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DEPARTMENT OF TRANSPORTATION

TO: Transportation Commission

FROM: Mark Imhoff, Director, Division of Transit & Rail
DATE: December 10, 2013

RE: Interregional Express Bus Workshop
Purpose:

The purpose of this memo is to build on the information and materials presented at the
November Interregional Express Bus Workshop. In November, a number of issues were
raised by the Commission. This memo addresses those issues. Following this memo is a
White Paper with a comprehensive description of the staff recommended Interregional
Express (IX) Bus Plan, including updates from the input received at the November
Workshop. We seek your continued input at the Commission Workshop in December, and
if you concur to request approval to implement the IX Plan at the January Commission
meeting. The Policy Brief for the Interregional Express Bus Service (including maps) is
attached at the end of this memao.

Policy Direction: Should CDOT operate interregional bus service?

The CDOT mission statement is “to provide the best multi modal transportation system”;
the 1X adds transit to the modal options in the 1-25 and I-70 corridors. The statutory
language creating the Division of Transit & Rail and the FASTER Statewide Transit funds
gives CDOT the authority to develop and fund transit services, including the use of FASTER
Statewide Transit funds ($10M/year) for operations. In addition, the FASTER funds flow
through the Highway Users Trust Fund (HUTF). The Colorado Attorney General’'s Office
agrees and supports CDOT's authority to fund and operate transit service, and that the
FASTER funds for the plan implementation do not violate the HUTF provisions.

Under the plan, CDOT would become the operating entity, purchase the buses, and contract
with a private provider for the annual operation and maintenance. The CDOT buses would
connect with local transit systems at key intermodal stations thereby linking communities and
providing good collection and distribution capabilities. No entity, except CDOT, has the
jurisdiction and authority to provide interregional transit service, nor a stable funding source
to pay for multi-jurisdiction transit services.

IX net investment (subsidy); what is the worst case?

At the November Workshop there were a number of questions and comments around the
finance/budget plan. The annual operations & maintenance cost risk will be transferred to a
private operator through a three year contract (plus two one-year options). For the purposes
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of the IX financial projections, conservative O&M cost estimates were prepared using the high
end of the operating cost range ($4.15/revenue mile).The Commission will have another
checkpoint on O&M costs after CDOT receives the private operator cost proposals.

CDOT will retain the fare box revenue risk. Two fare box revenue scenarios have been
developed to describe the limits (range) of the fare box revenue risk; (1) the IX Plan as
presented at the November Commission Workshop, and (2) a “worst case” scenario generated
assuming half of the forecast ridership that is represented in the IX Plan. The financial

projections for administrative and operating costs, a bus replacement fund, and fare box
revenue yield the following IX net investment, or subsidy, over the first four years of operation

FY 2015 — FY 2018 (note: this table does not include the initial, FY 2014, capital investment of

$9.0M):

IX Net Investment (subsidy)

FY 2015 FY 2016 FY 2017 FY 2018 4 yr Total
Admin and Operating Expenses S 2,145,077 S 2,664,302 S 2,679,987 S 2,744,326 $ 10,233,692
Replacement fund S 487,500 S 650,000 S 650,000 S 650,000 S 2,437,500
Total Annual Costs S 2,632,577 S 3,314,302 S 3,329,987 S 3,394,326 S 12,671,192
IX Plan Forecast
Annual Fare Revenue S 647,817 S 1,033,918 S 1,377,697 S 1,635,861 S 4,695,293
Annual Net Investment (subsidy) S 1,984,760 S 2,280,384 S 1,952,290 S 1,758,465 $ 7,975,899
Fare box recovery ratio 30% 39% 51% 60%
Worst Case Scenario
Annual Fare Revenue S 323,981 S 519,977 S 687,558 S 828,303 $ 2,359,819
Annual Net Investment (subsidy) S 2,308,596 S 2,794,325 S 2,642,429 S 2,566,023 $ 10,311,373
Fare box recovery ratio 15% 20% 26% 30%

The details of the financial projections shown above can be found in the IX White Paper that
follows this memo. To address questions and concerns raised at the November Workshop, a
few modifications, clarifications and expanded explanations have been incorporated into the
finance/budget plan.

IX recommended funding:

The staff recommendation to fund the IX Plan is to dedicate an annual allocation of $3.0
million from the FASTER Statewide Transit pool ($10 million total pool). At the end of every
year any excess funds would be transferred to an IX Cumulative Reserve. The Cumulative
Reserve would be an account under the control of the Commission. The Cumulative Reserve
could be used to purchase additional buses if the demand warrants, or to make additional
Park-and-Ride expansions or improvements. It is further recommended that this fund be
allowed to grow to a maximum of $3.0M (one year of FASTER Statewide Transit allocation)
from the net annual operating balance. Once the Cumulative Reserve reaches $3.0M it is
recommended that the remainder above $3.0M be refunded to the FASTER Statewide pool for
capital awards to other grantees.

Does the IX Bus Plan compete with the private sector?
The IX Bus Plan is allowed to operate in accordance with the State Government Competition
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with Private Enterprise Act (enacted 1988); the Attorney General’s Office has been consulted
and concurs.

Further, the IX compliments the national intercity bus system which is owned and operated by
the private sector. The intercity bus system links major metropolitan areas, whereas the 1X is
focused on serving the residents and destinations of the respective corridors. The geographic
overlap is off-set by complementary time schedules. Greyhound is supportive of the 1X; their
letter of support is attached. Furthermore, the IX expands and enhances the state transit
network providing missing linkages between local transit systems. Together with local transit
systems and the intercity network, the IX provides Colorado with better transit coverage and
linkages.

Is the IX fare structure well-conceived?

The goal of the IX fare structure analysis was to provide an affordable modal option to driving
a private automobile and maximize ridership, while generating a fare box revenue stream that
can minimize the state investment and fund added service if the demand warrants. The fare
structure analysis included the fare structures from five peer express bus operations, and the
fare structures of agencies around the state. The proposed fare structure is based on
$0.17/mile for a single ticket purchase with discounts for multiple ride packages. The
proposed fare structure is below the cost of driving a private automobile, below the cost of
intercity bus, and will allow the IX system to operate within the proposed funding limits
($3.0M/year). Standard industry practice is to offer multiple ride discounts or monthly passes.

Should the IX Plan include outside advertising to generate additional revenue?

The Attorney General’s Office has reviewed CDOT'’s ability to advertise. Currently, CDOT
does not have a general revenue raising authority in statute; nor does HPTE for that matter.
The only allowance for CDOT to raise revenues is contained in the Public-Private Initiatives
Program (CRS 43-1-1201), however CDOT would have to demonstrate how entering into a
partnership for advertising would provide a public benefit to the I1X service.

Advertising was suggested multiple times during the development of the plan. The IX Plan
does not include advertising in the initial offering; the plan was to utilize the potential
advertising space to promote the system and educate the public on CDOT’s emerging transit
role. Assuming CDOT can meet the provisions of the Public-Private Initiatives Program,
advertising could be added at any time.
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November 2013

CDOT Plans First-Ever State Operated
Interregional Express Bus Service

In an effort to further develop and connect the statewide transit network, CDOT has proposed establishing an
Interregional Express (IX) bus service for the 1-25 Front Range and I-70 Mountain Corridor. The IX would
connect major population and employment centers and local transit entities with Colorado’s first-ever state
owned and operated bus system. The IX proposal helps further CDOT’s multi-modal mission and fulfills a key
responsibility outlined in the 2009 FASTER legislation, which established CDOT’s Division of Transit and
Rail. In addition, the IX helps accomplish transit-related action items recommended by the 1-25 North and 1-70
West environmental studies.

Background
The purpose of the IX is to provide an interregional element to the local transit network, to connect population

and employment centers, and to provide a peak period express service that enhances the capacity of the existing
transportation system without major infrastructure costs. CDOT proposes providing service along the 1-25
corridor connecting Fort Collins, Denver and Colorado Springs; and on the 1-70 mountain corridor connecting
Glenwood Springs, Eagle, Vail, Frisco, and Denver.

Over the last year, the Division of Transit and Rail (DTR) has been working with corridor stakeholders,
including a special IX Subcommittee, to seek input on the IX concept. DTR also conducted a peer review of
similar state-run services. This outreach provided critical feedback and helped inform many important details of
the service, including linkages with local transit systems, fare structure and ticketing, and bus procurement.

Status and Timing

This fall, CDOT is conducting another round of outreach to key stakeholders along the two corridors. DTR
plans to seek final approval to initiate the service from the Transportation Commission at their December 2013
meeting. The goal is to establish service along both corridors in late 2014.

Finance/Budget Plan:

Capital and start-up costs will be funded by existing unallocated FASTER Transit Statewide funds and
remaining SB 1 funds dedicated for transit. The on-going operating and maintenance, and future year capital
requirements will be programmed to not exceed a budget of $3M/year to be funded out of the annual FASTER
Transit Statewide pool. Fare box revenues would be used to supplement the $3M/year budget or to expand
service if desired.

Frequency of Service

Along the 1-70 mountain corridor, 1 round trip will operate per weekday between Glenwood Springs and
Denver Union Station. Along, 1-25, 6 round trips per day (5 peak, 1 off-peak) are proposed from Colorado
Springs to Denver and 5 round trips per day (4 peak, 1 off-peak) from Fort Collins to Denver.

Rolling stock/vehicles:
13 over-the-road buses will be acquired by CDOT and leased to the contract operator.

Park and Rides:

All of the necessary park and rides exist in the 1-25 corridor, but need some improvements for opening day to
accommodate buses and expansion where near capacity. Future capital improvements will be programmed as
budget allows. The 1-70 corridor has existing bus accessible park and rides, and will need no capital
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improvements. Park and ride needs will be programmed for initial start-up and future years as part of the
Interregional Express Financial Plan.

Fare Structure:

The fare structure concept being considered is based on $0.17/mile for a single ticket purchase with significant
discounts for multiple ride packages.

Service Maps:

Glenwood - {&5)
Springs B

Fort Collilns :

AN

Monument

470

For more information, please contact Michael Timlin at 303) 757-9648.
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Greyhound Lines, Inc.
State Government Affairs

361 West Main Street
Hendersonville, TN 37075

December 10, 2013

Mr. Mark Imhoff, Director - Division of Transit and Rail
Colorado Department of Transportation

4201 E. Arkansas Ave.

Denver. CO, 80222

Dear Mr. Imhoff,

| am writing on behalf of Greyhound Lines, Inc. concerning the Colorado Department of Transportation's
planned Interregional Express Bus service. As envisioned by CDOT, this new service will usher in an
important new concept for coordinated local, regional and intercity modes that enhance available
transportation options in central and northern Colorado. Coordinating these options --- including
regional and intercity buses, regional and intercity rail and air travel --—- could set a new standard for
passenger transportation in the region and throughout the nation.

While the majority of the Interregional Express Bus service will be commuter-focused, the service is
intended to also supplement and better coordinate with Greyhound’s unsubsidized service in the 1-25
corridor. Greyhound’s support relies on CDOT’s vision to ensure meaningful connections to the national
intercity bus network and advance CDOT’s multimodal mission by providing Colorado citizens additional
seamless transportation choices.

Greyhound values its partnership with CDOT, and together we have enhanced service connections
between rural Colorado communities and the regional and national transportation network in recent
years. Effective use of FTA’s 5311(f) “in-kind” match program --- allowing the calculable value of
Greyhound’s unsubsidized network as the local match --- has saved the state and local governments
millions in the last few years. in 2014, Greyhound expects to contribute more than $1.25M of in-kind
match for service to and from rural CO communities that make meaningful connections to the State’s
transportation network.

Though the express bus service will not require use of Greyhound’s in-kind match (saving the company’s
match for other CO services), making a meaningful connection with Greyhound will allow CDOT and
Greyhound to supplement the number of daily schedules in the affected corridors. This will make
available Greyhound’s additional, unsubsidized schedules in the corridors to CO residents and express
bus schedules to Greyhound customers. This is a unique arrangement that would exist nowhere else,
and it is an exciting policy decision that makes effective use of existing resources at the lowest possible
cost.
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Mr. Mark Imhoff
December 10, 2013
Page Two

I look forward to seeing you next week and working with you and your staff on implementation and
coordination efforts.

Sincerely,

~- )
Ry A g
Randy s
GreyhoundState Government Affairs

02 IX Bus Workshop: Page 7 of 63



DEPARTMENT OF TRANSPORTATION A\

Division of Transit and Rail

4201 East Arkansas Avenue, Room 227 '.‘m
Denver, CO 80222 ]

Phone: 303-757-9646 DEPARTMENT OF TRANSTORTATION
Fax: 303-757-9656

Interregional Express Bus Plan
White Paper
December, 2013
Purpose:

The purpose of this white paper is to present the Transportation Commission with the staff
recommendation for the Interregional Express (IX) Bus Plan. The Plan incorporates the
input received at the November Commission Workshop. If the Commission concurs, we will
request approval to implement the Plan at the January Commission meeting.

Background:

The CDOT mission statement is “to provide the best multi modal transportation system”; the
IX adds transit to the modal options in the 1-25 and I-70 corridors. The statutory language
creating the Division of Transit & Rail and the FASTER Statewide Transit funds gives
CDOT the authority to develop and fund transit services, including the use of FASTER
Statewide Transit funds ($10M/year) for operations. In addition, the FASTER funds flow
through the Highway Users Trust Fund (HUTF). The Colorado Attorney General’s Office
agrees and supports CDOT'’s authority to fund and operate transit service, and that the
FASTER funds for the plan implementation do not violate the HUTF provisions.

Under the plan, CDOT would become the operating entity, purchase the buses, and
contract with a private provider for the annual operation and maintenance. The CDOT
buses would connect with local transit systems at key intermodal stations thereby linking
communities and providing good collection and distribution capabilities. No entity, except
CDOT, has the jurisdiction and authority to provide interregional transit service, nor a stable
funding source to pay for multi-jurisdiction transit services.

Last December (2012), the Commission directed staff to prepare an operating and
implementation plan for consideration once developed. DTR has developed the
Interregional Express Bus Plan with the following guidance and assistance:

e Transportation Commission November 2013 Interregional Express Bus
Workshop.

e Transit & Intermodal Committee input at their regular March meeting and a special
April workshop.

e A Sub-Committee of the Transit & Rail Advisory Committee (TRAC)
supplemented with transit providers in the I-70 and 1-25 corridors; monthly
meetings.

e Consultant expertise through the Intercity and Regional Bus Network Study. The
Interregional Express element is near complete and the draft of this element will
be provided as part of the November TC Workshop.

1
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The conceptual plan presented last December has evolved over the past nine months. In
March and April we received clear direction from the T&l Committee to (1) focus on the 1-25
and I-70 corridors, (2) focus on express service, with few stops over long distances, (3)
scale the service for success, but start small with possible phasing, and (4) reserve options
for serving shorter distance communities along the routes for TC future policy discussions
and cost sharing provisions.

This memo gives a summary overview of the Interregional Express Bus plan. Two more
documents are available:
e The Interregional Express Bus description being prepared for the prospective
contract operators; to be a part of the
RFP. http://www.coloradodot.info/about/committees/trac/Documents/InterregionalExpressBusDr
aftServicePlan.pdf

e The Interregional Express Appendices to the Statewide Intercity and Regional Bus
Network Study. The study effort had specific tasks for the analysis and
development of the Interregional Express Bus service, including peer research and
analysis, ridership forecasts, service planning, cost estimation, and stakeholder
involvement. The results are shown in three appendices and describe the service
plan contained in this memo, plus recommendations for service expansion if and
when additional revenue sources become available:

0 Appendix A: Technical Memorandum for the I-70 Mountain Corridor (Draft)

0 Appendix B: Interregional Express Bus (Draft)

0 Appendix C: Demand Estimation (Dratft)
http://www.coloradodot.info/about/committees/trac/Documents/SST7035.163and.164.pdf

Also throughout this memo there are references to other supporting documents:
e Draft consultant scope of services for branding and initial marketing concept and
materials: http://www.coloradodot.info/about/committees/trac/Documents/InteregionalExpressB
usBrandingandCommunicationsScope.pdf

e Draft Customer Service
Plan: http://www.coloradodot.info/about/committees/trac/Documents/InterregionalExpressBusD
raftCustomerServicePlan.pdf

e Bus purchase procurement
schedule: http://www.coloradodot.info/about/committees/trac/Documents/INTERREGI
ONALEXPRESSBUSDRAFTVEHICLEPROCUREMENTSCHEDULE.pdf

Interregional Express Bus Purpose and Role:

The IX service was developed to augment and connect population and employment
centers, and local bus systems along the I-25 and I-70 Mountain Corridors. Providing fast,
express service to residents making commuter and “essential travel” trip purposes are the
primary function of the IX. “Essential travel” includes business, shopping, medical, air
travel, pleasure and other trip purposes; recreational trips (like skiing) are not intended to
be a primary purpose of the Interregional Express service.
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The service schedules have been developed to best fulfill these travel needs. The trip
departure and arrival times, and the frequency of service are tailored to best serve the
respective trip purposes. The corridors have different travel characteristics and needs as
follows:

e The 1-25 service will focus on commuter travel from Fort Collins and Colorado Springs
to downtown Denver on weekdays; no weekend service. One off-peak trip will also
be offered to provide flexibility to commuters when needed, and to accommodate
other essential travel trip needs.

e The I-70 service will have a focus on essential travel needs; one round trip per
weekday from Glenwood Springs to Denver. The 1-70 corridor is quite different in
character from the 1-25 corridor, and has a unique set of long distance travel needs.
In-depth dialogue and evaluation with the corridor stakeholders concluded that service
gaps exist between Glenwood Springs, Eagle County and Summit County; an
expansion of local/regional services already offered by the local transit entities with a
focus on commuter patterns is the more efficient and preferred solution. There is a
need and demand for IX service from Glenwood Springs and Eagle and Summit
Counties to the Denver metropolitan area for a multitude of trip purposes, or “essential
travel”.

Statewide Bus Transit System:

Local transit systems make up the foundation of the state transit system; the 1X service will
support and complement the local investment. Currently the local network is augmented by
an intercity bus network. Intercity bus is intended to connect urban areas, often across state
boundaries, and to offer rural areas access to the intercity network. The private sector
provides the intercity network across the United States; they operate on a service schedule
derived to best connect large metropolitan areas, and they stop at convenient intermediate
cities and towns along the way. In addition, some rural intercity routes that are important for
the state network, but not profitable for private providers, are operated in partnership with the
public sector. The FTA realizes the value of intercity bus services to rural areas and has a
program for operational funding (Section 5311(f)) to promote rural intercity routes that feed
the national intercity network®.

To be eligible the rural intercity feeder route must meet and interface with the intercity bus
timetables, and cannot by definition serve a commuter or other trip purpose that does not
interface with the intercity bus timetables. Colorado receives approximately $1.6M per year
in FTA Section 5311(f) funds, and in turn grants these funds to entities providing rural
intercity feeder routes to the national intercity network. These subsidized intercity services
are an important part of the statewide bus transit network. CDOT strives to maximize both
the private sector investment in intercity services and the services to rural residents. The
figure below depicts the Colorado Intercity bus network, and distinguishes between the
private sector intercity network, and the rural intercity feeder routes that have operating
assistance grants through the FTA 5311 (f) program. CDOT partners with UDOT on the
rural intercity route that connects Denver to Salt Lake City (via US 40), and with KDOT on

! Intercity bus is defined by FTA as “...regularly scheduled bus service for the general public which operates
over fixed routes connecting two or more urban areas not close in proximity, which has the capability for
transporting baggage carried by passengers, and which makes meaningful connections with scheduled intercity
bus service to more distant points, if such service is available.” (The definition expressly does not include
commuter service).

3
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the Pueblo to Wichita route (via US 50).

Colorado
Intercity Bus/FTA S. 5311(f) Intercity Rural Feeder ‘

Lo
M\

| N mmmm Un-subsidized Intercity Bus

V7T o FTA 531108 Intercity Rural
| Feeder awarded but not yet
H started

The Interregional Express service does not qualify for FTA 5311(f) funding because the
primary function is to serve the travel needs and destinations within the corridor, not as a
feeder to the intercity bus network. An added benefit to the corridor residents is an interface
with the intercity network in Denver, where coincidently the IX timetable may coincide with
intercity bus routes pulsing out of the Denver hub. For example, the 1X run along I-70 will not
operate on a similar timetable with the intercity route that traverses I-70, but it may allow a
connection in Denver with an intercity bus route to Chicago or Dallas.

Service Plan:
The I-25 service will focus on commuter travel from Fort Collins and Colorado Springs to
downtown Denver on weekdays; no weekend service. One off-peak trip will also be
offered to provide flexibility to commuters when needed, and to accommodate other
essential travel trip needs.
e Fort Collins to Denver
o0 5 round trips/weekday - 4 concentrated in the peak commute periods, 1 off-
peak round trip; budget for expansion to 6 round trips/day if demand
warrants.
o Park-and-ride/stations: I-25/Harmony Road, 1-25/Us 34. Express to Denver
Union Station.
e Colorado Springs to Denver
0 6 round trips/weekday - 5 concentrated in the peak commute periods, 1 off-
4
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peak round trip; budget for expansion to 7 round trips/day if demand
warrants.

o Park-and-ride/stations : I-25/Tejon Blvd, I-25/Woodman Road, I-25/Monument
Hill. Express to Downtown Denver with a at the I-25/Broadway station and
curbside stops at Civic Center Station, 17" Ave/Stout Street, with a final stop
in Denver Union Station.

0 Service to Pueblo was also evaluated. Currently “essential service” trip
purposes can be accommodated by the inter-city provider, Greyhound; offering
6 trips in each direction throughout the day connecting Pueblo to Colorado
Springs to Denver. The Greyhound schedule is not conducive for peak
period commuting needs, and commuter-based trips could be added to the
Interregional Express network in a later phase, if resources become available.

The 1-70 service will have a focus on essential travel needs. The I-70 corridor is quite
different in character from the 1-25 corridor, and has a unique set of long distance travel
needs. Initially the concept was to connect the commuting needs along the corridor
between Grand Junction, Glenwood Springs, Vail and Summit County. In-depth dialogue
and evaluation with the corridor stakeholders revealed the following: (1) The demand
between Grand Junction and Glenwood Springs is too low to justify service at this time. (2)
The service gaps between Glenwood Springs, Eagle County and Summit County exist; an
expansion of local/regional services already offered by the local transit entities with a focus
on commuter patterns is the more efficient and preferred solution. (3) There is a need and
demand from Glenwood Springs and Eagle and Summit Counties to the Denver
metropolitan area for a multitude of trip purposes, or “essential travel”. Essential travel
includes business, shopping, medical, air travel, pleasure and other trip purposes;
recreational trips (like skiing) is not intended to be a primary purpose of the Interregional
Express service.
e Glenwood Springs to Denver
o 1 round trip/day; budget for an additional daily round trip from Vail to Denver
if demand warrants. The service schedule will be set to accommodate travel
to Denver in the morning and return to Glenwood in the late afternoon, and to

complement the existing Greyhound service in the corridor to offer flexibility
and options to riders.

o0 The local RFTA, Eagle County, Vail, Summit County, and Breckenridge
transit systems will provide coordinated feeder service to the Interregional
EXxpress.

o Park-and-rides/stations: SH 82/29™ Street BRT station, |-70/Eagle PNR,
Vail Transit Center, Frisco Transit Center, the Denver Federal Center.
Express to Downtown Denver with curbside stops at Civic Center Station,
17" Ave/Stout Street, with a final stop in Denver Union Station.

Contract Operator:

The Interregional Express service operations and maintenance will be contracted out to a
private provider. The RFP is being prepared with an advertisement date in the late winter
2014. RTD and Colorado Springs Mountain Metro are working closely with and advising us
through this process; they bring extensive contract operations expertise and are sharing their
procurement documents as a guide. The annual operating and maintenance costs for the
proposed five year operating contract (three year base with two one-year options) are
estimated to be near $1.95M/year. Research on industry standard and the peer analysis

5

02 IX Bus Workshop: Page 12 of 63



gave an estimated operating cost range of $3.85-$4.15/revenue mile. The financial
projections are based upon the high end of $4.15/revenue mile. The estimate is a gross
amount and is not off-set by fare box revenues.

The service plan outlined above indicates budget inclusion for one additional round trip in
each corridor if demand warrants. The proposed operating scenario has sufficient funds to
include these additional trips by the contract operator utilizing the initial bus fleet (13
vehicles), but these additional trips are not included in the financial projections presented
below. No service will be added without approval by the Transportation Commission; a full
service and cost analysis will be performed and presented prior to any service expansion
consideration.

Rolling stock/vehicles:
The buses will be owned by CDOT and leased to the contract operator. 13 Over the
Road Coaches will be needed; 5 for the Fort Collins service, 6 for the Colorado Springs
service, and 2 for the mountain service. The fleet includes one spare for each corridor.
RTD recently made a large purchase of over the road coaches, and offered their
specifications and contract terms as a starting point for our procurement. We have
modified and embellished the specifications for the IX service; specified features:

e 50 passenger capacity with comfortable leg room,
Handicap/wheelchair accessible,
Reclining seats with 3 point restraining belts, fold down tray tables,
Wi-Fi and 110 electrical outlets,
Bike racks, and
Restrooms.

For budgeting purposes an estimated $600K per vehicle, or $7.8M is required. Twelve
fare boxes and a vault will be leased from Colorado Springs Mountain Metro; requiring
one additional to be purchased.

The procurement specifications will require that any manufacturer be USDOT certified,;
multiple manufacturers have this designation. We are not using any federal funds to
procure the bus fleet, therefore there is no requirement to meet Buy America. There is
only one Over the Road Coach manufacturer that meets the Buy America provisions.
More competition will likely get a better price point, and delivery date.

Park-and-Rides:
All of the Park-and-Rides in the I-25 corridor exist. Along the I-70 corridor, parking exists
at the current transit centers (paid parking only at the Vail Transit Center), and a
new/relocated Park-and-Ride will be constructed at the Eagle interchange. All Park-and-
Rides will provide, at a minimum, passenger waiting areas with shelters, benches, lighting,
and infrared heaters. Specific capital improvements needed for opening day:
e [|-25/Harmony Road — expand by 120 spaces with paving. Budget: $250K
e [-25/Woodman Road — trade existing Park-and-Ride with mall overflow parking lot,
or construct a round-about to allow bus stop access, whichever is the most cost
effective option. Budget: $500,000
e [|-70/Eagle - relocate Park-and-Ride and shelter. This relocation is locally funded
and will be bus accessible.
6
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e Passenger amenities — all Park-and-Rides where needed. Budget: $250,000

Future Park-and-Ride needs will be programmed, pending funds availability, as part of the
IX budget process.

Procurement:
Both capital and services will need to be procured for the 1X operation:

¢ Rolling Stock — 13 Over-the-Road-Coaches will be procured. Manufacture and
delivery of the buses is the longest lead item and will dictate the actual opening of
the service. RTD recently procured Over-the-Road-Coaches for their regional
routes. The RTD buses meet nearly all of our needs, and RTD has provided CDOT
with their procurement specifications. The specifications are being modified to meet
the CDOT requirements (e.g. bathrooms and WiFi). DTR is working with the CDOT
Procurement Office to have the RFP/specifications ready for advertisement pending
Transportation Commission approval in January. We will utilize a two-step
procurement; step one qualifications screening, step two low bid from qualified
manufacturers. We will request a September delivery, but are uncertain if the
market can respond. The procurement schedule can be viewed
at: http://www.coloradodot.info/about/committees/trac/Documents/INTERREGIONA
LEXPRESSBUSDRAFTVEHICLEPROCUREMENTSCHEDULE.pdf

e Contract Operator — We will contract with a private operator to operate and
maintain the IX service through a three year contract with two one-year options.
We are working with the CDOT Procurement Office on the RFP and solicitation of
these services. We also are working closely with RTD and Colorado Springs
Mountain Metro in the development of the scope-of-services as they both utilize
contract operators for significant amounts of their service. We anticipate issuing
the RFP in February, and to have selected the operator with Transportation
Commission approval by June, 2014.

e Park-and-Ride improvements — Once the 1X plan and budget is approved by the
Transportation Commission in January, DTR will work with Regions 2, 3 and 4 to
design and construct the opening day Park-and-Ride improvements.

Fare Structure, Ticket Sales and Collection:

The fare structure analysis included the fare structures from five peer express bus
operations, and the fare structures of agencies around the state. The proposed fare
structure is based on $0.17/mile for a single ticket purchase with discounts for multiple ride
packages; 10% for a 10 ride ticket, 20% for a 20 ride ticket, and 25% for a 40 ride ticket.
The following table depicts the full fare structure:
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INTERREGIONAL EXPRESS BUS

I-25 South Fare Structure

Between Denver walk up 10 Ride 20 ride 40 Ride
And total |fare/ride| total |fare/ride| total | fare/ride
Colorado Springs $12.00 $108 $10.80 | $192.00 $9.60 $360.00 $9.00
Monument $9.00 $81 $8.10 $144.00 $7.20 $270.00 $6.75

Note: No passengers will be carried where the entire trip is between Tejon PnR, Woodmen PnR, and Monument

I-25 North Fare Structure

Between Denver Walk up 10 Ride 20 ride 40 Ride
And total | fare/ride | total |fare/ride| total | fare/ride
Ft. Collins $10.00 | $90.00 $9.00 $160.00 $8.00 $300.00 $7.50
Loveland $9.00 | $81.00 $8.10 $144.00 $7.20 $270.00 $6.75

Note: No passengers will be carried where the entire trip is between Ft. Collins and Loveland

I-70 Fare Structure

Denver/Denver Federal Center

Walk up 10 Ride 20 Ride 40 ride
Total |Fare/Ride| Total |[Fare/Ride| Total [Fare/Ride
Glenwood Springs $28.00| $252.00 $25.20| $448.00 $22.40| $840.00 $21.00
Eagle $22.00{ $198.00] $19.80| $352.00| $17.60| $660.00| $16.50
Vail $17.00{ $153.00 $15.30{ $272.00 $13.60| $510.00 $12.75
Frisco $12.00 $108.00 $10.80 $192.00 $9.60[ $360.00 $9.00
Frisco
Walk up 10 Ride 20 Ride 40 ride
Total |Fare/Ride| Total [Fare/Ride| Total |Fare/Ride
Glenwood Springs $17.00 $153.00 $15.30 $272.00 $13.60| $510.00 $12.75
Eagle $12.00| $108.00| $10.80| $192.00 $9.60| $360.00 $9.00
Vail $5.00 $45.00 $4.50 $80.00 $4.00[ $150.00 $3.75
Denver Federal Center/Denver $12.00{ $108.00| $10.80| $192.00 $9.60( $360.00 $9.00
Vail
Walk up 10 Ride 20 Ride 40 ride
Total |Fare/Ride| Total |Fare/Ride| Total [Fare/Ride
Glenwood Springs $12.00 $108.00 $10.80 $192.00 $9.60| $360.00 $9.00
Eagle $5.00 $45.00 $4.50 $80.00 $4.00| $150.00 $3.75
Frisco $5.00 $45.00 $4.50 $80.00 $4.00[ $150.00 $3.75
Denver Federal Center/Denver $17.00 $153.00| $15.30| $272.00f $13.60| $510.00| $12.75
Eagle
Walk up 10 Ride 20 Ride 40 ride
Total |Fare/Ride| Total |[Fare/Ride| Total [Fare/Ride
Glenwood Springs $5.00 $45.00 $4.50 $80.00 $4.00[ $150.00 $3.75
Vail $5.00 $45.00 $4.50 $80.00 $4.00| $150.00 $3.75
Frisco $12.00 $108.00 $10.80 $192.00 $9.60[ $360.00 $9.00
Denver Federal Center/Denver $22.00( $198.00/ $19.80| $352.00/ $17.60| $660.00| $16.50
Glenwood Springs
Walk up 10 Ride 20 Ride 40 ride
Total |Fare/Ride| Total [Fare/Ride| Total |Fare/Ride
Eagle $5.00 $45.00 $4.50 $80.00 $4.00| $150.00 $3.75
Vail $12.00| $108.00] $10.80| $192.00 $9.60[ $360.00 $9.00
Frisco $17.00| $153.00 $15.30| $272.00 $13.60| $510.00 $12.75
Denver Federal Center/Denver $28.00 $252.00( $25.20| $448.00 $22.40| $840.00| $21.00

Note: No passengers will be carried where the entire trip is between Downtown Denver and Denver Federal
Center.
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Paper tickets will be sold in single, 10, 20 and 40 ride denominations, using the magnetic
strip technology. The ultimate goal is to convert to SMART Card technology when the funds
are available, and the technology has advanced. For initial operations 12 magnetic strip
fare collection machines, vaults and safe will be leased from Colorado Springs Mountain
Metro; one additional fare collection machine will be purchased. These fare collection
machines will allow drivers to sell single ride cash tickets on-board the bus.

Ticket sales outlets will be located in each major origin and destination city; not at Park-and-
Rides. Over the winter, we will coordinate with the local transit providers to serve as ticket
sales agents for the Interregional Express. Ticket outlets are planned in Denver at DUS and
Civic Center Station, Fort Collins at the MAX South Station, Colorado Springs through their
ticket vending machines, Glenwood Springs at the VelociRFTA 29" Street Station, Vail at
the Vail Transit Center, and Frisco at the Frisco Transit Center.

Finance/Budget Plan:

The Finance/Budget Plan has been developed for a comprehensive accounting of all IX
related costs, expenditures and revenues. It starts with FY 2014 “seed” funds of

remaining SB 1 funds dedicated for transit (including the remaining FREX escrow funds
and proceeds from the sale of the FREX buses), and existing and unallocated FASTER
Transit Statewide funds as a basis for the capital requirements needed for opening day:

¢ Initial capital/start-up fund: $10.9M
o SB 1 Unallocated Transit: $4.9M
0 SB 1 FREX escrow and bus proceeds: $0.5M
0 Unallocated FASTER Statewide Transit: $5.5M

The on-going operating and maintenance, and future year capital requirements are
recommended to be programmed not to exceed a dedicated $3M/year to be funded out of
the annual FASTER Transit Statewide pool. Fare box revenues will be used to
supplement the $3M/year FASTER allocation. The Fare box revenues will be TABOR
revenues in the State budget and accounted for accordingly.

It is also recommended that at the end of every year any excess IX funds would be
transferred to an IX Cumulative Reserve. The Cumulative Reserve would be an account
under the control of the Commission. The Cumulative Reserve could be used to purchase
additional buses if the demand warrants, or to make additional Park-and-Ride expansions or
improvements. It is further recommended that this fund be allowed to grow to a maximum of
$3.0M (one year of FASTER Statewide Transit allocation) from the net annual operating
balance. Once the Cumulative Reserve reaches $3.0M it is recommended that the
remainder above $3.0M be refunded to the FASTER Statewide pool for capital awards to
other grantees.

Table 1 highlights the operating assumptions that are input into the financial projections,
including the number of trips, vehicles and revenue miles by corridor. It further shows the
average daily ridership growth assumptions and the corresponding average daily ridership
by corridor. The ridership demand is based on the historic use of FREX and population
and employment characteristics. Demand was estimated for a base year of 2008 (low),
2015 (medium), and beyond (high). For the purposes of financial projections the low
(2008) ridership demand was utilized for the four year projections from FY 2015 —FY

9
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2018. In addition, the industry experience with new transit service suggests that maturity
is typically reached within 2 years. A conservative four year maturation was assumed for
the financial projections with year one ridership assumed at 50% of the “low” demand,
year two at 60%, year three at 80% and year four at 95%. Table 1 depicts the average
daily ridership growth assumptions by corridor over the four year horizon. Hence, all of
the ridership and revenue projections are conservative.

Table 1
Interregional Express Service Characteristics by Corridor
. Colorado Fort Glenwood

Characteristic Springs Collins Springs System Total
Trips

Initial 1-way Trips® 12 10 2 24
Vehicles

Peak 5 4 1 10

Back-up 1 1 1 3

TOTAL 6 5 2 13
Annual Revenue Miles 218,200 166,400 84,500 469,100
Average Daily Ridership
First Year of operation (50%) 223 103 18 344
Second year of operation (60%) 267 124 21 412
Third year of operation (80%) 356 165 28 549
Fourth year of operation (95%) 423 196 33 652
Annual Revenues by Corridor

Oct 1, 2014 - June 30, 2015 $399,216 $199,342 $49,258 $647,817

July 1, 2015 - June 30, 2016 $637,314 $319,980 $76,624 $1,033,918

July 1, 2016 - June 30, 2017 $849,752 $425,779 $102,166 $1,377,697

July 1, 2017 - June 30, 2018 $1,009,677 $505,774 $120,409 $1,635,861

Notes:

1) An operating contingency is identified in the budget to allow for any extra trips needed. In the I-
70 corridor, the second trip would travel between Vail and Denver, providing an earlier arrival in
Denver than the first trip.

(@)

By the time the S I-25 corridor reaches the projections for years 3 and 4, additional trips will be
required to accommodate peak loads.

10
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Table 2 presents a summary of the capital and operating expense assumptions that are
input into the financial projections. The top box highlights the capital expenditures for FY
2014, and the bottom box highlights the operating expenses for FY 2015 — FY 2018. A
full depiction of the capital and operating expenses (and revenue stream) by month for FY
2014 through FY 2018 can be found in Appendix A, IX Operations Forecast. The
following explanations are offered with Table 2, 2014 Expenses:

Vehicles — purchase 13 over-the-road-coaches at $600K/bus, or $7.8M. Twelve
fare boxes will be leased from Colorado Springs for $1/year, and thus requiring the
purchase of one additional fare box for $17.5K.

Park-and-Ride Improvements — Harmony Road needs expansion, and Woodman
Road needs either a land swap or a roundabout to allow access. DTR is
coordinating with Regions 4 and 2 on these improvements, and will formalize both
Park-and-Rides once the IX plan is approved by the Commission. In addition, all
exposed Park-and-Rides will have passenger amenities added to include shelters,
benches and infrared heating. A budget of $1.0M is estimated to cover all
improvements.

2014 Administrative Expenses - $200K is estimated for the Communications and
Branding effort prior to opening day. $50K for a Maintenance Compliance
Engineer; separate contract for a third party to represent CDOT during the
manufacture of the 13 buses, and to ensure maintenance compliance with the
contract operator (2015-2018). $30K is estimated for miscellaneous administrative
costs; a detailed breakdown can be found in Appendix A, IX Operations Forecast.
Miscellaneous Capital - $250K is requested for unforeseen capital needs.

IX Reserve - $1.57M; initial deposit into the IX Cumulative Reserve.

Table 2, FY 2015 —FY 2018 Expenses (bottom box):

Purchased Transportation — Contract Operator for bus service, estimated at
$4.15/revenue mile. The range is $3.85 - $4.15, and the high end was used for the
financial projections. The contract will be for three years with two one-year
extensions (if performance is acceptable). The contract will be fixed for the first
three years (at $4.15/mile for the financial projections), and inflated by 3% per year
for years FY 2017 and FY 2018. The first year of operation (FY 2015) is assumed
to span 9 months.
Administrative Expenses
o Staff — Two new FTESs; one Bus Operations Manager and one GP lll. Salary
assumed to increase by 3%l/year for financial projections.
o Communications — PR and advertising; $150K for first year of operation (FY
2015); $100K for 2016, and inflated by 3%/year thereafter.
0 Maintenance Compliance Engineer - $100K for FY 2015 to cover inspection
of bus manufacture and contractor maintenance compliance. $50K for FY
2016, and inflated by 3%/year thereafter.
o Fare media and supplies — Ticket stock and associated supplies estimated
at $2K/year, and inflated by 3%/year.
o0 Miscellaneous Administrative Expenses — Estimated at $100K/year, and
inflated by 3%/year; a detailed breakdown can be found in Appendix A, IX
Operations Forecast.
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Expense Detail - IX Table 2

INTERREGIONAL EXPRESS BUS CAPITAL AND EXPENSES - FY 2014
Unit Cost
Vehicles
13 Over-the-road Coaches $600,000 $7,800,000
1 Vaults & related, including PC $17,500
Park-and-Ride Improvements
Woodman Road
Optionl - Land Swap with Tiffany Square w/improvements
Option 2 - Roundabout at Corporate Drive and Mark Dabley Blvd
Harmony Road: grading, paving for 150 new spaces
Other Improvements:
Shelters, Benches, Infrared heating as needed for Tejon,
Woodmen, Monument, US 34, Harmony, and Eagle
SUBTOTAL $1,000,000
Administrative Expenses
Communications/Branding $ 200,000
Maintenance Compliance Engineer® $ 50,000
Misc - As detailed on X Operations Forecast $ 30,000 $280,000
Misc. Capital $250,000
IX Reserve for future capital (PNR improvements, vehicles, etc.) $1,570,000
TOTAL CAPITAL $10,917,500
EXPENSES FY 2015 - FY 2018
FY 2015 FY 2016 FY 2017 FY 2018
Direct Costs - Purchased Transportation
Contract Operator for Bus Senice®® $1,460,074 $1,946,765 $1,946,765 $1,990,567
Administrative Expenses
Staffing and Related Expenses $260,000 $267,800 $275,834 $284,109
Communications/Branding $150,000 $100,000 $103,000 $106,090
Maintenance Compliance Engineer® $100,000 $50,000 $51,500 $53,045
Fare Media and Supplies $2,000 $2,060 $2,122 $2,185
Misc - As detailed on IX Operations Forecast $100,000 $103,000 $106,090 $109,273
Operating Reserve® $73,004 $194,677 $194,677 $199,057
SUBTOTAL $685,004 $717,537 $733,222 $753,759
Total Administrative & Direct Operating Expenses $2,145,077 $2,664,302 $2,679,987 $2,744,326
Fare Revenues $647,817 $1,033,918 $1,377,697 $1,635,861
Farebox Recowery Ratio (Does not include replacement fund) 30% 39% 51% 60%
Net Operating Costs (Total direct & Admin Expense minus Revenues) $1,497,261 $1,630,384 $1,302,291 $1,108,465
Replacement Fund $487,500 $650,000 $650,000 $650,000
Misc Capital Expenses $250,000 $250,000 $250,000 $250,000
Total Program Expenses $2,882,577 $3,564,302 $3,579,987 $3,644,326
Net Expenses (Total Program Expenses minus Revenues) $2,234,761 $2,530,384 $2,202,291 $2,008,465

Notes
" npy 2015, senvice is budgeted to operate 9 months.

r . . . .
@ purchased transportation senices are calculated at $4.15 per mile for a three year fixed contract, and then inflated at 3%.
"® cowrs online inspection of buses and contractor maintenance oversight in the first year. In ensuing years, only oversight is required.

"@ The operating resene is calculated at 5% for FY15 and 10% after that. This is for additional senice, subject to Commission approval.

12
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0 Operating Reserve — Calculated at 5% of Purchased Transportation for the
first year of operation (FY 2015) and 10%/year thereafter. The operating
reserve is to provide flexibility for efficiency adjustments (additions) to the
service plan, or increased frequency on a route which has reached capacity.

Total Administrative & Operating Expenses — Purchased Transportation plus
Administrative Expenses.
Fare Revenues — See Table 1 description above.

o Fare Box Recovery Ratio — Fare Revenue divided by Total Administrative &
Operating Expenses; excludes capital expenses and Bus Replacement
Fund contributions.

Net Operating Costs — Total Administrative & Direct Operating Expenses minus
Fare Revenues.

Replacement Fund — The Replacement Fund will be a restricted fund to prepare for
the eventual bus replacements. The vehicles have an expected 12 year operating
life (FTA standard). 1/12 of the cost of the buses ($650K assumed for financial
projections) will be deposited in the Replacement Fund every year; $487.5K for FY
2015 representing nine months of assumed operation.

Miscellaneous Capital - $250K/year is requested for unforeseen capital need.
Total Program Expenses — Total Administrative & Operating Expenses plus
Replacement Fund plus Miscellaneous Capital Expenses.

Net Expenses — Total Program Expenses minus Fare Revenues.

Table 3 presents the Cash Flow Analysis based on the assumptions described above in
Tables 1 and 2. The following explanations are offered with Table 3:

Budget/Revenues — Begins with the Initial Capital Fund ($10.92M) for FY 2014, and
for years FY 2015 and thereafter allocates the dedicated $3.0M in FASTER
Statewide Transit funds and the assumed fare box revenues from Table 1.
Operating Costs — From Table 2. Note: for purposes of financial projections, it is
assumed that the Operating Reserve is exhausted every year; this likely will not be
the case, and utilization of the operating reserve will be subject to Commission
approval.

Capital Costs — From Table 2. Note: for purposes of financial projections, it is
assumed that Miscellaneous Capital is exhausted every year; this likely will not be
the case, and utilization of the miscellaneous capital funds will be subject to
Commission approval.

Replacement Fund:

0 Annual Contribution — From Table 2.

o0 Replacement Fund Total — Shows the total fund balance as it grows over
time. Note, the Replacement Fund is a restricted fund reserved for bus
replacement at the end of the useful life, and therefore is not included in the
calculations below.

Revenues minus Expenses — Net funds at the end of the year. (Excluding the
Replacement Fund).
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Cumulative Reserves — This is a reserve account under the control of the
Commission. The Cumulative Reserve could be used to purchase additional buses
if the demand warrants, or to make additional Park-and-Ride expansions or
improvements. It is recommended that this fund be allowed to grow to a maximum
of $3.0M (one year of FASTER Statewide Transit allocation) from the net annual
balances of Revenue minus Expenses. Once the fund reaches $3.0M it is
recommended that the remainder above $3.0M be refunded to the FASTER
Statewide pool for capital awards to other grantees. Note: unless Cumulative
Reserve funds are earmarked by the Commission for a purchase in the following
year, this model does not roll-forward balances from one year to the next.
Refunded to FASTER Statewide — Excesses above the $3.0M Cumulative Reserve
cap.

Table 3
Cash Flow Analysis: FY 2014 - FY 2018 in ($000,000)
FY 2014 FY 2015@ FY 2016 FY 2017 FY 2018
Budget/Revenues
Initial Capital Fund $ 10.92
FASTER Statewide Funds $ $ 3.00 $ 3.00 $ 3.00 $ 3.00
Farebox Revenue $ - $ 0.65 $ 1.03 $ 1.38 $ 1.64
Total Revenue $ 10.92 $ 3.65 $ 4.03 $ 4.38 $
Operating Costs
Contract Operator $ $ 1.46 $ 1.95 $ 1.95 $ 1.99
DTR Salaries (2 positions) $ - $ 0.26 $ 0.27 $ 0.28 $ 0.28
Branding/Communications $ 0.20 $ 0.15 $ 0.10 $ 0.10 $ 0.11
Maint. Compliance Engineer $ 0.05 $ 0.10 $ 0.05 $ 0.05 $ 0.05
Fare Media $ - $ 0.00 $ 0.00 $ 0.00 $ 0.00
Misc. Other $ 0.03 $ 0.10 $ 0.10 $ 0.11 $ 0.11
Operating Reserve™ $ 007 $ 019 $ 019 $ 020
Total Operating Costs $ 0.28 $ 2.15 $ 2.66 $ 2.68 $
Capital Costs
Bus Purchase $ 7.80 $ - $ - $
PNR Improvements $ 1.00 $ - $ - $ - $ -
Misc. Capital $ 0.25 $ 0.25 $ 0.25 $ 0.25 $ 0.25
Total Capital Costs $ 9.05 $ 0.25 $ 0.25 $ 0.25 $
Replacement Fund
Annual Contribution $ - $ 0.49 $ 0.65 $ 0.65 $ 0.65
Replacement Fund Total $ - $ 0.49 $ 1.14 $ 1.79 $ 2.44
$ 0.49 $ 0.65 $ 0.65 $
Net Revenues minus Expenses® $ - $ 0.77 $ 0.47 $ 0.80 $
Cumulative Resenves $ 157 $ 234 $ 280 $  3.00 $
Refunded to FASTER Statewide Pool $ - $ - $ - $ 0.60 $

Notes:

@ Operating Resenve = 5% for FY 2015, 10% thereafter.

@ Seniice proposed to begin October 2014

" Net Revenues minus Expenses" do not carryover into next fiscal year, they are added to the Cumulative Reserves.
® Resenes are capped at $3M. Excess is returned to the FASTER Statewide Pool.

4.64

2.74

0.25

0.65

0.99
3.00
0.99
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The Finance/Budget Plan has been prepared with conservative assumptions. The largest
risk to CDOT is not attaining the forecast ridership levels, and the associated fare box
revenues. Two additional ridership scenarios have been prepared and are presented in
Appendices B and C:

e Worst Case, Appendix B: The ridership forecasts have been cut in half from the
conservative estimates shown above. Tables B1, B2 and B3 depict the financial
projections of the worst case scenario. Even with half of the conservative ridership,
the IX operates in the “black” and has a growing, albeit slower, Cumulative Reserve.

e High Success, Appendix C: The ridership forecasts have been increased by 50%
from the conservative estimates shown above. Tables C1, C2 and C3 depict the
financial projections of the high success scenario. In this scenario, ridership levels
would justify adding service and purchasing additional buses:

o FY 2016 — add 4 one-way trips Colorado Springs — Denver; 2 one-way trips
Ft. Collins — Denver; 2 one-way trips Vail — Denver.
» Purchase 3 additional buses; expands fleet to 16.
o FY 2017 — add 2 one-way trips Colorado Springs — Denver; 2 one-way trips
Ft. Collins — Denver.
= Utilize 16 bus fleet.
o FY 2018 — add 2 one-way trips Colorado Springs — Denver; 2 one-way trips
Ft. Collins — Denver; 2 one-way trips Glenwood Springs — Denver.
» Purchase 3 additional buses; expands fleet to 19.

Risk Assessment:

As the IX plan has evolved throughout its development, risks to CDOT have been identified.
The IX plan includes assumptions and conservative estimates in an attempt to minimize or
alleviate the potential impacts of the identified risks. The table below identifies the risks and
the corresponding responses.

15
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Interregional Express Bus Draft Risk Assessment

Risk

Description

Response

Ridership Levels

Ridership forecasts for new services carry a degree of
uncertainty, both in the overall level of ridership and in the
speed with which it develops. There is a historical record for
South 1-25 services and across the US there is experience
showing that a minimum of 2% of travelers will take transit
when it is available for their trips. Specific issues:

» South 1-25 had strong ridership, but it may take sometime
to rebuild as people who were riding FREX were frustrated
with uncertainty and found other means of travel after the
service ended.

North 1-25 may take longer than usual to develop as many
of the people who might look at transit turned to vanpools
Vanpools in the North 1-25 corridor are subsidized by RTD
50 prices are lower than the monthly pass for bus service

I-70. Best models of demand are intercity bus models;
ridership is expected to be diverse and reflect mountain
resort characteristics (e.g. many workers without cars
traveling to and from Denver.)

There is also a risk of higher ridership than estimated. If
ridership climbs quickly, particularly in the South 1-25
corridor, overcrowding may result.

+ Demand was based on historic use of FREX and
population and employment characteristics. Demand
was estimated for a base year of 2008, 2015, and
beyond, with a high and low range of ridership. Rather
than using the 2015 estimates, the 2008 level of demand
was used In the projections. One reason for this is
uncertainty as to whether the commute patterns have
returned to pre-recession levels

Ridership generally rises gradually and takes about 2
years to stabilize. CDOT's projections show reaching the
projected demand in 4 years, so this is a very
conservative estimate

Has included marketing budget and marketing plan to
increase awareness of the service.

Revenues Revenue projections are based on ridership levels and on the | No adjustment included on average fare per passenger.
average fare calculation. The split of riders between fare To vary the split between zones and fare type could affect
zones and fare types (cash versus prepaid fares) will affect the average fare ten percent either direction. Conservative
the average fare per passenger. Estimates for the I-25 corridor | number of passengers.
are based on what is known about FREX fare characteristics

Management CDOT does not have experience with operating transit « Hired manager with direct operating experience.

Experience services, although CDOT does maintain operational functions. | e Has enlisted support of managers of other systems to

advise and share information on operations

* An advisory group of other managers is recommended to
provide ongoing review and advice for service
development and to integrate service with other
connecting systems

Interregional Express Bus Draft Risk Assessment

Woodman PNR

Final expenses are not known. The CDOT lot is well used by
carpoolers and Tiffany Square employees, and not well suited
to a 45-foot bus for turning movements or access to roadway

Large lot exists further to the west, and CDOT is
investigating the potential of a property exchange. Also
investigating access improvements (a round-about) to
smooth flow of vehicular and pedestrian traffic. Costof
improvements would vary based on outcomes of
negotiations

Bid Price for
Service

* An estimate of $4.15 has been used, based on market
conditions.

* The greatestriskis fuel price fluctuations. The assumption
is that we are at a low point in prices. As part of service
RFP, adecision will be needed on the amount of risk for
fuel price fluctuation the provider is asked to assume and
how much CDOT assumes

» There are several operators interested in bidding on the
service, this will keep prices competitive

o CDOT has solicited interest in the service contract
among potential providers

» |nvestigate response of other providers to current fuel
situation.

Operating Patterns

Both ridership patterns and traffic patterns may require
adjustments in schedules.

o CDOT will work with other agencies to fine-tune the
schedule based on known conditions

» CDOT will fine-tune the schedule as needed. The
preference is to adjust the schedules to spread
passenger loads as evenly as possible to avoid the need
for extra trips to handle passenger loads

Farebox Recovery
Levels

A variety of the risks could affect the overall balance between
revenues and expenses: on the expense side, ridership and
average fares; on the expense side, cost per mile and the
need for extratrips based on passenger loads are examples

» Close attention to cost factors from contract award to
monthly monitoring of pertinent factors, with adjustments
as appropriate.

» Structure contract to provide a comfortable balance of
risk between operator and CDOT.
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Communication Plan:

DTR is partnering with the Communications Division on the Marketing & Branding effort.
Amy Ford brings exceptional expertise to this effort; she led the branding efforts for both
TREX and the Fort Collins MAX BRT that will open next year.

The branding effort will begin in January, and include development of the identifying brand,
and the associated public information elements; system maps, schedules, website, social
media, brochures, etc. An education program also will be developed to articulate the
operations, benefits, integration with local agencies, and a “how to ride” guide. The
communications plan will also identify project messaging and a media relations campaign.

In close consultation with Amy, a three tier approach is planned:

e Branding and initial marketing concept and materials — utilize a current On-Call
communications consultant. The scope of service for this effort can be viewed
at http://www.coloradodot.info/about/committees/trac/Documents/InteregionalExpressBusBrandi
ngandCommunicationsScope.pdf Budget: $200K (FY 2014)

e Marketing execution and advertising — utilize internal staff and resources to insure
integration with the overall CDOT identity and message. This effort also would
include coordination and integration with the local transit entities. Budget: $150K (FY
2015); $100K (FY 2016 and beyond)

e Social Media development — task the contract operator with the development of
mobile applications (real time bus location, etc), Facebook and Twitter pages. Most
potential contract operators have in-house capability for these elements, and they
have similar applications already in use. These activities would be closely monitored
and managed by the Communications Division, and all products would become the
property of CDOT at the end of the contract. Budget: included in the contract
operator contract.

Customer Service:

A draft Customer Service Plan has been developed; DTR is working closely with the
Communications Division and the Civil Rights Office on completion. The draft Customer
Service Plan can be viewed

at http://www.coloradodot.info/about/committees/trac/Documents/InterregionalExpressBusDraftCustomer
ServicePlan.pdf The plan includes a customer call line, operator/driver sensitivity training, ADA
Help Desk, customer security assurance, a Guaranteed Ride Home program (with
limitations), and customer feedback surveys.

Transportation Commission Oversight & Measuring IX Success:

Commission oversight is proposed to be assigned to the Transit & Intermodal
Committee; which would serve as the Interregional Express Operating Committee (IX
Ops Committee). The IX Ops Committee would monitor the performance of the service,
and serve as the recommending body for any substantial modification, addition or
deletion of service, including capital needs. The TRAC would provide input to the IX Ops
Committee.

The 1X service enters CDOT into the public transportation realm, and we need to

commit to our service. We are starting small, with no room to cut, but plenty of room to

expand with success. The recommended funding level is $3M/year plus fare revenue;
17
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we must live/operate within this budget. Although we expect a long term fare box
recovery ratio of at least 40% is attainable, we suggest a minimum fare box recovery
ratio goal of 20% to be met within two years. Therefore, we need to manage the
service, monitor performance, and remain flexible to adjust to maximize performance.
DTR will work with the IX Ops Committee (or whomever they assign) to establish
performance goals, and manage/strive within our means to meet those goals.

Once IX service has been initiated, it is proposed that quarterly performance reports be
made to the Transportation Commission, with more in-depth oversight given by the IX
Ops Committee. The quarterly performance reports would include:

e Ridership by corridor and total,

e Fare box revenue by corridor and total,

e Fare box recovery ratio by corridor and total,

e On-time by corridor and total,

e Safety-miles between collisions by corridor and total,

e Contractor violations, as prescribed in the operator contract.

18
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APPENDIX A

IX Operations Forecast
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Twelve-month operations forecast Fiscal Year Begins Jul-13

A
e s @ o g 2 & 3 5 g 3 N 5 &
3 K o 9 s S S
SERS o < & & & & o $ N Qéd N 5é‘ & & & £Y & Q & < & 5 & « of
Revenue (Sales)
Farebox Sales 0 0 - 0 - 0 - 0 - 0 - 0 - 0 00 0 - 0 - 0 - 0 - 0 00
Interline Revenue (ICB) 0 - 0 - 0 - 0 0 0 - 0 - 0 00 0 - 0 - 0 - 0 - 0 00
Advertising Revenue 0 - 0 - 0 - 0 - 0 - 0 - 0 = 0 0.0 0 = 0 - 0 - 0 - 0 00
FASTER! o - o - o - - 0o - 0o - 0 - 280,000 100.0 o - o - o - 0 - 280,000 1000
Total Revenue (Sales) 0 00 0 00 0 00 0 00 0 00 0 00 0/ 00 280,000 100.0 0 00 0 00 0 00 0 00 280,000 1000
Direct Costs
Contract Operator 0 - 0 - 0 - 0 - 0 - 0 - 0 - 0 -] 0 -] 0 -] 0 -] 0 -]
Total Direct Costs 0 - [ - 0 - 0 - 0 - 0 - 0 - 0 00 0 - 0 - 0 - 0 - 0 00
Gross Income 0 - 0 - 0 - 0 - 0 - 0 - 0 - 280,000 100.0 0 - 0 - 0 - 0 - 280,000 100.0
Administrative Expenses (Overheads)
Staff salaries & benefits ) 0 - 0 - 0 - 0 - 0 - 0 - 0 - 0 0.0 0 - 0 - 0 - 0 - 0.0
Advertising o - o - o - 0 - 0o - o - 0 - 40000 143 40000 - 40000 - 40000 - 40,000 - 200,000 714
Maint/ Compliance Engineer of - of - of - 0 - of - of - of - 2900 1.0 2900 - 2900 - 2900 - 2900 - 50000 52
Fare Media and o - o - o - o - o - o - o - o 00 o - o - o - o - 0 00
Sunnlies
Msc -On Board o - o - 0o - 0 - o - o - 0o - o o0 0o - o - o - o - 00
Communications
Msc -Supplies o - o - o - o - o - o - o - 200 0.1 200 - 200 - 200 - 200 - 1000 04
(Office/Operating)
D ERlEEEEEE- o - o - o - 0 = 0 = o - o - 600 02 600 - 600 - 600 - 600 d 3000 11
Motor Pool
MiscInstate Travel - o - o - 0o - 0 - o - o - 0o - 200 01 200 - 200 - 200 - 200 - 1000 04
Lodging
g;z;""s'me Travel - Per o - o - o - 0 - o - o - o - 200 01 200 - 200 - 200 - 200 - 1000 04
Misc -Communications ( o - o - o - o - o - o - o - 300 0.1 300 - 300 - 300 - 300 - 1500 05
Telephone/Faxiinternet
Misc -Software o - o - o - 0 - 0o - o - o - 300 01 300 - 300 - 300 - 300 - 1,500 05
Misc -Postage 0 - 0 - 0 - 0 - 0 - 0 - 0 - 0 00 0 - 0 - 0 - 0 - 0.0
Misc -Room Rentals of - of - of - 0 - of - of - of - 300 0.1 300 - 300 - 300 - 300 - 1500 05
Misc.-Customer Senvice 0 - 0 - 0 - 0 - 0 - 0 - 0 - 0 00 0 - 0 - 0 - 0 - 0.0
Misc.-Contractor/Temp o - o - o - 0 - 0o - o - o - 2900 1.0 2900 - 2,900 - 2900 - 2900 - 14500 52
Misc - on board AVL/WiFi 0 B [ ° 0 d 0 E 0 E 0 ° 0 E 0 00 0 E 0 d 0 - 0 - 0.0
Misc- Other ( o - o - o - 0 - 0 - o - ol - 1,000 04 1000 - 1000 - 1000 - 1,000 d 5000 18
Unspecified)
Operating Reserve 0 - 0 - 0 - 0 - 0 - 0 - 0 - 0 0.0 0 e 0 - 0 - 0 - 0 00
Sub-Total Admin o - o - o - o 2 o - o - 0 - 48900 175 48900 - 48900 - 48900 - 48900 - 280,000 100.0
Expenses
Zz‘:l‘sD"eC' and Admin 0 o o o 0 0 o 48900 175 48,900 48,900 48,900 48,900 280,000
Farebox Recovery %
(minus Replacement #DIVIO! #DIVIO! #DIVIO! #DIVIO! #DIVIO! #DIVIO! #DIVIO! 0%, 0% 0%, 0%, 0%, 0%
Fund)
Net Operating Costs d r r r r r r r r r r r
(Direct Costs+Admin 0 = 0 = 0 5 5} = 0 = 0 = 0 - 48,900 - 48,900 - 48,900 - 48,900 - 48,900 - 280,000 100.0
Exp) minus (Revenue)
minus (FASTER)
Bus Replacement
0 o - 0 0 0 0 0 0 0 0 0 0 0o 00
Reserve
Misc. Capital Expense 0 o” - 0 0 0 0 0 0 0 0 0 0 0 00
Total Program Costs 0 0 0 0 0 0 0 48,900 48,900 48,900 48,900 48,900 280,000
Net Expenses (Total
Program Costs minus 0 o 0 0 0 0 0 48,900 48,900 48,900 48,900 48,900 280,000

Expenses)

1. $280K of FASTER assigned to Administrative Expense in FY 2014
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Twelve-month operations forecast Fiscal Year Begins Jul-14

A
§ oy \g ¥ N N ¥ ¥ 9 2 2 9 2 2 3
9 ¥ /@ $ s & s ] : s § X S s g o
SIS, ™ S & & & S & $ & & & K3 &® & & & & & & & &® $ & & N
Revenue (Sales)
v v v v ’ v v v v
Farebox Sales 0 00 o - o -7 71980 1000 71,980 1000 71,980 1000 71980 1000 71980 1000 ~ 71,980 1000 71,980 1000 71,980 1000 71980 1000 647,817 17.8
v - v v - - v v -
Interline Revenue (ICB) 0 00 o - o - o 00 0 00 0 00 0 00 0 00 0 00 0 00 0 00 0 00 0 00
Advertising Revenue 0 00 o - of o 00" o o0’ o oo o oo o oo o o0’ o oo o oo 0 00 o 00
FASTER 3,000,000 100.0 o - o - 00 0 00 0 00 0 00 0 00 0 00 0 00 0 00 0 00" 3000000 822
Total Revenue (Sales) 3,000,000 100.0 0o 00 0 00 71980 1000 71,980 1000 71,980 1000 71980 1000 71980 1000 71,980 100.0 71,980 100.0 71,980 1000 71980 1000 3,647,817 100.0
Direct Costs
Contract Operator 0 - 0 - 0 -7 162280 22547 162,230 22547 162230 2254° 162230 2254 162,230 22547 162,230 22547 162,230 2254 162,230 2254 162,230 2254 1,460,074 225.4
Total Direct Costs 0 00 o - 0 - 162230 2254 162230 2254 162,230 2254 162230 2254 162,230 2254 162230 2254 162,230 2254 162,230 2254 162,230 2254 1460074 40.0
Gross Income 3,000,000 100.0 o - 0 - 90251 -1254  -90,251 -1254  -90,251 -1254  -90251 -1254  -90251 -1254  -90,251 -1254  -90,251 -1254  -90,251 -1254  -90251 -125.4 2,187,743 60.0
Administrative Expenses (Overheads)
- v v v v v v v v v v v
Stalf salaries & benefits 21667 07 21667 - 21667 - 21,667 301 21,667 301 21667 301 21667 301 21,667 301 21,667 301 21667 301 21667 301 21,667 301 260,000 7.1
v v v v v v v v v - v
Advertising 12500 04 12500 - 12500 - 12500 174 12500 17.4 12500 17.4 12500 174 12500 174 12500 17.4 12500 17.4 12500 174 12500 17.4 150,000 41
v v v v v v v v v
Maint/ Compliance Engineer 20000 07 20000 - 20000 - 4444 62 4448 62 4444 62 4444 62 4448 62 4488 62 4444 62 4444 62 4444 62 100000 2.7
v ’ v v ’ v v v v
Fare Media and Supplies 0 00 o - o - 2220 03 22 03 22 03 222 03 222 03 22 03 22 03 222 03 222 03 2000 01
- v v v v v v v v v
"C";C or:cBa:izrnds 0 00 0 - 0 - 218 04 278 04 278 04 218 04 2718 04 2718 04 278 04 218 04 218 04 2500 01
ynces v v v v v v v v v v v
L SBEILS 167 00 167 - 167 - 167 02 167 02 167 02 167 02 167 02 167 02 167 02 167 02 167 02 2000 01
(Office/Operating)
v - v v - v v v v
;"OSO‘I: FEGiErave iy 0 00 o - o - 667 09 667 0.9 667 0.9 667 09 667 09 667 0.9 667 0.9 667 0.9 667 09 6000 02
v - v v v v v v -
nz%l':;‘a‘ﬂ'a"e‘ 0 00 0 - 0 - 222 03 22 03 22 03 222 03 222 03 222 03 22 03 22 03 222 03 2000 01
c.-In B r 4 v v v v v v v
g;f{ UEEDUECRE 0 00 0 - 0 - 2220 03 22 03 22 03 222 03 222 03 22 03 22 03 222 03 222 03 2000 01
] v v v v v v v v v
Misc -Communications 0 00 o - o - 167 02 167 02 167, 02 167 02 167 02 167, 02 167, 02 167 02 167 02 1500 00
(Telephone/Fax/internet)
v v v v v v v v v
Misc -Softw are 0 00 o - o - 22 03 22 03 22 03 22 03 222 03 22 03 22 03 22 03 222 03 2000 01
v ’ v v r v v v v
Misc -Postage 0 00 o - o - 1 02 11 02 11 02 11 02 11 02 11 02 11 02 11 02 11 02 1000 0.0
v v v v v v v v v
Misc -Room Rentals 0 00 o - o - 667 09 667 0.9 667 0.9 667 09 667 09 667 0.9 667 09 667 09 667 09 6000 02
v - v v - - v ” -
Misc.-Customer Service 0 00 o - o - 1333 19 1333 19 1333 19 1,338 19 1333 19 1333 19 1333 19 1333 19 1333 19 12000 03
v v ’ v v ’ v v v ’ v
Misc.-Contractor/Temp 3750 01 3750 - 3750 - 3750 52 3750 52 3750 52 3750 52 3750 52 3750 52 3750 52 3750 52 375 52 45000 12
v v v v v v v v v
Misc - on board AVLWIFi 00 - - 667 09 667 0.9 667 0.9 667 09 667 09 667 0.9 667 09 667 09 667 09 6000 02
v v v v v v v v v
Misc- Other ( Unspecified) 00 - - 1333 19 1333 19 1333 19 1333 19 1333 1.9 1333 19 1333 19 1333 19 1333 19 12,000 03
v v v v v v v v v v
Operating Reserve 0 00 o - o - 8112 113 8112 113 8112 113 8112 113 8112 113 8112 113 8112 113 8112 113 8112 113 73004 20
v v - v v - v v ’ - v v
Sub-Total Admin
Expenses 58083 19 58083 - 58083 - 56750 788 56750 788 56,750 788 56750 788 56750 788 56,750 788 56,750 788 56750 788 56750 788 685004 188
Total Direct and Admin
Costs 58,083 58,083 58,083 218,981, 218,981 218,981 218,981, 218,981 218,981 218,981, 218,981 218,981 2,145,078
Farebox Recovery %
(minus Replacement 0% 0% 0% 33% 33% 33% 33% 33% 33% 33% 33% 33% 30%
Fund)
Net Operating Costs
(Direct CoststAdmin 58,083 B 58,083 = 58,083 - 147,001 B 147,001 = 147,001 - 147,001 - 147,001 B 147,001 - 147,001 - 147,001 o 147,001 - 1,497,261 41.0
Exp) minus (Revenue)
minus (FASTER)
i:z;ev’:acemem 0 0 - 0 54,167 54,167 54,167 54,167 54,167 54,167 54,167 54,167 54,167 487,500 134
Misc Capital Expense 20,833 20833 - 20833 20,833 20,833 20,833 20,833 20,833 20,833 20,833 20,833 20,833 250,000 6.9
Total Program Costs 78917 78917 78,917 293,981 293,981 293,981 293,981 293,981 293,981 293,981 293,081 293,981 2,882,578
Net Expenses (Total
Program Costs minus 78,017 78,017 78917 222,001, 222,001 222,001 222,001, 222,001 222,001 222,001, 222,001 222,001 2,234,761
Expenses)

21

02 IX Bus Workshop: Page 28 of 63



Twelve-month operations forecast Fiscal Year Begins Jul-15

N
:P N Ny j’ N 7 F N b 5 R b f > &
SES & S & $ & s o S o & o $ & & & & & & & g & S & & o
Revenue (Sales)
Farebox Sales 86,160 28  86,160/1000 86,160 1000 8660 1000 86,160 100.0 86,60 100.0 86,160 1000  86,160/1000 86,160 100.0 86,160 1000, 86,160 1000 86,160 1000 1033918 256
Interline Revenue (ICB) o 00 0 00 o 00 o 00 0 00 0 00 o 00 o 00 o 00 o 00 0 00 0 00 0 00
Advertising Revenue o 00 o 00 o 00 o 00 0 00 0 00 0 00 0 00 o 00 0 00 0 00 0 00 0 00
FASTER 3,000,000 97.2 0 00 o 00 o o0 0 00 0 00 0 00 o 00 o 00 0 00 0 00 0 00 3000000 74.4
Total Revenue (Sales) 3086,1601000 86,160 1000 86,160 1000 86,160 1000 86160 1000 86160 1000 86,160 1000 86,160 1000 86,160 100.0 86,160 100.0 86,160 1000 86,160 100.0 4,033,918 100.0
Direct Costs
Contract Operator 162,230/188.3 162,230 1883 162,230 1883 162230 1883 162,230 1883 162230 188.3 162,230188.3 162,230188.3 162,230 188.3 162,230 1883 162,230 1883  162,230/188.3 1,946,765 188.3
Total Direct Costs 162230 53 162,230 1883 162,230 1883 162,230 1883 162,230 1883 162,230 1883 162230 188.3 162,230 1883 162,230 1883 162,230 1883 162230 188.3 162,230 188.3 1,046,765 483
Gross Income 2023929 947 76071 883 76071 -883 76071 -883 76071 -883 -76071 -88.3 -76071 -883 -76,071 -883 -76071 -883 -76071 -883 76071 -88.3 -76,071 -883 2,087,153 517
Administrative Expenses (Overheads)
‘
Staff salaries & benefits 22317 07 22317 259 22317 259 22317 259 22317 259 22317 259 22317 259 22317 259 22317 259 22317 259 22317 259 22317 259 267,800 66
Advertising 8583 03 8583 100 8583 100 8583 100 8583 100 8583 100 8583 100 8583 100 8583 100 8583 100 8583 100 8583 100 103000 26
Maint/ Compliance Engineer 4167 01 4167 48 4167 48 4167 48 4167 48 4167 48 4167 48 4167 48 4167 48 4,167 48 4167 48 4167 48 50000 12
;i':pree:'a and 172, 00 172 02 172 02 172 02 172, 02 1720 02 172 02 172 02 172 02 172, 02 172, 02 172) 02 2060 01
Wisc -On Board 215/ 00 215/ 02 215 02 215| 02 215 02 215/ 02 215/ 02 215/ 02 215 02 215 02 215 02 215 02 2575 01
Communications
Misc -Supplies
! 172, 00 172 02 172 02 172, 02 1720 02 1720 02 172 02 172 02 172 02 172 02 172, 02 172| 02 2060 01
(Office/Operating)
mg;’:s?‘emve' ) 515 00 515 06 515 06 515 06 515 06 515 06 515 06 515 06 515 06 515 06 515 06 515 06 6180 02
[Aésuz::;we Travel - 172, 00 172, 02 172, 02 172, 02 172, 02 172 02 172, 02 172, 02 172, 02 172, 02 172 02 172) 02 2060 01
Misc.-Instate Travel - Per r r r r g r r r r r r
Dl 172, 00 172, 02 172, 02 172 02 172, 02 172, 02 172, 02 172, 02 172, 02 172, 02 172 02 172) 02 2060 01
Misc -Communications ( r r r d g r r r r r r
129 00 129 04 129 04 129 01 129 01 129 04 129 04 129 04 129 04 129 0.1 120 01 1200 01 1545 00
Telephone/Fax/internet
b b b . b b b b . . b
Misc -Software 172, 00 1720 02 172 02 172 02 172, 02 172, 02 172, 02 172, 02 172, 02 172 02 172) 02 172 02 2060 01
v - b b b v b b b b v
Misc -Postage 86 0.0 86 0.1 86 01 86 01 86 041 86 01 86 01 86 0.1 86 01 86 01 86 01 86 01 1030 00
v v v y ’ ’ v v v y v
Misc -Room Rentals 515 0.0 515 06 515 06 515 06 515 06 515 06 515 06 515 06 515 06 515 06 515 06 515 06 6180 02
v v v y ’ ’ v v v y v
Misc.-Customer Senvice 103 00 1030 12 1030 12 1030 12 1030 12 1030 12 1030 12 1030 12 1030 12 1030 12 1030 12 1030 12 12360 03
v v v , - ’ v v v y
Misc.-Contractor/Temp 3613 01 3613 42 3613 42 3613 42 3613 42 3613 42 3613 42 3613 42 3613 42 3613 42 3613 42 3613 42 43350 11
v v v y - v v v v v v
Misc - on board AVLAFi 515 0.0 515 06 515 06 515 06 515 06 515 06 515 06 515 06 515 06 515 06 515 06 515 06 6180 02
Visc. Omer( v v v y - v v v v v v
Unepesiiod) 1030 00 1030 12 1030 12 103 12 1030 12 1030 12 1030 12 1030 12 1030 12 1030 12 1030 12 1030 12 12,360 03
v y v v v v y y - v v
Operating Reserve 0 00 0 00 16223 188 16223 188 16223 188 16223 188 16223 188 16223 188 16223 188 16223 188 16223 188 16223 188 194,677 48
b b b b b b b b b b b

Sub-Total Admin
Expenses

Total Direct and Admin
Costs

43572, 14 43572 50.6 59,795 69.4 59,795 69.4 59,795 69.4 59,795 69.4 59,795 69.4 59,795 69.4 59,795 69.4 59,795 69.4 59,795 69.4 59,795 69.4 717,537 17.8

205,802 205,802 222,025 222,025 222,025 222,025 222,025 222,025 222,025 222,025 222,025 222,025 2,664,302

Farebox Recovery %
(minus Replacement 42% 42% 39% 39% 39% 39%: 39% 39% 39% 39% 39% 39% 39%
Fund)

Net Operating Costs r r r 4 r 4 4 v v v

(EZ;)ES‘ES:‘(?:/(ZT“Z) 135,865 157.7 135,865 157.7 135,865 157.7 135,865 157.7 135865 157.7 135,865 157.7 135,865 157.7 135,865 157.7 135,865 157.7 135,865 157.7 135,865 157.7 135,865 157.7 1,630,384 404
minus (FASTER)

Bus Replacement r

Reserve 54,167 54,167 629 54167 54,167 54,167 54,167 54,167 54,167 54,167 54,167 54,167 54,167 650,000 16.1
Misc Capital Expense 20,833 20,8337 24.2 20,833 20,833 20,833 20,833 20,833 20,833 20,833 20,833 20,833 20,833 250,000/ 6.2
Total Program Costs 280,802 280,802 297,025 297,025 297,025 297,025 297,025 297,025 297,025 297,025 297,025 297,025 3,564,302

Net Expenses (Total

Program Costs minus 194,642 194,642 210,865 210,865 210,865 210,865 210,865 210,865 210,865 210,865 210,865 210,865 2,530,384

Expenses)
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Twelve-month operations forecast Fiscal Year Begins Jul-16

A
A
s o o/ B 8 0 5 3 5 5 5 3 é
 §F /& s F e § & S /) e F ) F s ) & s @ ) S e &
Revenue (Sales)
arebox Sales 808 37 11480871000 1148081000 114808 1000 114,808100.0 114,808'100.0 114,808100.0 114,808 1000 114,808/100.0 114,808/100.0 114,808/1000 114,808 1000 1,377,697
Farebox Sal 114,808
Interline Revenue (ICB) 0o 00 o 00 o 00 o o0 o 00 o” 00 o 00 o 00 o 00 o 00 0" 00 0 00 0
Advertising Revenue 0 00 ) o 00 o” o0 ) o” 00 o” 00 o” 00 o 00 o 00 o 00 0 00 0
FASTER 3,000,000 963 0 00 0 00 0 00 0 00 0 00 0 00 0 00 0 00 0 00 0 00 0 003,000,000
Total Revenue (Sales) 3,114,808 1000 114,808 100.0 114,808 100.0 114,808 1000 114,808 1000 114,808/1000 114,808 1000 114,808 1000 114,808 1000 114,808 1000 114,808 1000 114,808 100.0 4,377,697
Direct Costs
Contract Operator 162,230141.3 1622301413  162,2301413 162,230 1413 1622301413 162,230'141.3 1622301413 162,230 1413 162,230141.3 1622301413 162,230'141.3 162,230 141.3 1,946,765
Total Direct Costs 162230 52 1622301413 1622301413 162,230 1413 1622301413 1622301413 1622301413 162,230 1413 1622301413 162,230 1413 1622301413 162,230 1413 1,946,765
v v v v v v . v v v - .
Gross Income 29525787 948 -474227-413  -47,4227-413 -47422" 413 -a74227-413 474227413 474227413 474227413 474227413 474227413 -a7422"-413 474227413 2430932
Administrative Expenses (Overheads)
‘ v v v - v - , ’ v v - v
Staff salaries & benefits 22986 0.7 22986 200 22,986 200 22,986 200 22986 200 22986 200 22986 200 22986 200 22986 200 22986 200 22986 200 22986 200 275834
v v v v v v v v v v v v
Advertising 8841 03 8841 77 8841 77 8841 7.7 8841 7.7 8841 7.7 8841 7.7 8841 7.7 8841 7.7 8841 7.7 8841 7.7 8841 77 106,090
v v v v v v v v v v v v
Maint/ Compliance Engineer 4202 01 4202 37 4202 37 4202 37 4202 37 4292 37 4292 37 4202 37 4202 37 4202 37 4292 37 4292 37 51500
, v - - v - v v v v - v
;i’pep:‘i"::'a and 177, 00 177, 02 177, 02 177, 02 177, 02 177, 02 177, 02 177, 02 177, 02 177, 02 177, 02 177, 02 2122
h v v v v v v v v v v v v
Zfrfnf:ici‘z’ni 221 00 221 02 221 02 221 02 221 02 221 02 221 02 221 02 221 02 221 02 221 02 221 02 2652
v v v v v v y y v v v y
DD SIS 177 00 177 02 177 02 177, 02 177 02 177 02 177 02 177 02 177 02 177 02 177 02 177 02 2122
(Office/Operating)
4 b b b b v - v v v v - v
x;g;'sszlena"e' ) 530 0.0 530 05 530 05 530 05 530 05 530 05 530 05 530 05 530 05 530 05 530 05 530 05 6,365
: y y v v v v v v v v v v
t’gz:::;’a‘e Travel - 177, 00 177, 02 177 02 177, 02 177 02 177 02 177 02 177, 02 177 02 177 02 177, 02 177 02 2122
° y v v v v v v v v v v v
g;z;""s‘a'e UEoRe 177 00 177 02 177, 02 177, 02 177 02 177 02 177, 02 177, 02 177, 02 177 02 177, 02 177, 02 2122
: - . b b b b v v v v v v v
Misc -Communications ( 133 00 133 01 133 01 133 01 133 01 133 0.1 133 0.1 133 0.1 133 01 133 01 133 01 133 01 1,591
Telephone/Fax/internet
, v v v v v v v v v v v
Misc -Software 177, 00 177, 02 177, 02 177, 02 177, 02 177, 02 177, 02 177, 02 177, 02 177, 02 177, 02 177, 02 2422
v v v v v v v v v v v v
Misc -Postage 88 00 88 01 88 0.1 88| 01 88 0.1 88 0.1 88 0.1 88 01 88 01 88 0.1 88 0.1 88 01 1,061
y v v - v , , y v v , y
Misc -Room Rentals 530 00 530 05 530 05 53 05 530 05 530 05 530 05 530 05 530 05 530 05 530 05 53 05 6365
v v v v v v v v v v v v
Misc.-Customer Senice 1061 00 1061 09 1061 09 1061 09 1061 09 1,061 09 1061 09 1061 09 1061 09 1061 09 1061 09 1061 09 12731
, v v - v - v v v v - v
Misc.-Contractor/Temp 3721 01 3721 32 3721 32 3721 32 3721 32 3721 32 3721 32 3721 382 3721 82 3721 32 3721 32 3721 32 44651
, v v - v - v v v v - v
Misc - on board AVLAVIFi 530 00 530 05 530 05 53 05 530 05 530 05 530 05 530 05 530 05 530 05 530 05 53 05 6365
vie. y v v v v ’ v v v v ’ v
Ulnsscpeoc'i}:ieezjg 1,061 00 1061 09 1061 09 1061 09 1061 09 1061 09 1061 09 1061 09 1061 09 1061 09 1061 09 1061 09 12731
Operating Reserve 16223 05 16223 141 16223 141 16,223 141 16223 141 16223 141 16223 141 16223 141 16223 141 16223 141 16223 141 16223 141 194,677
;’s;"s‘i“m'” 61102 20 61,102 532 61,102 532 61,102 532 61,102 532 61,102 532 61,102 532 61102 532 61102 532 61102 532 61102 532 61102 532 733,222
E?)‘;'SD"e“ and Admin 223,332 223,332 223332 223332 223,332 223332 223332 223,332 223,332 223332 223332 223,332 2,679,987
Farebox Recovery %
(minus Replacement 51% 51% 51% 51% 51% 51% 51% 51% 51% 51% 51% 519% 519

Fund)
Net Operating Costs
(Direct CoststAdmin
Exp) minus (Revenue)
minus (FASTER)

Bus Replacement

108524 945 108,524 945 108,524 945 108,524 945 108,524 945 108,524 945 108,524 945 108524 945 108,524 945 108,524 945 108,524 945 108524 945 1,302,291

Reserve 54,167 54,167 472 54,167 54,167 54,167 54,167 54,167 54,167 54,167 54,167 54,167 54,167 650,000
Misc Capital Expense 20,833 20,833 18.1 20,833 20,833 20,833 20,833 20,833 20,833 20,833 20,833 20,833 20,833 250,000
Total Program Costs 298,332 298,332 298,332 298,332 298,332 298,332 298,332 298,332 298,332 298,332 298,332 298,332 3,579,987
Net Expenses (Total

Program Costs minus 183,524 183,524 183,524 183,524 183,524 183,524 183,524 183,524 183,524 183,524 183,524 183,524 2,202,290

Expenses)
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Twelve-month operations forecast Fiscal Year Begins JUl-17

A
NI . PG s E
SN S &/ § ® /0§ & $ &® &® ®/F ®/ & & g ® /& ® /0§ &® & g
Revenue (Sales)
Farebox Sales 136322] 43 1363221000 1363221000 136,322 1000 1363221000 1363221000 1363221000 1363221000 1363221000 1363221000 1363221000 136,322 1000 1635861 353
Interline Revenue (ICB) o oo o o0 o 00 o/ o0 o 00 o oo o o0 o 00 o 00 o o0 o o0 o 00 o o0
Advertising Revenue o 00 o 00 o 00 o/ 00 o 00 ) o 00 o 00 o 00 o 00 o 00 o 00 0 00
FASTER 3,000,000 95.7 o 00 o 00 o 00 o 00 o o0 o 00 0 00 o 00 o 00 o 00 0 00" 3000000 647
Total Revenue (Sales) 31363221000 136,322 1000 136,322 1000 136,322 1000 136,322 1000 136,322 1000 136,322 1000 136322 100.0 136322 1000 1363221000 136322 1000 136,322 1000 4635861 1000
Direct Costs
Contract Operator 1658811217 165881121.7 165881121.7 165881 121.7 1658811217 16588171217 1658811217 16588171217 16588171217 16588171217 16588171217 1658811217 1990,567 1217
Total Direct Costs 1658817 53 1658811217 1658811217 165881 1217 1658811217 1658811217 1658811217 1658811217 1658811217 1658811217 1658811217 1658811217 1990567 42.9
Gross Income 29704417 947 29550 -217 20550 -217 -20559 -21.7 29550 -21.7 29550 -217 -29559 -217 -20559 217 -20559 217 29569 -21.7 29550 -21.7 29550 -21.7 2645294 571
Administrative Expenses (Overheads)
S - - v v v - - ’ v - ’ -
Staff salaries & benefits 23676 08 23676 174 23676 17.4 23676 174 23676 174 23676 174 23676 17.4 23676 17.4 23676 174 23,676 174 23676 174 23676 174 284,100 61
v ” v v v v ’ y v v y v
Advertising 9106 03 9106 67 9106 67 9106 67 9106 67 9106 67 9106 67 9106 67 9106 67 9106 67 9106 67 9106 67 109273 24
- - ’ v ’ - - ’ v - ’ -
Meint/ Compliance Engineer 44200 01 4420 32 4420 32 4420 32 4420 32 4420 32 4420 32 4420 32 4420 32 4420 32 4420 32 4420 32 53045 11
- - - - - - - y - - y -
;:Lsp:"’::'a and 182 00 182 0.1 182 0.1 182 01 182 01 182 0.1 182 0.1 182 01 182 01 182 0.1 182 01 182 01 2185 00
Ve on Bomra v ” v v v v ’ y v v y v
. 228 00 228/ 02 228 02 28 02 228 02 228 02 208 02 228 02 228 02 228 02 28 02 228 02 2732 01
Tt - - - - , - - - v - - -
e 182 0.0 182 01 182 01 182 04 182 01 182 0.1 182 0.1 182 01 182 01 182 0.1 182 01 182 01 2185 00
: - - - - - - - y - - y v
m'{f{g;g‘z:‘enaw' - 546 0.0 546 0.4 546 0.4 546 04 546 0.4 546 04 546 04 546 0.4 546 0.4 546 04 546 04 546 0.4 6556 01
v ” v v v v ’ y v v y v
ﬂz;':;'a‘e Travel - 182 00 182 0.1 182 0.1 182 01 182 01 182 01 182 01 182 01 182 0.1 182 01 182 0.1 182 01 2185 00
- - - - , - - - - - - -
g:zf“""sme UL 182, 00 182 01 182 01 182 01 182 0.1 182 0.1 182 01 182 01 182 01 182 0.1 182 0.1 182 01 2185 00
- - - - - - - y - - y -
_'I,A:e“phcgyz;gs;'[::e“;'; ( 137, 00 137, 01 137 01 137, 01 137 01 137| 01 137| 01 137 01 137 01 137 01 137 01 137 01 1639 00
v ’ v v v v ” y v v y v
Misc -Software 182 00 182 01 182 01 182 01 182 01 182 0.1 182 01 182 01 182 01 182 0.1 182 01 182 01 2185 00
- - - - , - - - - - - -
Misc -Postage 91 00 o1 01 91 01 91 01 91 01 o1 01 91 01 91 01 91 01 91 01 91 01 91 0.1 1003/ 00
- - - ’ ’ - - ” - - - -
Misc -Room Rentals 546 0.0 546 0.4 546 0.4 546 04 546 0.4 546 04 546 04 546 0.4 546 0.4 546 04 546 0.4 546 0.4 6556 01
v ’ v v v v ” y v v y v
Misc.-Customer Senice 1083 00 1093 08 1093 08 1093 08 1093 08 1,093 08 1093 08 1093 08 1093 08 1003 08 1093 08 1093 08 13113 03
- - - - - - - ” i - - -
Misc.-Contractor/Temp 3833 01 3833 28 3833 28 3833 28 3833 28 3833 28 3833 28 3833 28 3833 28 3833 28 3833 28 3833 28 45990 10
- - - ” - - - y - - - -
Misc - on board AVLFi 546 0.0 546 0.4 546 0.4 546 04 546 0.4 546 04 546 04 546 0.4 546 0.4 546 04 546 0.4 546 0.4 6556 01
v ’ v v v v ” y v v y v
ﬁf;[;g;z;g 1083 00 1093 08 1093 08 1093 08 1093 08 1093 08 1093 08 1093 08 1093 08 1003 08 1093 08 1093 08 13113 03
Operating Reserve 16588 05 16588 122 16588 122 16588 122 16588 122 16588 122 16588 122 16588 122 16588 122 16588 122 16588 122 16588 122] 109057 43
v v e v e v v r v v y e
:sez‘:; Admin 62813 20 62813 461 62813 461 62813 461 62813 461 62813 461 62813 461 62813 461 62813 461 62813 461 62,813 461 62813 461 753,750 163
Total Direct and Admin
ot 228,694 228,694 228,694 228,694 228,694 228,694 228,694 228,694 228,694 228,694 228,694 228,694 2,744,326
Farebox Recovery %
(minus Replacement 60% 60% 60% 60% 60% 60% 60% 60% 60% 60% 60% 60% 60%
Fund)
- - - v v - - ” v - -

Net Operating Costs
(Direct Costs+Admin
Exp) minus (Revenue)
minus (FASTER)

92,372 6738 92,372 67.8 92,372 67.8 92,372 678 92,372 67.8 92,372 67.8 92,372 67.8 92,372 67.8 92,372 678 92,372 678 92,372 67.8 92,372 67.8 1,108,465 239

Bus Replacement

Reserve 54,167 54,167 39.7 54,167 54,167, 54,167 54,167 54,167 54,167 54,167 54,167 54,167 54,167 650,000 14.0
Misc. Capital Expense 20,833 20,833 20,833 20,833 20,833 20,833 20,833 20,833 20,833 20,833 20,833 20,833 250,000

Total Program Costs 303,694 303,694 303,694 303,694 303,694 303,694 303,694 303,694 303,694 303,694 303,694 303,694 3,644,326

Net Expenses (Total

Program Costs minus 167,372 167,372 167,372 167,372 167,372 167,372 167,372 167,372 167,372 167,372 167,372 167,372 2,008,465

Expenses)
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APPENDIX B

Worst Case Scenario
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Appendix B
Worst Case - Projected Ridership Years 2-5 50% of Projected

Interregional Express Service Characteristics by Corridor

Characteristic Cololrado Fort Collins Glenyvood System Total
Springs Springs
Trips
Initial 1-way Trips® 12 10 2 24
Vehicles
Peak 5 4 1 10
Back-up 1 1 1 3
TOTAL 6 5 2 13
Annual Revenue Miles 218,200 166,400 84,500 469,100
Average Daily Ridership
First Year of operation (25%) 111 52 9 172
Second year of operation (30%) 134 62 11 207
Third year of operation (40%) 178 82 14 274
Fourth year of operation (48%) 214 99 17 330
Annual Revenues by Corridor
Oct 1, 2014 - June 30, 2015 $198,713 $100,639 $24,629 $323,981
July 1, 2015 - June 30, 2016 $319,850 $159,990 $40,136 $519,977
July 1, 2016 - June 30, 2017 $424,876 $211,599 $51,083 $687,558
July 1, 2017 - June 30, 2018 $510,806 $255,468 $62,029 $828,303

Notes:

W An operating contingency is identified in the budget to allow for any extra trips needed. In the I-70
corridor, the second trip would travel between Vail and Denver, providing an earlier arrival in Denver
than the first trip.
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Appendix B
Worst Case - Projected Ridership Years 2-5 50% of Projected

INTERREGIONAL EXPRESS BUS EXPENSES - FY 2014
Unit Cost
Vehicles
13 Ower-the-road Coaches $600,000 $7,800,000
1 Vaults & related, including PC $17,500
Park-and-Ride Improvements
Woodman Road
Optionl - Land Swap with Tiffany Square w/improvements
Option 2 - Roundabout at Corporate Drive and Mark Dabley Blivd
Harmony Road: grading, paving for 150 new spaces
Other Improvements:
Shelters, Benches, Infrared heating as needed for Tejon,
Woodmen, Monument, US 34, Harmony, and Eagle
SUBTOTAL $1,000,000
Administrative Expenses
Communications/Branding $ 200,000
Maintenance Compliance Engineer® $ 50,000
Misc - As detailed on IX Operations Forecast $ 30,000 $280,000
Misc. Capital $250,000
IX Reserve for future capital (PNR improvements, vehicles, etc.) $1,570,000
TOTAL CAPITAL $10,917,500
EXPENSES FY 2015 - FY 2018
FY 2015 FY 2016 FY 2017 FY 2018
Direct Costs - Purchased Transportation
Contract Operator for Bus Senice®® $1,460,074 $1,946,765 $1,946,765 $1,990,567
Administrative Expenses
Staffing and Related Expenses $260,000 $267,800 $275,834 $284,109
Communications/Branding $150,000 $100,000 $103,000 $106,090
Maintenance Compliance Engineer® $100,000 $50,000 $51,500 $53,045
Fare Media and Supplies $2,000 $2,060 $2,122 $2,185
Misc - As detailed on IX Operations Forecast $100,000 $103,000 $106,090 $109,273
Operating Resene® $73,004 $194,677 $194,677 $199,057
SUBTOTAL $685,004 $717,537 $733,222 $753,759
Total Administrative & Direct Operating Expenses $2,145,077 $2,664,302 $2,679,987 $2,744,326
Fare Revenues $323,981 $519,977 $687,558 $828,303
Farebox Recowery Ratio (Does not include replacement fund) 15% 20% 26% 30%
Net Operating Costs (Total direct & Admin Expense minus Revenues) $1,821,096 $2,144,325 $1,992,429 $1,916,024
Replacement Fund $487,500 $650,000 $650,000 $650,000
Misc Capital Expenses $ 250,000 $ 250,000 $ 250,000 $ 250,000
Total Program Expenses $ 2,882,577 $ 3,564,302 $ 3,579,987 $ 3,644,326
Net Expenses(Total Program Expenses minus Revenues) $2,558,596 $3,044,325 $2,892,429 $2,816,024

@ In FY 2015, senice is budgeted to operate 9 months.

@ Purchased transportation senvices are calculated at $4.15 per mile for a three year fixed contract, and then inflated at 3%.

@ Covers online inspection of buses and contractor maintenance oversight in the first year. In ensuing years, only oversight is required.
"® The operating resene is calculated at 5% for FY15 and 10% after that. This is for additional senvice, subject to Commission approval.
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Budget/Revenues

Initial Capital Fund B
FASTER Statewide Funds 5
Farebox Revenue B

Total Revenue

Operating Costs

Contract Operator

DTR Salaries (2 positions)
Branding/Communications
Maint. Compliance Engineer
Fare Media

Misc. Other

Operating Reserve'”

R oA eh &a e A

Total Operating Costs

Capital Costs

Bus Purchase 3

PMR Improvements 5

Misc. Capital B
Total Capital Costs

Replacement Fund ¥
Annual Contribution 5

Replacement Fund Total B

- e
Revenues minus Expenses‘z'*

Cumulative Reserves™
Refunded to FASTER Statewide
Motes

FY 2014

10.92

0.20
0.05

7.80
1.00
0.25

5

" Dperating Reserve = 5% for FY 2015, 10% thereafter.

@ Senice proposed to begin October 2014

10.92

0.28

1.57

RS IR = IR = = R = I = ]

Appendix B
Worst Case - Projected Ridership Years 2-5 50% of Projected

Cash Flow Analysis: FY 2014 - FY 2018 ($000,000)
FY 20159

3.00
0.32

1.46
0.26
015
0.10
0.00
0.10
0.07

0.25

0.49
0.49

3.32

215

0.25

0.49

0.44
2.01

RS IR = IR = = R = I = ]

FY 2016

3.00
0.52

1.95
0.27
0.10
0.05
0.00
0.10
0.19

0.25

0.65
1.14

FY 2017

§ 300

5 069
352 3

5 195

5 028

5 010

$ 005

§ 000

5 011

5 019
266 3

$ -

$ -

§ 025
0.25 3

5 065

5 179
0.65 3
(0.04) 3
1.96 5

3

® " Net Revenues minus Expenses” do not carryover into next fiscal year, they are added to the Cumulative Reserves.
™ Reserves are capped at $3M. Excess is returned to the FASTER Statewide Pool.

268

0.25

0.11
2.07

& R &h e R A A

FY 2018

3.00
0.83

1.99
0.28
0.1
0.05
0.00
0.1
0.20

0.25

0.65
244

3.83

274

0.25

0.65

013
2.26
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APPENDIX C

Coming Next Week
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Appendix C High Success
50% more ridership than plan

Interregional Express Service Characteristics by Corridor

Colorado Glenwood

Characteristic : Fort Collins : System Total
Springs Springs
Trips
Trips in FY 2016 1-way Trips® 16 12 4 32
Vehicles
Peak 7 6 1 14
Back-up 1 1 1 3
TOTAL 8 7 2 17
Annual Revenue Miles 290,900 199,700 169,000 659,600

Average Daily Ridership

First Year of operation (75%) 334 155 26 515
Second year of operation (90%) 401 185 32 618
Third year of operation (120%) 534 247 42 823
Fourth year of operation (143%) 636 295 50 981

Annual Revenues by Corridor

Oct 1, 2014 - June 30, 2015 $597,929 $299,981 $71,151 $969,061

July 1, 2015 - June 30, 2016 $957,165 $477,389 $116,761 $1,551,314

July 1, 2016 - June 30, 2017 $1,274,628 $637,379 $153,248 $2,065,255

July 1, 2017 - June 30, 2018 $1,518,096 $761,242 $182,438 $2,461,776
Notes:

r(1) An operating contingency is identified in the budget to allow for any extra trips needed. In the I-70
corridor, the second trip would travel between Vail and Denver, providing an earlier arrival in Denver
than the first trip.
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Appendix C High Success

50% more ridership than plan

INTERREGIONAL EXPRESS BUS CAPITAL AND EXPENSES - FY 2014
Unit Cost
Vehicles
13 Over-the-road Coaches $600,000 $7,800,000
1 Vaults & related, including PC $17,500
Park-and-Ride Improvements
Woodman Road
Optionl - Land Swap with Tiffany Square w/improvements
Option 2 - Roundabout at Corporate Drive and Mark Dabley Blvd
Harmony Road: grading, paving for 150 new spaces
Other Improvements:
Shelters, Benches, Infrared heating as needed for Tejon,
Woodmen, Monument, US 34, Harmony, and Eagle
SUBTOTAL $1,000,000
Administrative Expenses
Communications/Branding $ 200,000
Maintenance Compliance Engineer® $ 50,000
Misc - As detailed on X Operations Forecast $ 30,000 $280,000
Misc. Capital $250,000
IX Reserve for future capital (PNR improvements, vehicles, etc.) $1,570,000
TOTAL CAPITAL $10,917,500
EXPENSES FY 2015 - FY 2018
Purchased Transportation FY 2015 FY 2016® FY 2017® FY 20187
Contract Operator for Bus Senice®® $1,460,074 $2,737,340 $3,026,180 $3,748,597
Administrative Expenses
Staffing and Related Expenses $260,000 $267,800 $275,834 $284,109
Communications/Branding $150,000 $100,000 $103,000 $106,090
Maintenance Compliance Engineer® $100,000 $50,000 $51,500 $53,045
Fare Media and Supplies $2,000 $2,060 $2,122 $2,185
Misc - As detailed on IX Operations Forecast $100,000 $103,000 $106,090 $109,273
Operating Resene® $73,004 $273,734 $302,618 $374,860
SUBTOTAL $685,004 $796,594 $841,164 $929,562
Total Administrative & Operating Expenses $2,145,078 $3,533,934 $3,867,344 $4,678,159
Fare Revenues $969,061 $1,551,314 $2,065,255 $2,461,776
Fareox Recowery Ratio 45% 44% 53% 53%
Net Operating Costs (Total direct and admin expenses minus revenues) $1,176,016 $1,982,620 $1,802,089 $2,216,383
Replacement Fund $487,500 $650,000 $650,000 $650,000
Misc Capital $250,000 $250,000 $250,000 $250,000
Bus and Farebox Capital® $1,800,000 $1,800,000
TOTAL PROGRAM EXPENSES $2,882,578 $6,233,934 $4,767,344 $7,378,159
Net Expenses (Total program costs minus revenue) $1,913,516 $4,682,620 $2,702,089 $4,916,383

Notes

"M InFY 2015, senice is budgeted to operate 9 months.
r
@ purchased transportation senices are calculated at $4.15 per mile for a three year fixed contract, and then inflated at 3%.
"® Covers online inspection of buses and contractor maintenance oversight in the first year. In ensuing years, only oversight is required.

" @ The operating reserne is calculated at 5% for FY15 and 10% after that. This is for additional senice, subject to Commission approval,
"® Four one ways added to Colo Springs - Denver (Total 16); 2 one ways added Ft. Collins - Denver ( total 12); 2 one ways added Vail-

Denver (total 4 on I-70)
v

6)
@

2 one ways added Colo Springs - Denver (Total 18); 2 one ways added Ft. Collins- Denver(total 14)

4
2 one ways added Colo Springs - Denver (Total 20); 2 one ways added Ft. Collins- Denver (total 16); 2 one ways added Glenwood

Springs-Denver (total 7 |-70)
4
®) 3 puses and fareboxes purchased FY 2016 and again in FY 2018 subject to Transportation Commission approval
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Appendix C High Success
50% more ridership than plan
Cash Flow Analysis: FY 2014 - FY 2018 ($000,000)

FY 2014 FY 2015 FY 2016 FY 2017¢ FY 2018®)
Budget/Revenues
Initial Capital Fund $ 10.92
FASTER Statewide Funds $ - $ 3.00 $ 3.00 $ 3.00 $ 3.00
Farebox Revenue $ - $ 0.97 $ 1.55 $ 2.07 $ 2.46
Total Revenue $ 10.92 $ 3.97 $ 4.55 $ 5.07 $ 5.46
Operating Costs
Contract Operator® $ - $ 146 $ 274 $ 3.03 $ 375
DTR Salaries (2 positions) $ - $ 0.26 $ 0.27 $ 0.28 $ 0.28
Branding/Communications $ 0.20 $ 0.15 $ 0.10 $ 0.10 $ 0.11
Maint. Compliance Engineer $ 0.05 $ 0.10 $ 0.05 $ 0.05 $ 0.05
Fare Media $ - $ 0.00 $ 0.00 $ 0.00 $ 0.00
Misc. Other $ 0.03 $ 0.10 $ 0.10 $ 0.11 $ 0.11
Operating Reserve® $ 0.07 $ 027 $ 0.30 $ 037
Total Operating Costs $ 0.28 $ 2.15 $ 3.53 $ 3.87 $ 4.68
Capital Costs
Bus Purchase® $ 780 $ - $ 1.8 $ - $  1.80
PNR Improvements $ 1.00 $ - $ - $ - $ -
Misc. Capital $ 0.25 $ 0.25 $ 0.25 $ 0.25 $ 0.25
Total Capital Costs $ 9.05 $ 0.25 $ 2.05 $ 0.25 $ 2.05
Replacement Fund
Annual Contribution $ - $ 0.49 $ 0.65 $ 0.65 $ 0.65
Replacement Fund Total $ - $ 0.49 $ 1.14 $ 1.79 $ 2.44
Revenues minus Expenses $ - $ 1.57 $ (1.03) $ 0.95 $  (1.27)
Cumulative Reserves $ 1.57 $ 3.00 $ 1.97 $ 2.92 $ 1.65
Refunded to FASTER Statewide $ - $ 0.14 $ - $ - $ -

Notes:

@ Operating Reserve = 5% for FY 2015, 10% thereafter.

@ 3 puses and fareboxes purchased in FY2016 & FY 2018

® Added 4 one way trips Colorado SErings-Denver (total 16), 2 one way trips Ft. Collins - Denver(total 12), and added 2 one way trip Vail - Denver (total I-70 =4)
increasing operator costs

@ Add 2 one ways Colorado Springs - Denver(total 18); 2 one ways Ft. Collins - Denver(total 14)

® Add 2 one ways Colorado Springs - Denver; two one ways Ft. Collins - Denver (total 14), one Glenwood Springs - Denver (total I-70- 6)
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Interregional Express Bus

O




Today’s Purpose:
Address November Workshop concerns
Present Communications & branding plan
Seek TC input & guidance/Approval requested in January

I X Sub-Committee
Transit & Rail Advisory Committee (TRAC) representatives
Linked transit agencies/entities
Assist CDOT in final development of the IX Plan

Stakeholder outreach: October — December

Final Plan Update/seek endorsements
Inter Mountain TPR
North Front Range MPO
Pikes Peak Area COG
DRCOG
RTD Board
Transit and Rail Advisory Committee (TRAC)
STAC

02 IX Bus Workshop: Page 41 of 63



» SB 09-094: Created Division of Transit & Rail (2009)

Authority to operate transit

- SB 09-108: FASTER (2009)

$10 M/year for statewide transit
Authority to spend on transit operations

» AG concurrence (2013)
Authority to operate and fund

» TBD Colorado recommendation (2012)

The state should play an enhanced role in helping to catalyze
and secure funding for transit projects, such as interregional
bus service

» State Transit Plan stakeholder input (2013 on-going)

Desire/need for more regional/interregional service
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Interregional Express Bus Plan
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I X Bus Concept

CDOT becomes a transit provider (using a private operator)
Begins to fulfill multimodal mission

Interregional element to statewide transit network
Connect population & employment centers

Peak period commuter & “essential service” express
Fast/minimize travel times
Limited stops/significant spacing
Utilize park-and-rides for broad local access
Maximize fare box recovery
Expect at least 40% over time
Guarantee 20% within two years
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Interregional Express Bus Plan

O

 Intercity & Regional Bus Network Study
15 month effort/complete early 2014
Interregional Express Bus development support

» Peer Agency Investigation/Lessons Learned
5 peer systems evaluated
Focus on park-and-ride collection points
Commuter peak period focus
Accommodate essential service needs
State or regional Commission or Board governance structure
Agency procured buses most cost effective
High fare box recovery: 38%-84%
Exception-New Mexico (15%) due to no/low CBD parking costs
Contract for operations
Minimize number of operators/contracts
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Interregional Express Bus Plan

O

IX Net Investment (subsidy)

FY 2015 FY 2016 FY 2017 FY 2018 4 yr Total
Admin and Operating Expenses  $ 2,145,077 $ 2,664,302 $ 2,679,987 $ 2,744,326 $ 10,233,692
Replacement fund $ 487,500 $ 650,000 $ 650,000 $ 650,000 $ 2,437,500
Total Annual Costs $ 2,632,577 $ 3,314,302 $ 3,329,987 $ 3,394,326 $ 12,671,192
IX Plan Forecast
Annual Fare Revenue $ 647,817 $ 1,033,918 $ 1,377,697 $ 1,635,861 $ 4,695,293

Annual Net Investment (subsidy) $ 1,984,760 $ 2,280,384 % 1,952,290 $ 1,758,465 $ 7,975,899
Fare box recovery ratio 30% 39% 51% 60%

Worst Case Scenario

Annual Fare Revenue $ 323,981 $ 519,977 $ 687558 $ 828,303 $ 2,359,819

Annual Net Investment (subsidy) $ 2,308,596 $ 2,794,325 $ 2,642,429 $ 2,566,023 $ 10,311,373
Fare box recovery ratio 15% 20% 26% 30%




| X Recommended Funding

FASTER Statewide pool — annual allocation
Capped at $3.0M — no increases
Covers operations & maintenance
Fare box revenues dedicated to program
Funds other operating costs, capital needs and service expansion
Includes Bus Replacement Fund annual contribution
I X Cumulative Reserve
Commission controlled/capital improvements
I X excess funds/grows to $3.0M
>$3.0M refunded to FASTER Statewide capital program

No local match
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Cash Flow Analysis: FY 2014 - FY 2018 in ($000,000)
FY 2014 FY 2015@ FY 2016 FY 2017 FY 2018
Budget/Revenues
Initial Capital Fund $ 10.92
FASTER Statewide Funds $ - $ 3.00 $ 3.00 $ 3.00 $ 3.00
Farebox Revenue $ - $ 0.65 $ 103 $ 138 $ 164
Total Revenue $ 10.92 $ 365 $ 4.03 $ 438 $ 464
Operating Costs
Contract Operator $ - $ 146 $ 19 $ 19 $ 199
DTR Salaries (2 positions) $ - $ 0.26 $ 027 $ 0.28 $ 0.28
Branding/Communications $ 0.20 $ 015 $ 0.10 $ 0.10 $ o1
Maint. Compliance Engineer $ 0.05 $ 0.0 $ 0.05 $ 0.05 $ 0.05
Fare Media $ = $ 0.00 $ 0.00 $ 0.00 $ 0.00
Misc. Other $ 0.03 $ 0.10 $ 0.10 $ 0.11 $ 0.11
Operating Reserve® $ 0.07 $ 019 $ 019 $ 0.20
Total Operating Costs $ 0.28 $ 215 $ 266 $ 268 $ 274
Capital Costs
Bus Purchase $ 7.80 $ - $ - $ -
PNR Improvements $ 100 $ - $ - $ = $ =
Misc. Capital $ 0.25 $ 0.25 $ 0.25 $ 0.25 $ 0.25
Total Capital Costs $ 9.05 $ 025 $ 025 $ 025 $ 025
Replacement Fund
Annual Contribution $ - $ 049 $ 0.65 $ 0.65 $ 0.65
Replacement Fund Total $ - $ 049 $ 114 $ 179 $ 244
$ 0.49 $ 0.65 $ 0.65 $ 0.65
Net Revenues minus Expenses® $ - $ 077 $ 047 $ 0.80 $ 099
Cumulative Reserves® $ 157 $ 234 $ 280 $ 3.00 $ 3.00
Refunded to FASTER Statewide Pool $ - $ = $ = $ 0.60 $ 0.99




Private Sector Competition?
No, IX provides complimentary service

Statewide Transit Network
Intercity service/connect major metropolitan areas
Interregional Express/connect corridor communities
Local service/local collection and distribution

AG concurs
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Interregional Express Bus Plan
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Fort Collins to DUS

* 5round trips/wkday
O 4 peak commute times
o 1 off-peak

» Park-and-Rides/stations

o 1-25/Harmony Road PNR

« Park-and-ride expansion
required

o 1-25/US 34 PNR
o Denver Union Station

o Utilize current/future

managed lanes & direct DUS
access

» Ridership estimate
o 171-257 passengers/day




Interregional Express Bus Plan
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Colorado Springs to DUS

* 6 round trips/wkday
o 5 peak commute times
o 1 off-peak

» Park-and-Rides/stations
o 1-25/Tejon Rd PNR

o 1-25/Woodman Rd PNR

« Park-and-ride access
required

o 1-25/Monument PNR
o 1-25/Broadway Station
o Denver Union Station
» Ridership estimate
o 371-556 passengers/day




Interregional Express Bus Plan

O

Mountain Corridor Plan

* 1round trip/wkday

o 7:20AM depart Glenwood
Springs

"\f@ O 6:00PM depart DUS
@ 2 g 3 sk ./ Park-and-Rides/stations
GGGGGGG - Y o .g‘._\_ o South Glenwood Station PNR
g o 1-70/Eagle PNR
g - ‘ o Vail Transit Center PNR (pay
In winter)
S * o Frisco Transit Center PNR

o Denver Federal Center
o Denver Union Station

» Ridership estimate
o 18-36 Passengers/day




Fare structure - Recommended
$0.17/mile — consistent with industry/peer evaluation

Single ticket one-way
$10/trip: Ft. Collins to DUS
$12/trip: Colorado Springs to DUS
$28/trip: Glenwood Springs to DUS
$17/trip: Vail to DUS

Multiple trip discounts:
10% discount (10 ride ticket)
20% discount (20 ride ticket)
25% discount (40 ride ticket)
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Interregional Express Bus Plan

O

» 13 Over the Road Coaches

o 50 passenger capacity, ample leg room

o Handicap accessible

o Reclining seats w/3 point restraining belts
o Fold down tray tables

o Wi-Fi1 and 110 volt electrical outlets

o Restrooms

o Bike racks

» USDOT Certification required

o Consensus at November Workshop

o No Buy-America requirements
« State funds — no requirement




» FY2015-FY2017 Operations & Maintenance

Contract with a private provider
3 year contract w/ 2 one-year options (FY2018 & FY2019)
Customer service performance measures
Required maintenance schedule and monitoring

RFP in development/advertise February 2014
RTD & Mountain Metro expertise/specs and process

Commission review and approval — Spring 2014
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Communications Plan
Part |: Brand

Public information elements (system map, schedules, website,
brochures, etc.)

Marketing elements (campaigns, advertising, etc.)

Bus stop/station treatments (signage, information posts,
architectural amenities, other)

Bus vehicle treatments (exterior and interior)
Part I11: Education

Benefits

Operations

Partnerships with local agencies

How to ride
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Communications Plan

Part |: Brand

Develop brand, prepare graphic and infrastructure design
standards based on the brand approach

Timeframe: Jan - May 2014
Part I1: Education
Project Organization
Communications Collateral
Internal Leadership/Project Communications
Media Relations
Project Messaging
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Interregional Express Bus Plan

» Measuring IX Success
Quarterly Performance Reports
Ridership
Fare box revenues
Fare box recovery ratios
On-time performance rate
Contractor violations
Continuous performance monitoring
Service flexibility to maximize performance

» Commission Oversight
Suggest T&l Committee serve as I X Operating Committee
TRAC provides input
No capital expenditures or service expansion w/out TC approval
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Reqguest Commission approval — January 2014
Public outreach — Spring 2014
Communications/branding — Winter/Spring 2014

Local Partnerships — Spring/Summer 2014

Joint advertising
Ticket sales
PNR maintenance

Service opening — Late 2014
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Questions
77?7



» Finance Plan/Budget
Initial capital/start-up fund (FY 2014)  $10.9M

SB 1 unallocated/FREX proceeds $5.4M
Unallocated FASTER Statewide $5.5M
FY 2014 capital expenditure estimates  $10.9M
Bus purchase (13) $7.8M
PNR improvements $1.0M
PR/Branding $0.2M
Misc./1X Reserve $0.3M
IX Cumulative Reserve $1.6M

Annual contracted services (FY 2015+) $3.0 M

FASTER Statewide pool

o Capped at $3.0M — no increases

Covers operations & maintenance
Fare box revenues dedicated to program

Funds other operating costs, capital needs and service expansion
No local match
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Customer Service Plan
Key principles:
Safe travel with friendly drivers
Clean, comfortable buses

Passenger friendly amenities: leg room, Wi-Fi, restrooms, ADA
accessible

On-time performance
Guaranteed ride home
Customer Call Center
Mobile Apps

Real time bus location
Schedules & fares
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Interregional Express Bus Plan

O
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