

mailto:Bernice.Alaniz@vta.org
mailto:Brandi.Childress@vta.org


From: Board.Secretary  
Sent: Monday, June 20, 2016 2:16 PM 
To: VTA Board of Directors; VTA Advisory Committee Members 
Cc: Vogel, Aaron 
Subject: Proposed transition for VTA's Paratransit Program 
Importance: High 
 

VTA Board of Directors and VTA Advisory Committee Members:  

 

VTA, who has contracted with Outreach and Escort, Inc. to provide Americans with Disabilities 

Act (ADA) paratransit brokerage services since 1993, is proposing a process that will transition 

the management and oversight of its paratransit program.  

 

At the June 24 meeting, the VTA Board will receive a recommendation by VTA’s Auditor 

General to change the contract with the current paratransit broker.  

 

At the request of the Board, Governance & Audit Committee and VTA executive management, 

an audit of the current paratransit contract was conducted in late 2015. The conclusion is that the 

current contract does not provide for adequate management oversight, record keeping and billing 

practices and this represents an unnecessary risk to VTA. 

 

As a result, the Auditor General is recommending to the Board under the provisions of their 

current contract, that Outreach be given a notice of termination. This would allow for a twelve 

month transition period during which VTA will look at best practices, determine the most 

effective service delivery method and establish a new contract and scope under terms that 

provide a stronger level of oversight. 

 

During this one-year transition period, paratransit service recipients will not experience any 

change to their service, policies or pricing. VTA is committed to maintaining quality service 

delivery and user experience. This means that customers will still follow their usual process to 

schedule trips, use the same vehicles and see the same safe and courteous drivers.  

 

Since the industry has changed over time, as well as VTA’s continuing efforts to identify overall 

efficiencies, VTA is taking this opportunity to examine different service delivery models, 

keeping the needs of customers first and foremost. 

 

Again, we want to emphasize that the service will not change.  

 

A fact sheet with more details is attached. If you have further questions, please contact VTA’s 

Regional Transportation Services Manager Aaron Vogel at (408) 321-7024 or by email at 

Aaron.Vogel@vta.org. 

 

Inez Evans 

Chief Operating Officer   
 
Santa Clara Valley Transportation Authority 
3331 N First Street, San Jose, CA 95134 

mailto:Aaron.Vogel@vta.org


408.321.5680   
board.secretary@vta.org 
Find us on Facebook, Twitter, Instagram, YouTube and LinkedIn 
 

mailto:board.secretary@vta.org
https://www.facebook.com/scvta
https://twitter.com/vta
http://instagram.com/scvta
https://www.youtube.com/scvta
http://www.linkedin.com/company/vta
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Fact Sheet 
Paratransit Service Contract  

 

VTA’s Paratransit Program 
 
Outreach & Escort, Inc. (Outreach) is a private contractor that has provided Americans with 
Disabilities Act (ADA) paratransit brokerage services to VTA since 1993. Paratransit is a 
specialized, door-to-door transit service for people with disabilities who are not able to ride 
fixed-route public transit due to an inability to board, ride or disembark independently. 
 
As a broker, Outreach subcontracts with MV Transportation as the sole transportation services 
provider. MV Transportation is responsible for recruiting, training and staffing drivers and 
support personnel to operate the paratransit service.   
 
A total of 215 vehicles were used for paratransit service in June 2015, 187 of which were owned 
by VTA. Additionally, Outreach utilized non-dedicated transportation providers (typically local 
taxi companies) to provide additional ADA transportation services. 
 
For Fiscal Year 2016, Outreach reports that they expect to deliver 754,000 trips and incur gross 
capital and operating expenses of approximately $23 million, with an approved net cost (less 
fares and other revenue) to VTA of $19.8 million. 
 

Audit History of Paratransit Program  

 
Although VTA’s current contract with Outreach has been amended through the years, since 
initial inception and award more than 20 years ago, VTA has not put the contract out for 
competitive bidding. 
 
In 2006, VTA initiated a competitive process for the eligibility assessment component of the 
paratransit program. This action was met with significant criticism and concerns from VTA’s 
Committee for Transit Accessibility and members from the disabled community. As a result, the 
VTA Board directed staff to not separate the eligibility process from its existing paratransit 
contract with Outreach.  
 
A subsequent audit in 2011 evaluated contract compliance by the broker that determined 
Outreach was providing the required reports and billing to VTA and VTA was processing the 
information appropriately.  This Audit was focused on VTA’s processes and practices and not on 
the validity of the source documents supporting Outreach’s reports.  As a result, this Audit 
rated the risk factor as “Low.” 
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In November 2015, an in-depth audit was prompted by the request of VTA’s Board of Directors, 
Governance & Audit Committee and VTA’s new senior management. This most recent audit 
focused on source documentation from Outreach in order to assess the effectiveness of 
internal controls related to this service, including financial billing and reporting, to determine if 
appropriate safeguards are in place to minimize service related liabilities and to identify 
potential opportunities for process and control improvements.  

 
Auditor General Findings 
 
The major findings of the audit include: 
 

 Without routine competitive bids, VTA cannot fully perform due diligence, obtain 
independent cost estimates, and adequately determine if the aggregate costs of its ADA 
paratransit program align with current market rates. 

 VTA does not have independent access to Outreach’s systems to be able to verify critical 
operational and financial data reported by Outreach to the National Transit Database 
(NTD) including eligibility, ridership and financial information. 

 Outreach has not produced documentation or evidence that effective system controls 
exist, thus the integrity of ADA data reported to the NTD and financial reporting may be 
compromised. 

 Outreach’s invoicing process is unnecessarily complex and lacks the support to validate 
expenses from third party or system generated reports or schedules. 

 Outreach currently manages VTA’s ADA paratransit eligibility program, which is a 
potential conflict of interest. Additionally, Outreach does not require applicants to 
complete an in-person functional assessment to verify eligibility. 

 VTA staff does not own or have access to TRAPEZE scheduling system or other trip data 
to properly reconcile the monthly trip data.  

 Supporting invoice documentation was vague and without details that also hindered 
reconciliation efforts.  
 

VTA’s response to the Auditor General’s Report 
 
The VTA Board will make a decision on June 24, 2016, regarding the Auditor General’s 
recommendation to terminate the contract with Outreach and Escort, Inc. for convenience1. 
Should the Board support the recommendation, it would result in a one-year transition period 
with current paratransit provider, while concurrently a competitive procurement process for 

                                                        
1 Termination for convenience provisions are standard clauses in contracts seen in both the public and 
private works settings, generally allowing one party to terminate a contract even in the absence of the 
other party's fault or breach, and without suffering the usual financial consequences of a breach. 
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replacement paratransit services would commence to ensure uninterrupted service to 
paratransit customers.  
 

To ensure a safe transition with minimal disruption, VTA would continue with Outreach and  
the current transportation provider subcontracted by Outreach, MV Transportation, to 
continue to provide services through the one-year period. This means that passengers will 
continue to see the same drivers, use the same vehicles and provide the same level of safe and 
courteous service. 
 
In the meantime, VTA would develop a detailed Request for Proposal (RFP) and would conduct 
a competitive bid process to select a new transportation provider for the ADA paratransit 
operations. Consideration will be given to whether or not the current broker model is 
appropriate moving forward.  A new contractual arrangement could provide VTA with more 
direct oversight and control of the paratransit program.  In addition this process will provide 
VTA with the opportunity to evaluate new methods of service delivery. 
 
It is anticipated that a new contractor can be selected by early April 2017 with service 
commencing under their direction in early September 2017. 
 

Changing Course 
 
Taking into consideration the audit findings, along with continual efforts to improve overall 
operational and contractual efficiencies, VTA is taking this opportunity to have more direct 
oversight and control of the paratransit program. In this regard, VTA has already dedicated 
additional internal resources to manage the program and ensure the highest quality service in 
the most cost-effective way possible. 
 
Specific to the competitive bid process, the RFP would be designed to transfer direct control 
and accountability of the vehicles, facilities and process software data to VTA. This would give 
VTA greater ability to leverage opportunities and strengths, increase transparency and 
eliminate inefficiencies. The contract structure would also separate the assessment of 
paratransit ridership eligibility from actual transportation operations, removing any real or 
perceived conflicts of interest.  
 
This path forward guarantees the most responsible stewardship of taxpayer dollars, enhances 
VTA’s commitment to the community, and ensures compliance with all federal and internal 
audits. 
 
 
 
 
 



From: Board.Secretary  
Sent: Monday, June 20, 2016 1:25 PM 
To: Board.Secretary 
Subject: VTA Information: Board of Directors Agenda Packet Link - June 24, 2016 Regular Meeting 
Importance: High 
 

VTA Board of Directors, 

 

You may access your VTA Board of Directors Agenda Packet for the June 24, 2016, Regular 

Meeting by clicking the link below: 
 
http://vtaorgcontent.s3-us-west-1.amazonaws.com/Site_Content/bod_062416_packet.pdf 

 

We would like to thank you for your contribution in VTA’s goal to “GO GREEN” by 

subscribing electronically to the packets. Members who have requested printed packets will 

receive them today. 

 

Thank You, 

 
Office of the Board Secretary 

Santa Clara Valley Transportation Authority 

3331 N. First Street 

San Jose, CA 95134 

408.321.5680 

board.secretary@vta.org 
 

http://vtaorgcontent.s3-us-west-1.amazonaws.com/Site_Content/bod_062416_packet.pdf
tel:408.321.5680
mailto:board.secretary@vta.org
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