Special Meeting of the
Yosemite Area Regional Transportation System (YARTS)
Authority Advisory Committee
LOCATION
Meeting held via teleconference/webinar at:
https://zoom.us/join
Webinar ID: 884 5309 1577
Webinar Passcode: 36918
For audio only:
1-669-900-6833
Public comment is available via teleconference/webinar
DATE
Wednesday, June 9, 2021
TIME
1:30 p.m.

Authority Advisory Committee Members
Candy O’Donel-Browne, Mariposa County Economic Development Corp, Chair
Karen Baker, Merced Regional Airport, Vice Chair
Jim Donovan, Yosemite National Park
Jonathan Farrington, Yosemite/Mariposa County Tourism Bureau
Dana Hallett, Private Citizen, Mariposa County
Sandy Hogan, Private Citizen, Mono County
Lisa Mayo, Tuolumne County Visitors Bureau
Matthew McClain, Private Citizen, Mono County
Terri Peresan, Mariposa County Department of Community Services
Jeff Simpson, Mono County Economic Development
Hilda Sousa, Caltrans, District 10
Moses Stites, Fresno Rural Transit
Nanette Villegas, Merced Mall
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Welcome to the YARTS Authority Advisory Committee Meeting
AGENDA
At least 72 hours prior to each regular YARTS Authority Advisory Committee meeting a complete agenda
packet is available for review on the YARTS website at www.yarts.com or at the MCAG office, 369 W. 18th
Street, Merced, CA 95340. All public records relating to an open session item and copies of staff reports or
other written documentation relating to items of business referred to on the agenda are on file at MCAG.
Persons with questions concerning agenda items may call MCAG to make an inquiry regarding the nature of
items described on the agenda.
PUBLIC COMMENT
Members of the public wishing to address agenda items or comment on any item not on the agenda may
do so during agenda item 2 – Public Comment. Persons may also address any item on the agenda during
consideration of that item. Comments are limited to three (3) minutes per person. To be recognized to
speak from your smartphone, tablet or computer, please use the ‘raise your hand’ feature on Zoom. If you
are participating by phone only, please press *9 to alert the moderator of your desire to speak. Please state
your name and city or community of residence for the record. For items not on the agenda, no action will
be taken. If it requires action, the item will be referred to staff and/or placed on the next agenda.
INDIVIDUALS WITH DISABILITIES
Representatives or individuals with disabilities should contact YARTS at (209) 723-3111 at least three (3)
days in advance of the meeting to request auxiliary aids or other accommodations necessary to participate
in the public meeting.
INTERPRETING SERVICES
Interpreting services are not provided at YARTS public meetings unless requested at least three (3) business
days in advance. Please call YARTS at (209) 723-3111 during regular business hours to request interpreting
services.
Servicios de intérprete no son ofrecidos en las juntas públicas de YARTS al menos de que se soliciten tres (3)
días de negoción en anticipación. Para solicitar estos servicios por favor contacte a MCAG al (209) 723-3111
durante horas de oficina.
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ITEM

STAFF

1.

Roll Call

2.

Public comment

Pg. #

Xavier Garcia

Public comment is available in advance of, or during, the
meeting. See instructions for public comment on page 2 of
the agenda packet.
3.

National Park Service report

4.

Information items:

Jim Donovan

These items are included for informational purposes. No
presentation will be made by staff unless Board members
have questions.
None.
5.

Consent calendar:
All consent calendar items listed below may be acted upon
with "one vote" unless specifically removed for separate
consideration by a member of the Board, a member of staff,
or a member of the public.
None.

6.

Action items:
Action items will be considered separately by the Board.
Public comment will be available during each item.

+

a.

Presentation and Acceptance of Final Strategic Plan

Christine Chavez and
Gordon Shaw

Pg. 6

+

b.

Provide Direction for Operations and Maintenance
Contract Scope of Work

Christine Chavez

Pg. 10

+

c.

Issue Invitation of Membership to Madera County

Stacie Guzman

Pg. 18

+

d.

Select Preferred Option to Secure Matching Funds for
Bus Purchases
YARTS Operations Strategy in Response to COVID-19

Stacie Guzman and
Christine Chavez
Christine Chavez

Pg. 25

e.
7.

Pg. 31

Discussion items:
These items will be presented separately in order to allow
Board members to ask questions or to provide staff direction.
None.

+ Attachment
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ITEM

STAFF

Pg. #

OTHER REPORTS
8.

Transit Manager’s report

Christine Chavez

Discussion: Return to in-person meetings and satellite
locations
9.

Member remarks

Next Meeting:
The next YARTS Authority Advisory Committee regular meeting to be held Wednesday, July 21, 2021 at 1:30
p.m. at a location to be determined.

+ Attachment
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ITEM 6a
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ITEM 6a
DATE:

June 9, 2021

TO:

Authority Advisory Committee

FROM:

Christine Chavez, Transit Manager

RE:

Action: Presentation and Acceptance of Final Strategic Plan

SUMMARY
LSC Transportation Consultants, Inc. (LSC) has completed the final draft of the YARTS Strategic Plan.
The purpose of the plan was to identify strategies to address YARTS critical fleet needs including service
modifications that would reduce operating costs for the purpose of redirecting funds to capital. In
addition to the service modification recommendations, the Plan also provides capital and institutional
recommendations. At this time, LSC is prepared to present the final recommendations of the Strategic
Plan and staff will be seeking the Board’s action to accept the document as complete.
REQUESTED ACTION
Recommend the YARTS Joint Powers Authority accept the final YARTS 2021 Strategic Plan.
BACKGROUND
As staff has presented over the last year, and as the YARTS JPA Board has navigated the challenges of
the ongoing COVID-19 crisis, it has become apparent that YARTS is facing several years of significant
budget challenges. In addition to the uncertainty of how COVID-19 will continue to impact revenue
sources, the agency has inadequate capital reserves to purchase buses to add to the agency’s fleet or
to replace aging vehicles that are becoming costlier to maintain. A top priority for agency staff is to
pursue a long-term financial sustainability plan to help the agency not only recover from the impacts of
COVID-19 but to better balance and plan for the agency’s operating and capital needs for years to
come.
In October 2020, YARTS contracted with LSC Transportation Consultants to complete a YARTS Strategic
Plan to define a sustainable operating, capital improvement and funding plan for YARTS given the
recent impacts of COVID-19, changes in funding availability, the pressing need for capital
improvements and other realities. The schedule for the completion of the Strategic Plan is below.
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October 2020
Oct-Dec 2020
January 2021
Jan-April 2021
April 2021
June 2021
July 2021
August 2021
November 2021
Nov 21/Mar 22
April 2022
April-June 2022
July 2022
Aug-Oct 2022
November 1, 2022

LSC and Staff will form a technical advisory group to assist with the Strategy
Study planning efforts; JPA Board and AAC will be engaged to identify key
issues to be addressed by LSC in the Strategy Study.
MCAG staff will begin developing new RFP document
LSC and staff will present a Current Conditions and Projections memo to the
AAC and the JPA Board
Virtual workshops with the AAC/JPA Board may be needed to discuss budget
scenarios and service options needed to inform the development of the RFP
LSC and staff will present the recommendations for the Strategic Plan White
paper
An additional virtual JPA board/AAC meeting to present and adopt the final
Strategic Plan and direct staff on the development of the O&M RFP
Finalize the O&M RFP
Release the O&M RFP
Deadline to submit proposals
Evaluate, Interview, Select and Negotiate
JPA Board approves new O&M contract
Caltrans review of O&M contract
Contract execution
Transition of new contractor, if applicable
Start of service under new contract

The strategic plan includes recommendations for:
1. Capital Needs
• Local revenue match for existing grants for Bus purchases.
• Local revenue match to replace existing fleet
• Local revenue match to acquire buses to run full service with YARTS owned buses
• Facility needs
2. Service Alternatives
• Operational modifications to provide local capital match opportunities
• Frequency of runs
• Year round service considerations
• Scaling/separating services bid in 2022

3. Funding/Institutional
•
•
•
•
•

Local contributions and service levels
Federal Grants (CARES, CMAQ)
Building a capital reserve
National Park Service contributions
Including additional agencies into the JPA
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PAST ACTION TAKEN
None.
DISCUSSION
LSC has completed the attached final draft Strategic Plan which includes draft plan recommendations
for review and discussion. Staff has reviewed these recommendations with LSC and agree with the
strategies suggested and consider them key actions to address YARTS longstanding financial challenges
for a more sustainable future.
Several of the recommendations are related to ongoing discussions provided below.
Madera County
Staff are currently discussing with Madera County the continuation of services in Madera County
starting in summer of 2023 (FY 23/24) and beyond. Staff is requesting the Governing Board to take
formal action in June to extend membership to Madera County.
Property and Fleet review
Staff has identified the properties YARTS owns in Midpines and in Mariposa are good candidates for
sale which could provide resources for future or immediate investment in a property in Merced, CA for
an Operations and Maintenance Facility. This will need to be a future discussion at the Governing
Board to determine next steps.
FISCAL IMPACT
MCAG provided the funding needed to complete this study. There is no direct impact to the YARTS
budget at this time.
REQUESTED ACTION
Recommend the YARTS Joint Powers Authority accept the final YARTS 2021 Strategic Plan.
STAFF CONTACT
For further information, please contact Christine Chavez, Transit Manager at Christine.chavez@yarts.com or
209-723-3100 ext. 509.
ATTACHMENT
YARTS Strategic Plan Draft Report – June 4, 2021
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ITEM 6b
DATE:

June 9, 2021

TO:

Authority Advisory Committee

FROM:

Christine Chavez, Transit Manager

RE:

Action: Provide Direction for Operations and Maintenance Contract Scope of Work

SUMMARY
The YARTS operations and maintenance contract will expire on October 31, 2022 requiring a new
contract to be in place by November 1, 2022. YARTS is required, by the Federal Transit Administration,
to competitively procure for the operations and maintenance of its services. Therefore, staff is
preparing to competitively bid the services in a manner that is compliant with state and federal
regulations beginning with the release of a Request for Proposals by the end of summer 2021. Staff is
seeking direction on the level of services to be bid out as they relate to future operation and
maintenance levels under the new contract to begin November 1, 2022.
REQUESTED ACTION
Recommend the YARTS Joint Powers Authority direct staff to develop a scope of work that
incorporates service modifications on all corridors as presented in the Strategic Plan (June 2021).
BACKGROUND
Staff reached out to Caltrans and the Federal Transit Administration to determine if the opportunity to
continue working with the current contractor was available to YARTS or if there was the need to
actively solicit proposals for a new Operations and Maintenance services contract for YARTS. It was
determined that YARTS will need to procure a new contract. The current service agreement with VIA
Adventures was entered into on November 1, 2018 and expires October 31, 2022.
Fleet
YARTS fleet consists of ten high quality over-the-road coaches. Nine additional vehicles are provided by
VIA. The vehicles are fueled with clean diesel and carry 49 passengers with 2 wheelchair securement
positions. Based on the federal standards for useful life (12 years of 500,000 miles, whichever comes
first) the vehicles are expected to meet the end of their useful life based on mileage with five expiring
in 2021, two more in 2022, and one in each of the years 2023, 2024, and 2025.
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An action item on the June YARTS Special meeting agenda is also being presented for direction on
pending capital grants. For purposes of the operations and maintenance procurement, staff
recommends assuming the procurement of operations and maintenance services to be procured with
existing fleet, and existing fleet useful life with notation of potential upcoming vehicle acquisitions,
until more information is available.
YARTS amended its contract with VIA in 2020 to shift from a straight per-service-hour costing to a
fixed-plus-per-service-hour costing which is more in line with transit industry standards. The costs for
the contractor to provide some of the necessary fleet to operate the services is built into the rates
charged. Over the long-term, it is still in YARTS interest to eliminate the need for contractor-provided
buses.
Budget
Budget projections into the 2021/2022 fiscal year were analyzed in the YARTS Strategic Plan and
several major factors were noted that could impact future operational costs and revenues (pg. 53).
Expense Variables
•
•

•

The service plan, including level of service, location of service and distribution of hours by
season can significantly impact operational expenses
The price of new Operations and Maintenance service contract will depend on several key
factors, including:
o Whether the contractor uses YARTS buses or must provide additional vehicles
o Whether YARTS or the contractor provides a maintenance and operations site
o The amount of dead head required in the service plan, as well as the need to house
vehicles and staff at off-site locations.
Administrative expenses—MCAG has on occasion absorbed the administrative costs on behalf
of YARTS when YARTS revenues were low. The administrative costs should be better identified,
which may impact the cost, but also should improve predictability.

Revenue Variables
•

•
•
•

Yosemite National Park generates funds for YARTS through a portion of entrance fees
(approximately $2.00 per single vehicle). With changes in visitation to the park, this may
eventually affect revenues available to YARTS.
The National Park provides funding based on an assumed level of service. If this is greatly
reduced, this may also impact the level of funding received for YARTS.
Farebox revenues have been decreasing.
COVID relief funding (CARES Act)—YARTS has already received some funds, with a potential for
additional rounds of funds—is a short-term source of revenue but may help address capital
needs.
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UPDATES or NEXT STEPS or DISCUSSION
The YARTS operations and maintenance contract will expire on October 31, 2022 requiring a new
contract to be in place by November 1, 2022. YARTS is required, by the Federal Transit Administration,
to competitively procure for the operations and maintenance of its services.
The method of procurement will be a Request for Proposals, or RFP. YARTS must allow time for
Caltrans to review and approve the RFP. Once approval is received, YARTS can release the RFP and
estimates to do so in mid-August 2021.
In preparation of the RFP document, staff will include a complete scope of work. The RFP’s scope of
work must detail what the contractor is expected to do, including parameters, with as much
information as possible. Items YARTS must cover in the RFP include: the corridors YARTS will run
service in; the expected service hours; the variances in winter and summer services; information
regarding the YARTS fleet; information regarding a facility; and the term of the contract.
The acceptance of the strategic plan and details from the adoption of the service changes will directly
provide staff information for the details in the scope of work.
Staff will work on the draft RFP document for the next few months. The process includes three months
for potential service providers to review the scope of work, ask questions, and attend a pre-proposal
meeting prior to submitting a proposal. The next steps include: evaluation of the proposals, interviews,
and contract negotiations. Staff estimates three months to conclude evaluations. The process also
includes a variety of notices; Notice of Intent to Negotiate, Notice of Intent to Award, and Notice of
Award. The Notice of Award happens only after Caltrans’ review and approval of the contract. As is
industry standard, the new service provider is given 90-days to transition as the new service provider.
Staff is seeking direction as it relates to the details at which the level of services are to be procured.
Building upon the Strategic Plan service level adjustment recommendations, staff recommends
procuring service levels in alignment with the suggested modifications as outlined below.
Highway 140 Route Modifications:
The focus of reductions on the 140 Route is a reduction in the number of daily runs. After
consideration of connections and historical ridership the following modifications are recommended:
Eliminate Run 2 – Currently starts in Midpines at 5:54 AM on weekdays (year-round). The Bus deadheads from Merced and the average ridership dropped from 5.1 passengers per day in July 2019 to 0.4
passengers in July of 2020. (annual cost savings $45,500 per year) (Table 22 - YARTS Strategic Plan)
Eliminate Runs 1 and 8 and shift Run 10 to a 3:15 PM Departure – Cutting the following runs in the
summer, rather than the non-summer seasons would reduce ridership by 3.2 passengers per vehicle
hour of service and save in operating subsidy for every passenger eliminated. In comparison, the same
reduction in non-winter services would result in a reduction of 4.9 passengers per vehicle-hour of
service. (annual cost savings $163,900, ridership reduction estimated at 6,900, page 66 and table 22 YARTS Strategic Plan)
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Highway 395 Route Modifications:
Reduce Fall days of service – Eliminate service after September 15. (annual cost savings of $22,100,
annual ridership reduction estimated at 830, Table 22 - YARTS Strategic Plan)
Highway 120 Route Modifications:
Reduce Two runs of 120 Route to Groveland-Yosemite Valley – Reducing two of the three routes to
serve daily round trips from Groveland rather than Sonora and Black Oak Casino would generate
$56,400 in annual operating subsidy savings. This modification will reduce ridership by 700 passengers
per year or an average of 8 per day (assuming none of the ridership generated by the Jamestown-Black
Oak Casino stops choose to drive to Groveland to catch the bus). (Annual cost savings of $56,400,
annual reduction in ridership estimated at 700, Table 22 - YARTS Strategic Plan)
Highway 41 Route Modifications:
With Fresno’s indication that their available funding for the services is set to expire, it is recommended
the service continuity be considered in partnership with Madera County. The ridership generated in the
Oakhurst area has been relatively strong and has the potential to grow with the expansion of lodging in
the community.

Based on a review of the existing Route 41 ridership and service plan, a reasonable operating
plan for this service would be as follows:
•

•

•

•

The service would start from the Oakhurst Community Park on Civic Circle, near the Library.
This has the ability to provide overnight parking for buses (if the contractor chooses to do so)
and to provide some informal park-and-ride parking for persons staying or living in the
Oakhurst area.
In addition to the existing stops served by Route 41, a new stop could be served at the
recently-constructed Fairfield Inn on the northern side of Oakhurst, which is also adjacent to
the Holiday Inn Express on one side and the Hampton Inn on the other.
A conceptual schedule is provided as Table 28, showing two AM northbound runs (departing at
7:30 AM and 9:00 AM) and two PM southbound runs (departing the Yosemite Valley Visitors
Center at 3:30 PM and 5:00 PM). There is sufficient existing ridership generated in this corridor
to warrant two buses and providing two schedule options expands the variety of potential trip
choices for travelers. If demand warrants and funding is expanded, additional daily runs could
be considered.
A reasonable operating season would be from June 1 through the second weekend of
September (or roughly 103 days per year). This also could be expanded as warranted and as
funds allow. This service would operate 8.06 vehicle-hours and 192 vehicle-miles of service per
day, or 831 vehicle-hours and 19,776 vehicle-miles over the full season. The annual operating
cost including administration and capital contributions to the service would be $194,009.
(ridership estimated at 5,900 per year, page 72 YARTS Strategic Plan)
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Total Service Modifications
The change in overall YARTS services and ridership was evaluated both for the core service operated
for the existing JPA members (the 140, 120 and 395 Routes), as well as for all existing routes including
the 41 Route. For the three core services combined, the recommended service modifications would:
•

Reduce service by a total of 2,503 annual vehicle-hours, or 15 percent of current service for the
three core routes. Note that the proportion of reduction is equal at 14 percent on the 140
Route and 395 Route, and higher (23 percent) on the 120 Route.

•

Reduce ridership by 7,730 annual one-way passenger-boardings, or nine percent of 2019
ridership on the three core routes. This ridership loss is relatively modest (4 percent) on the
120 Route, reflecting the low existing ridership on service west of Groveland. As the drop in
ridership is less than the drop in service levels, this strategy would overall improve the
performance measures for the YARTS program.

•

Reduce the number of buses in peak operation by one (from the reduction in runs on the 140
Route).

•

Reduce the annual operating subsidy by $232,600, which should be used to develop a local
capital reserve fund.

If the current 41 Route service is replaced with a smaller Oakhurst-Valley service, this would reduce
service on this corridor by 73 percent while reducing ridership by 32 percent and the number of buses
in operation by one additional bus. The overall YARTS system would operate 4,769 less vehicle-hours
per year (a 26 percent reduction) and would serve 12 percent fewer passenger-trips than in 2019.
It should be noted that under the current operator contract, a reduction in service hours of greater
than 15 percent triggers a contract renegotiation. As presented in Table 22, under this strategy for
modification of services the overall services would be cut by 28 percent. The data within the Plan is an
estimate of costs to be provided by service providers given the current rate of services. However, the
proposed modification of services would not occur until summer of 2023, after the existing Route 41
full service to Fresno is stopped and as the next contractor agreement is in place. (YARTS Strategic Plan
Page 73)
Staff is requesting authority to incorporate the recommendations noted above to service modifications
as the scope is developed for the services to be provided under the next Operations and Maintenance
contract, starting in November 2022.
FISCAL IMPACT
The reduction of service hours to be effective at the start of the next Operations and Maintenance
contract will allow for the offset of operational revenue for the purposes of building a capital fund for
capital needs such as vehicle replacement and fleet expansion. However, it is important to note that
any increase to the operations and maintenance costs under the new contract will reduce the
proposed operational savings estimated with these service modifications.

014

PAST ACTION TAKEN
See attached history.
REQUESTED ACTION
Recommend the YARTS Joint Powers Authority direct staff to develop a scope of work that
incorporates service modifications on all corridors as presented in the Strategic Plan (June 2021).
STAFF CONTACT
For further information, please contact Christine Chavez, Transit Manager at Christine.Chavez@YARTS.com or
209-723-3100 (x509).
ATTACHMENTS
History of Board Action Related to the Operations and Maintenance Services Contracts
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History of Board Action Related to YARTS Operations and
Maintenance Services Contracts
March 2003 - Release of a Request for Proposals for fixed route transit service from Mono County
communities to Yosemite Valley along SR 395-120 was authorized by the Joint Powers Authority.
May 2003 - The SR 395-120 Transit Service Contract was awarded to California Cruisers & Tours of Fort
Myers, Florida for the 2003 season.
January 2006 - A six-month extension to the current contract with VIA Adventures was approved by the
Joint Powers Authority.
July 2006 - An extension to the contract with VIA Adventures to June 30, 2007 was approved by the Joint
Powers Authority.
October 2006 - The combining of the Highway 140 and Highway 120/395 service contracts into one
contract was authorized by the Joint Powers Authority.
November 2006 - The proposed new contract for use in the upcoming Request for Proposals process to
secure a contractor for YARTS was approved by the Joint Powers Authority.
April 2007 - The selection of VIA Adventures for a new five-year contract for bus service to YARTS was
approved by the Joint Powers Authority.
June 2007 - The proposed contract between YARTS and VIA Adventures was approved by the Joint
Powers Authority.
October 2010 - A service hour rate adjustment to VIA Adventures contract was approved by the Joint
Powers Authority.
January 2012 - The extension of the current service contract between YARTS and VIA Adventures on a
month-to-month basis until the completion of the Request for Proposals process was approved by the
Joint Powers Authority.
July 2012 - The recommendation of VIA Adventures as the preferred proposer for the YARTS service
contract was accepted by the Joint Powers Authority.
January 2013 - The Interim Executive Director was authorized to process the new service contract with
VIA Adventures, Inc. to full execution by the Joint Powers Authority.
November 2018 - YARTS/VIA Adventures, Inc. Contract was approved by the Joint Powers Authority.
July 2020 - YARTS/VIA Adventures, Inc. Amendment No. 1 was approved by the Joint Powers Authority.
September 2020 - YARTS/VIA Adventures, Inc. Amendment No. 2 was approved by the Joint Powers
Authority.
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ITEM 6c
DATE:

June 9, 2021

TO:

Authority Advisory Committee

FROM:

Stacie Guzman, Executive Director

RE:

Action: Issue Invitation of Membership to Madera County

SUMMARY
Staff is seeking direction from the YARTS Board of Directors to issue a formal letter of invitation to
Madera County to join the YARTS Joint Powers Authority. The Board has expressed interest in
expanding the JPA to include Madera County and the reciprocal interest has been confirmed by Madera
County Supervisor and YARTS Board Member (non-voting) Tom Wheeler. As with all members of the
JPA, Madera County’s membership would include an annual financial contribution to YARTS for
operations and capital expenses. The estimated amount is $67,000.
REQUESTED ACTION
Recommend the YARTS Joint Powers Authority direct staff to issue the attached letter of invitation to
Madera County to join the Joint Powers Authority for Yosemite Regional Transportation Services.
BACKGROUND
Over the past few years, the Board of Directors has expressed the desire to include Tuolumne, Fresno
and Madera Counties as voting member agencies. In the 2019 Short-Range Transit Plan, the
recommendation was made to include Tuolumne County as a full voting member agency. However, at
the time of the decision to invite Tuolumne County to join, the uncertain future of the Fresno/Madera
County service on Highway 41 resulted in the decision to not offer membership to those counties.
Tuolumne County joined the JPA in March 2021.
Conversely, the Fresno Council of Governments recently confirmed that local funding for the Highway
41 service will end once their existing Congestion Mitigation Air Quality (CMAQ) funds are fully
expended at the end of the 2022 summer operating season. This will result in the cessation of service
to/from Fresno at that time.
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DISCUSSION
In the YARTS Strategic Plan White Paper Draft Plan Recommendations distributed on April 1, 2021 by
LSC Transportation Consultants, Inc., one of the Institutional Plan recommendations found on page 18
was to “consider Madera County as a YARTS JPA Member.” As part of this discussion with the Board of
Directors, Supervisor Tom Wheeler from Madera County expressed his interest in pursuing this
invitation this year. YARTS staff have met with Supervisor Wheeler and staff from Madera County and
the Madera County Transportation Commission to discuss service options and estimated financial
contributions.
In terms of future service between Madera County and the Park starting in the summer of 2023 (Fresno
funded service ends in the fall of 2022), the analysis conducted as part of the Strategic Plan showed the
Highway 41 ridership data strongly supports the decision to continue service on Highway 41 from
Oakhurst into YNP. The ridership generated in the Oakhurst area has been relatively strong and has the
potential to grow with the expansion of lodging in the community. According to the Strategic Plan
White Paper (dated April 1, 2021, p.9) 74% of boardings outside of the Park in 2020 generated at the
Oakhurst and Tenaya Lodge stops, compared with only 4% at the Coarsegold stop, 5 % at the
Chukchansi stop, and a total of 17% at the Fresno stops.
Hwy 41 Service Costs and Revenue Sources
Based on an operating season from June 1 through the second weekend in September (roughly 103
days per year), at the current YARTS contractor’s rate of $57.89 per vehicle service hour and assuming
$0.80 per vehicle-mile for fuel plus the proportional share of fixed costs, the annual operating cost for
service between Oakhurst and Yosemite Valley would be $127,000. Considering the capital needs to
operate the service and a share of management and marketing costs, the total cost for this corridor is
estimated at $194,000.
Hwy 41 – Oakhurst to Yosemite Valley
COSTS
Operational Costs
$127,000
Capital Costs
$37,000
Admin/Marketing Cost Share
$30,000
TOTAL COST
$194,000
In terms of revenue for the proposed Hwy 41 Madera County service, the three main sources would be
1) farebox revenue, 2) local contribution, and 3) NPS funding.
1. Farebox Revenue: Existing ridership data suggests this route would generate about $38,400
per year in farebox revenue, which would leave an unfunded balance of $155,600.
2. Local Contribution from Madera County: To determine a local contribution there are three
considerations: A) the JPA is silent as to how member contributions are calculated, B) the
methodology used to calculate Tuolumne County’s contribution was based on local subsidy per
vehicle-hour of service, and C) the need to factor in capital costs for vehicles operating the
service. The “fee” for JPA membership defined for Tuolumne County was identified based on
the average local subsidy per vehicle-hour of service. Utilizing a similar approach as Tuolumne
County while factoring in the local match for capital needs for buses operating the Madera
County service, the annual contribution from Madera County would be in the order of $67,000.
This would leave an unfunded balance of $88,600. More information on the methodology and
assumptions can be found on page 18 of the Strategic Plan White Paper Draft Plan
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Recommendations (April 1, 2021).
3. National Park Service Funding: Currently, $200,000 in NPS funding is utilized on the Hwy 41
service between Fresno and Yosemite Valley. Assuming this NPS contribution total would not
change with the proposed changes to the Hwy 41 service, the remaining balance of $88,600
could be paid for with the NPS funding. If this method and approach were pursued, staff would
recommend working with NPS to redirect the remaining $111,400 in NPS funding to noncorridor specific capital.
Hwy 41 – Oakhurst to Yosemite Valley
REVENUE
Farebox
$38,400
Madera County Contribution
$67,000
NPS Funding
$88,600
TOTAL REVENUE
$194,000
NEXT STEPS
1. YARTS Board of Directors direct staff to send a letter of invitation to Madera County to join the
YARTS JPA with an estimated financial contribution of $67,000 annually. Concurrently, staff
develops the scope of work for the new Operations and Maintenance Service Provider procurement
to include the Oakhurst to the Park corridor as an executable or removable option which will give
staff the opportunity to begin the RFP process but pivot depending on the ultimate outcome of the
invitation. The RFP is scheduled to be released by end of Aug 2021.
2. Staff will coordinate with Supervisor Wheeler to present the invitation and proposal to the Madera
County Board of Supervisors.
3. Ultimately, Madera County Supervisors approve membership to YARTS JPA and selects two of its
members to serve on the YARTS Board. Meanwhile, the YARTS Board approves the expansion of
the JPA to include Madera County and executes the annual member agreement. These actions will
need to conclude no later than December 31, 2021 in order to either include or remove the
Highway 41 service in the development of the new Operations and Maintenance Service Provider
contract.
4. Financial contribution will be collected in fiscal year 2021/2022.
5. Highway 41 service between Oakhurst and the Park would begin with summer service in 2023.
6. If Madera County decides not to join the YARTS JPA, Highway 41 service into the Park will terminate
at the end of the summer 2022 service in its entirety.
FISCAL IMPACT
The Short-Range Transit Plan recommends the contribution from Madera County as a condition of their
membership in the YARTS Joint Powers Authority be $67,000.
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REQUESTED ACTION
Recommend the YARTS Joint Powers Authority direct staff to issue the attached letter of invitation to
Madera County to join the Joint Powers Authority.
ATTACHMENT
Draft Letter of Invitation to Madera County Board of Supervisors
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May 18, 2021
Madera County Board of Supervisors
ADDRESS
Madera, CA ZIP
Dear Chair ________:
I am pleased to extend this letter of invitation to Madera County to join the Yosemite Area Regional
Transportation System (YARTS) Joint Powers Authority (JPA). I appreciate Madera County’s support
for YARTS, as evidenced by the active participation of Supervisor Tom Wheeler as a non-voting
member of the Board for many years, and look forward to working with you and your colleagues on
this request.
The gateway communities in Madera County are critical partners for YARTS’ ability to provide safe
and convenient public transit access to Yosemite National Park along the Highway 41 corridor.
Becoming a member of the JPA will provide Madera County with two seats on the YARTS Board of
Directors with voting authority. The YARTS JPA board has discussed the expansion of the JPA to
include Fresno and Madera Counties for many years but due to the uncertain nature of the pilot
funding for the Highway 41 service at the time, an institutional change to the JPA membership was
previously not prudent. However, currently, YARTS is working through two processes which make
this the optimal time to be discussing Madera County’s membership.
First, the Highway 41 service from Fresno to Yosemite National Park which began in 2015 will end at
the conclusion of the 2022 summer season. This means service through Madera County will no
longer be provided. Earlier this year, YARTS was notified that the local funding provided through the
Fresno Council of Governments for the Highway 41 pilot service will soon be fully expended and
Fresno is not interested in continuing to participate in, or provide local funds to, YARTS. Therefore, if
Madera County is interested in continuing summer service on the Highway 41 corridor beyond 2022,
it is critical that the County consider joining YARTS and provide the local funding match required from
all JPA members. It is estimated that Madera County’s contribution would be $67,000 annually and
would be used towards operational and capital costs for continuing the Highway 41 service between
Oakhurst and the Park.
The second factor that underscores the importance of this request is that YARTS is currently
developing the scope of work for the operations and maintenance service provider for YARTS which
will be released this summer. As required by FTA, this procurement process requires a summary of
the corridors and operational hours be identified in the bid documents which means a decision on
the future of the Highway 41 service starting in 2023 is needed in the next few months.

369 W. 18th Street Merced, CA 95340
(209) 723-3111
www.yarts.com
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As part of a strategic planning process, recent ridership data strongly supports the decision to
continue service on Highway 41 starting in Oakhurst. The ridership generated in the Oakhurst area
has been relatively strong and has the potential to grow with the expansion of lodging in the
community. According to the Strategic Plan analysis, 74% of boardings outside of the Park in 2020
originated at the Oakhurst and Tenaya Lodge stops. The demand is there, and the partnership
between YARTS and Madera County is strong and fruitful. Now is the time to discuss formalizing this
partnership and expanding the JPA to include Madera County to ensure this critical service continues
to provide important public transit access to Yosemite National Park as well as support for the local
economies of our gateway communities.
I look forward to hearing from you in response to this request. YARTS Executive Director, Stacie
Guzman and Transit Manager, Christine Chavez, are available to present this invitation to the Board
of Supervisors at a future meeting or meet with staff to discuss the details of the proposed service
and terms of JPA membership. Mrs. Guzman can be reached at Stacie.guzman@mcagov.org or (209)
617-7759.
Sincerely,

Scott Silveira, Chairman
YARTS Board of Directors
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ITEM 6d
DATE:

June 9, 2021

TO:

Authority Advisory Committee

FROM:

Stacie Guzman, Executive Director; Christine Chavez, Transit Manager

RE:

Action: Select Preferred Option to Secure Matching Funds for Bus Purchases

SUMMARY
YARTS needs to provide local matching funds for a federal grant to purchase six over the road coaches, and
potentially for an earmark funding award to purchase an additional four coaches. Options on how YARTS
can meet the local matching requirements are presented within this report with a request from the Board
to provide staff direction on the preferred option.
REQUESTED ACTION
Recommend the YARTS Joint Powers Authority direct staff to:
A. Utilize the balance of the Capital Reserve and a portion of the General Reserve to meet the local
match requirement for either the FTA 5339(b) grant or the federal earmark; and
B. Request a meeting with Superintendent Cicely Muldoon to discuss additional funding from the
park for YARTS capital needs; and
C. Explore loan opportunities from member agencies, partners and/or financial institutions.
BACKGROUND
YARTS currently owns 10 over the road diesel coaches and utilizes up to 11 coaches owned by the
contractor during peak season. Not only does YARTS need to expand the agency owned fleet in order to
reduce costs associated with the leased vehicles, many of the agency owned vehicles are approaching the
end of their federal useful life in the next 0-4 years based on miles or age. YARTS does not have funding
currently available for capital expenses beyond the funding set aside in FY 19/20 and 20/21 as a result from
the federal COVID relief funding. This was an atypical opportunity to shift operational funds to capital.
YARTS does not receive direct funding from any source for capital expenses except for a $25,000 annual
contribution from FresnoCOG.
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YARTS Fleet Replacement schedule

YARTS is currently facing a pivotal point where the next 5-7 year Operations and Maintenance contract is
being bid out (summer 2021), and YARTS needs to determine whether services are to bid out using YARTS
owned fleet, or a combination of YARTS fleet and leased fleet from the vendor. Staff has surveyed
potentially interested companies in providing the services, and there has been a clear indication that most
vendors prefer that YARTS provide the fleet to be used for the services, rather than lease them from the
contractor. Many contractors have indicated there will be challenges to having them provide the vehicles,
and it will be relevant to cost how many years the fleet will need to be provided for, in other words, the
term of the Operations and Maintenance contract. Because of the aforementioned challenges, the need to
find local funding to meet the matching requirements for capital grant opportunities is critical.
DISCUSSION
YARTS currently has the potential to acquire a total of 10 new diesel over the road coaches through the FTA
5339(b) grant that has already been awarded, and a pending earmark request through Congressman Jim
Costa’s office. These opportunities require the agency to have the ability to provide a total of $1,626,812.
The following is a discussion of the funding the agency currently has available in reserve, as well as options
to be explored to meet the matching fund requirement.
Capital Reserve and General Reserve Funds:
YARTS has a Capital Reserve that is comprised of local funds offset by the influx of COVID relief funding
from the federal government and a percentage of farebox revenues that became available over the past
few fiscal years. The funding available today in the Capital Reserve account is $789,086. The funding
available in the General Reserve is $600,000.
Fiscal year outlook for FY 20/21 and 21/22:
The fiscal year 2020/2021 budget will likely not produce a carryover and may in fact result in a deficit. This
is largely due the loss of an engine on one of the YARTS owned buses, reduced farebox as a result of the
reduced capacity on buses due to the pandemic, and the renegotiated revenue contract with Amtrak.
Attached is a copy of the fiscal year expenditures as of 4/30/21.
Looking ahead, staff anticipates the FY 2021/2022 budget to produce a similar outcome. The YARTS Board
took action in April to accept the FY 2021/2022 budget which required utilizing a portion of the General
Reserve to balance. Therefore, staff does not anticipate having a carryover balance from either the current
of next fiscal year to be applied to the agency’s capital needs or local match requirements.
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FTA 5339 Bus and Bus Facilities Grant Award – Local Match Needed $876,812
In 2019 YARTS secured a FTA 5339(b) Bus and Bus Facilities grant to purchase 6 retrofit Battery Electric
buses. The total award was $4,353,000 with a required local match of $876,812 for project
implementation. Through discussions with the Board, a formal request to modify the grant to purchase
diesel buses rather than Battery Electric has been submitted to Caltrans for consideration. Caltrans and the
Federal Transit Administration have yet to provide a response at the time of the printing of this agenda.
In order to generate the local funding match required ($876,812), the board approved a budget
amendment to utilize $664,993 in CARES Act funding for operations and shifted an equal amount of local
revenue from member contributions and farebox revenue to the YARTS capital reserve. This created a
Capital Reserve balance of $664,993.
Additionally, $124,093 is in the current Capital Reserve (titled “deferred revenue” in the table below) which
is accumulated revenue from an annual percentage of farebox revenue, and an annual capital contribution
of $25,000 from FresnoCOG. Between these sources, the current total of the Capital Reserve is $789,086.
YARTS also maintains a General Reserve at $600,000.
FTA 5339(b) Grant Award
Grant Award
Local Match required
Total Project:
Capital Reserve Balance
Offset Local Revenue
Deferred Revenue
Total Capital Reserve:

$4,353,000
$876,812
$ 5,229,812

$664,993
$124,093
$789,086

General Reserve Balance
Fund balance

$600,000

If YARTS utilizes all of the funding available in the Capital Reserve for the FTA 5339(b) grant award local
match, an additional $87,726 is needed from another source. These funds could be drawn from the
General Reserve and would leave a General Reserve balance of $512,274.
Proposed Local Match for 5339(b) Grant
100% of Capital Reserve
$789,086
Transfer from General Reserve
$87,726
Total Revenue for 5339 Match
$876, 812
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Federal Earmark – Local Match Needed $750,000
Merced County Association of Governments (MCAG) submitted an earmark request on behalf of YARTS to
Congressman Jim Costa’s office for capital funds to purchase and/or replace coaches. An initial
demonstration of need indicated that YARTS would benefit from a $14.5 million allocation. What was
ultimately moved forward through the first round of funding recommendations was $2,250,000 in earmark
funding to purchase 4 over the road coaches for YARTS. The local match required is estimated at $750,000
but that amount can fluctuate depending on the final award of funds. This earmark request was selected as
one of the Congressman’s Member-Designated Projects and is under consideration for funding.
Staff does not recommend further use of the General Reserve to meet the need of this local match
requirement because that fund is the agency’s only resource to address revenue shortfalls, emergency
expenses and/or cash flow issues. Therefore, in order to meet the local match requirement for the federal
earmark, staff proposes the following:
1. Request a meeting with Yosemite National Park Superintendent Cicely Muldoon to discuss
opportunities for additional funding from the park to meet YARTS short- and long-term capital needs. Any
additional funds from NPS in the current federal fiscal year could be directed to operations which would
allow for the offset of local funds to be used for local match purposes.
2. Direct staff to explore loan opportunities from member agencies, partners and/or financial institutions.
REQUESTED ACTION
Recommend the YARTS Joint Powers Authority direct staff to:
A. Utilize the balance of the Capital Reserve and a portion of the General Reserve to meet the local
match requirement for either the FTA 5339(b) grant or the federal earmark; and
B. Request a meeting with Superintendent Cicely Muldoon to discuss additional funding from the
park for YARTS capital funding; and
C. Explore loan opportunities from member agencies, partners and/or financial institutions.
ATTACHMENT
2020/2021 Budget to Actuals
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YARTS
Merced Service
Budget vs Actual
July 1, 2020 - April 30 , 2021 Unaudited

Budget
FY 20/21
Income
Federal Funding
5311(f) for Operating
CARES ACT Funds
CMAQ
CA FLAP
National Park Service
National Park Service Special Project
CARES Act Funding 5311f
State Funding
State Transit Assistance
Low Carbon Transit Operations Program (LCTOP)
Local Funding
Farebox-Merced
Greyhound
Other Revenue (YARTS owned buses and Passes)
Interest Income -General Ops
Amtrak
Fresno Staffing Service
Total Income Operational
Capital- State of Good Repair
Capital from Reserve
Capita from Fresno
Farebox-LCTOP
Farebox-for Capital Improvement
Bus and Bus facilities 5539B
Total Income

Expenses
Professional Service-Contracts
Professional Service-Fuel
Professional Service-MCAG Admin
Professional Service-Betterez
Professional Service-Auditing
Legal Services
CMAQ
Utilities
Communication
Insurance - General Liability
Membership
Vehicle use
Trans & Travel / Admin
Office Expense / Admin
Rent & Lease-Equipment
Rent & Lease-Structure/Transpo Rent & Maint
YARTS-Maint Mariposa Park & Ride
Working Reserve
CA FLAP Program (Free Ride Service)
COVID-19
Total Expenses Operational
Capital Improvement
Farebox Purchase
Bus Purchase
Net Income (loss)

Actual as of
04/30/2021

Variance

Percent of
Budget Usage

300,000
326,779
200,000
16,500
379,500
689,355
664,933

326,779
89,333
379,500
689,355
664,933

300,000
110,667
16,500
-

0%
100%
45%
0%
100%
100%
100%

34,278
28,775

12,283
-

21,995
28,775

36%
0%

266,301
1,000
10,000
263,000
25,000
3,205,420
17,421
9,219
26,341
15,800
14,200
4,353,000
7,641,401

265,307
199
347
100,495
2,528,531
-

Budget
FY 20/21
2,076,876
330,000
465,506
18,000
8,000
15,000
200,000
8,505
6,000
13,500
2,500
4,725
7,975
10,000
6,558
15,000
775
16,500
3,205,420
67,181
15,800
4,353,000
-

2,528,531

Actual as of
04/30/2021
1,857,528
209,522
267,488
10,707
4,000
11,033
98,439
2,284
4,695
22,424
920
895
1,221
3,769
6,915
64,663
2,566,503
61,847
(99,819)

994
(199)
652
10,000
162,505
25,000
676,889
17,421
9,219
26,341
15,800
14,200
4,353,000
5,112,870

Variance
219,348
120,478
198,018
7,294
4,000
3,967
101,561
6,221
1,305
(8,924)
1,580
4,725
(895)
6,754
10,000
2,789
8,085
775
16,500
(64,663)
638,917
5,334
15,800
4,353,000

100%
0%
35%
0%
38%
0%
79%
0%
0%
0%
0%
0%
0%
-

Percent of
Budget Usage
89%
63%
57%
59%
50%
74%
49%
27%
78%
166%
37%
0%
100%
15%
0%
57%
46%
0%
0%
100%
80%
92%
0%
0%
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ITEM 6e
DATE:

June 9, 2021

TO:

Authority Advisory Committee

FROM:

Christine Chavez, Transit Manager

RE:

Action: YARTS Operations Strategy in Response to COVID-19

SUMMARY
YARTS implemented a social distancing strategy in response to the COVID-19 pandemic in an effort to
keep YARTS passengers and operators safe. Since June 2020, YARTS has offered “half capacity buses”
which has allowed for 22 reservations to be prioritized with 8 walk-up seats available on each run.
Staff is prepared to provide an update on the current situation related to:
(1) State guidance on COVID-19 mitigation measures
(2) Social distancing strategy - update
Staff will provide information and facilitate Board discussion on:
(3) Consideration of capacity restriction removal
Staff is presenting recommendations for board action on the preferred levels of service as they relate
to passenger capacity.
REQUESTED ACTION
1. Recommend the YARTS Joint Powers Authority direct staff to resume full capacity of buses,
allowing for 22 passengers to make a reservation to travel on YARTS. Face coverings will
continue to be required as long as mandated by TSA and FTA, and the $1 COVID surcharge to
remain in place through the summer services.
OR
2. Provide direction to staff on the preferred next steps related to capacity limitations.
BACKGROUND
On March 19, 2020, YARTS staff was notified by Yosemite National Park that a full park closure was
scheduled to take place after service hours on March 20, 2020 given the increasing concern for COVID19 in the gateway communities of Yosemite National Park and the limited resources available. Park
Service staff also advised that YARTS suspend service after Friday, March 20, 2020. YARTS staff
immediately notified YARTS’ contractor and evaluated service options. Ultimately, it was decided that a
reduced service schedule would continue according to the Emergency Operations Plan until the YARTS
Governing Board could provide further direction.
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On March 23, 2020, the YARTS board held a special meeting via teleconference to discuss the status of
YARTS public transit services as it related to the current environment and community health concerns
surrounding COVID-19. Staff sought direction from the board to either 1) continue reduced service per
the Emergency Operations Plan, 2) suspend service, or 3) operate at a service level to be determined
by discussion. The Board directed staff to continue operating service between Merced and El Portal for
a total of 8 runs per day (4 in each direction).
Further reductions to service throughout the month of April occurred based upon an emergency
operation situation. On May 11, 2020 the JPA board learned from the National Park Service of their
plans to roll out a phased re-opening of the park and committed to providing a 2 weeks advanced
notice of that date. The board directed staff to work on social distancing strategies for the buses to
ensure public health guidelines are implemented on buses. The board reviewed ridership data and took
action to maintain current service on Highway 140 at Minimum Schedule II (6 daily runs) and to delay
the roll-out of summer service until the next board meeting. The board decided to hold their next
meeting on May 22, 2020 to evaluate service.
On May 22, 2020, the board learned that while Yosemite National Park was still not open, a phased
reopening would begin in early June. The Board determined after a discussion on the agency’s budget
and COVID-19 related impacts, if Yosemite were to open prior to that meeting date, or ridership began
to increase, the board directed staff to roll out the approved social distancing measures. The YARTS
Board ultimately approved to implement limited capacity of passengers on buses to a maximum of 30
passengers, 22 of those seats being prioritized for reservations, all remaining seats to be available for
walk-up service. YARTS has operated with those capacity restrictions since that time.
CURRENT SITUATION
(1) State guidance on COVID-19 mitigation measures
Governor Newsom announced a target date of June 15 to fully reopen the economy and do away with
the tier system and other COVID-19 mitigation measures. Doing so hinges on two criteria being met: If
vaccine supply is sufficient for Californians 16 years and older who want the vaccine, and if
hospitalization rates are stable and low. California no longer will require social distancing and will allow
full capacity for businesses when the state reopens on June 15, according to health officials.
2) Social Distancing Strategy – Currently: Half Capacity with Masks
In June of 2020 the YARTS Governing Board directed staff to implement the social distancing strategy
that limited passengers to 30 on each bus (which has a max capacity of 49). Of those 30 seats 22 of
them were prioritized for reservation based and 8 were reserved for walk-on or Amtrak reservation
overflow. The requirement of masks and reservations has been well received by YARTS customers and
a majority of them have been compliant with minimal resistance or concern.
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DISCUSSION
3) Consideration of Capacity restriction removal
With California being on the brink of reopening, staff is presenting a reevaluation of the limited
capacity services. The state’s industry-specific guidance for COVID-19 mitigation, particularly as it
relates to physical distancing requirements, states that capacity restrictions are valid only through June
14, 2021. Therefore, staff proposes the board consider lifting capacity restrictions on YARTS effective
June 15, 2021 while keeping the mask requirement in place for all passengers.
Reservations and Walk-Ons: YARTS operated successfully through the summer of 2020 utilizing a
limited capacity operation but did face some at-capacity runs during the peak ridership season. With
the passenger disclaimer on the reservation website and information posted on-board vehicles,
passengers were well informed of the requirement for masks and reservations as they scheduled their
rides on YARTS.
Resuming regular service: Previous operations (prior to half-capacity limitations) provided 20 seats
available for reservation (compared to 22 under the capacity-restrictions) and 29 seats plus one
wheelchair position available for walk-ups without a reservation. Staff evaluated reinstating this
operation, but because the reservation system is already populated with trips and reservations through
the summer, it is not cost efficient to reduce reservations by 2 per run, and it would significantly delay
the ability for YARTS to implement the operations by approximately 5 weeks. Doing so will require all
existing reservations (5,613) to be cancelled and rescheduled into a new reservation set-up. Therefore,
staff does not recommend resuming regular service capacity of 20 seats for reservations and 29 seats
for walk-ons.
Resuming modified regular service: Staff recommends keeping the reservations available for 22
passengers on each bus (as already booked for the summer of 2021), providing just under 50% of all
available seats available via reservation. This would continue to allow for passengers to plan their long
overdue trip into Yosemite while ensuring any rules for riding are made clear up front, at the time of
reservation and boarding. Doing so would allow for the utilization of all 49 seats to be used each trip.
The change would be a simple task for staff to update materials posted on the website and on-board
buses. Resuming modified regular service will also keep the $1 COVID surcharge in place, which helps
pay for COVID related precautions including additional sanitization of vehicles, and masks to be
available for all passengers.
REQUESTED ACTION
1. Recommend the YARTS Joint Powers Authority direct staff to resume full capacity of buses,
allowing for 22 passengers to make a reservation to travel on YARTS. Face coverings will
continue to be required as long as mandated by TSA and FTA, and the $1 COVID surcharge to
remain in place through the summer services.
OR
2. Provide direction to staff on the preferred next steps related to capacity limitations.
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