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CITY OF SANTA BARBARA


COUNCIL AGENDA REPORT

AGENDA DATE:

January 23, 2007

TO:



Mayor and Councilmembers

FROM:


Transportation Division, Public Works Department




City Administrator’s Office
SUBJECT:

Alternative Transportation Incentive Program Update
RECOMMENDATION:
 

That Council receive a report from staff on plans to enhance the City employee Alternative Transportation Incentive Program.

EXECUTIVE SUMMARY:
 

Over the next six months, staff plans to work on the implementation of the following programs to encourage and support alternative commute options and commute traffic reduction for City employees through the Work Trip Reduction Incentive Program:
· Allow alternative commuters to use City vehicles for carpools, personal appointments, errands, and family emergencies. 

· Broaden eligibility for employee carpool benefits to include employees who carpool with non-City employees.
· Provide a 75% subsidy on commuter bus passes from North Santa Barbara and Ventura Counties.
· Expand the Public Works Department’s existing prize and incentive program for alternative commuters Citywide.

· Provide secure bicycle parking guarantees.
· Explore a 9/80 work and office schedule for most City offices.
Staff is also exploring the feasibility of implementing a cash “pay me not to drive” program for possible future implementation.
DISCUSSION:
 

Public Works staff has identified several enhancements to the City’s existing Alternative Transportation Demand Program (ALTRANS), now called the Work Trip Reduction Incentive Program (WORK TRIP).  WORK TRIP helps the City meet its Sustainability and Circulation Element goals by reducing the employee single-passenger drive rate.  
City Vehicle Use and Carpools
The Public Works Department will modify the City’s Vehicle Use Policy to provide greater support to employees who choose to carpool or use alternative transportation.  Employees who use alternative transportation may currently use a City vehicle under limited circumstances, in event of a missed ride home, for routine medical appointments, and to respond to family medical emergencies.   Family members are currently not allowed to ride in City cars.
The proposed changes will allow employees who use alternative transportation to check out a City vehicle at no cost to perform occasional personal errands.  It will also allow them to use the car to transport family members for doctor’s appointments and medical urgencies.  The policy will also be changed to allow a department to issue an employee or group of employees a City vehicle for use of a carpool for three or more people.  The carpool will need to pay its own gas costs.  
In addition, many of the City’s carpool parking and employee vehicle use benefits will be expanded to include City employees who carpool with non-City employees.

There are increased liability risks with the liberalization of the Vehicle Use Policy.  Public Works staff will work with the Finance Department to minimize this risk to a reasonable extent; however, not all risk can be eliminated.  Staff from Public Works has set a target date of March 15, 2007, for issuing the final revisions to the Vehicle Use Policy.
Commuter Bus Pass Subsidies
Currently, the City provides employees with a free MyRide bus pass for local Metropolitan Transit District (MTD) bus service.  Staff is working to expand its support of bus commuters by providing employees with a 75% subsidy for monthly bus passes from outside the South Coast area.  The Coastal Express pass for Ventura County commuters costs $75 per month.  For North Santa Barbara County commuters, the Clean Air Express pass costs $135 per month, and the MTD Valley Express costs $120 per month.  
Public Works Department staff will develop the related policy and procedures by March 31, 2007.  Staff expects to implement the subsidy program by July 1, 2007.  
Alternative Transportation Commute Challenge
The Public Works Department has been conducting a successful Alternative Transportation Commute Challenge for Public Works and Community Development employees in which weekly drawings are held for those employees who use alternative transportation to commute to work.  Employees log the days on which they use alternative transportation to commute to work and are entered into a drawing for a $20.00 gift card at a local business. 
This program will be extended to all City employees.  The Transportation Division will hold monthly drawings for alternative commuters.  Winners will be listed in the City’s newsletter, “The Wave”.  

The City is participating with the Traffic Solutions Division of the Santa Barbara County Association of Governments in the purchase of the “Greenride” software program, which is a Transportation Demand Management software program that is necessary to implement this program Citywide.  It is anticipated that this program will be operational before the end of the fiscal year, at which time staff will implement the program using funds in the current year’s transportation budget.  Funds to support this program for future years will be included in the Fiscal Year 2007-2009 Transportation Division budget.
Employee Commuter Resource Center Website

The Transportation Division will create and maintain a user-friendly Employee Commuter Resource Center website.  The website will publicize all available resources to make alternative commuting as convenient for City employees as possible.  

It is expected that the site will contain links to the following internal and external resources:
· City Policies and Procedures: FlexWork, Vehicle Use, Carpool and Bicycle Parking, etc.

· Online Employee Services: Online enrollment in the MyRide or Commuter Bus subsidy programs, requests for carpool and bicycle parking assignments, etc.
· Community Resources: Community carpool and vanpool match resources, bicycle commute resources, commuter bus resources, guaranteed ride home programs, commuter parking, etc.
· Commuter Friendly Businesses and Non-profits: grocery and dry cleaning delivery services, restaurants offering lunch delivery, emergency childcare resources, etc.
· Contests:  Entry forms and prize information for the monthly Citywide alternative commuter raffle.

Employees will have access to this site from various parts of the Portal System.  Job applicants will be able to access the website from the City Employment page on the Internet to learn about ways they could use alternative transportation to commute to a City job.
Design of this website is underway, and the website will be launched by October 1, 2007.  
Guaranteed Secure Bicycle Parking

Employees who carpool see the Preferred Employee Carpool Parking Spot Program as a real benefit.  Staff plans to extend this program to employees who bicycle.  Staff hopes to increase employee comfort levels with bicycle commuting by reducing the risks of bike theft and damage.
The City will guarantee a secure parking space for any bicycle commuter.  In many cases, space will already be available to create secure parking, but in other cases, a non-carpool employee parking spot may need to be converted for bicycle parking.  For work-sites close to the Granada Garage, the City may purchase a Bike Station membership for the employee.    
Bike lockers cost about $700 each, plus a nominal installation cost.  Up to 8 bike lockers can fit in one parking space.  The annual cost for a Bike Station membership is $96.
Explore Citywide 9/80 Schedule

The City Administrator’s Office is exploring the implementation of a condensed 9/80 workweek by closing administrative offices and public counters on alternating Fridays, which would achieve many benefits in reducing air pollution and congestion.  Employees on a 9/80 schedule commute 26 fewer roundtrips per year on Fridays, the busiest freeway traffic day of the week.  Longer work hours would also shift the timing of many trips to the workplace away from peak times just before 8:00 a.m. and after 5:00 p.m.  
Longer work hours could also allow offices to remain open to the public one hour longer on Monday through Thursday.  In addition, a 9/80 schedule brings significant competitive recruitment and retention advantages.  Local governments throughout California have adopted this program with great success  
The City’s standard work and office schedule is a traditional 5-day, 40-hour week.  Staff estimates that 446 City employees are on this schedule.  Most City offices are open from 8:00 a.m. to 5:00 p.m.  This places many City employees on the freeways and roads at peak commute traffic hours, five days per week.    
A 9/80 compressed work schedule allows an individual to work eighty (80) hours in nine (9) days, and have an additional day off in the two-week period.  In order to accomplish this, the employee works 9-hour days.  On one weekday (usually Friday), the employee alternately works an 8-hour day and has the same day off the following week.  The employee averages the same 40 hours per week as before, but commutes one day fewer every two weeks.

Currently, the City encourages and accommodates compressed work schedules as operational needs allow, and this has been successful in some departments.  However, special challenges related to staffing and communication needs at the City’s public counters and administrative offices prevent many employees who might otherwise contribute to City goals from taking advantage of compressed workweek schedules.  Closing most City offices on alternating Fridays would consolidate the effects of the alternate work schedule, increasing condensed workweek participation and maximizing organizational efficiency.  

Good planning would be essential to the success of the transition to a 9/80 schedule.  Staff in the City Administrator’s Office has organized an interdepartmental committee to explore the feasibility of moving to a 9/80 schedule.  If it is found that such a change is advisable, staff would bring a 9/80 schedule implementation plan to Council for its approval as early as April 2007, and could implement the new schedule as soon as July 2007.  

Possible Future Program:  Commuter Cash Incentives
A “pay me not to drive” program is a commuter benefit in which an employer offers employees the option to earn cash income when they forego driving alone.  

This program would provide an incentive (e.g.: up to $100 per month) for City employees who use alternative transportation for work commutes.  The program would not require a minimum commitment from the employee, and the cash incentive would be proportional to the actual number of alternative transportation trips made.  The more frequently the employee used alternative transportation to commute to work, the more the employee could earn.

The benefit of a “pay me not to drive” program is that it would encourage employees to consider alternatives to driving alone whenever their particular needs allow.  They would not be required to make a minimum commitment nor relinquish a parking pass to participate, which would maximize participation by people who might choose alternative transportation only on a limited or unpredictable basis.   

One-time costs would include updating the payroll system accounts to allow the benefit.  Ongoing costs would include a monthly maximum benefit of up to $100 per employee per month, plus the cost of administration.  The estimated Citywide cost would be $365,695 annually, using the ambitious assumption that 36% of our employees would use alternative transportation every workday. 

Staff does not have immediate plans to implement this program due to the potential costs. However, Transportation Division staff will continue to monitor and assess the fiscal feasibility and benefits of such a program.  

BUDGET/FINANCIAL INFORMATION:
 

Staff anticipates that any startup costs related to these programs can be absorbed within the existing Fiscal Year 2007 budget.  
PREPARED BY:
Browning Allen, Transportation Manager/BA/mh



Kristy Schmidt, Employee Relations Manager
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