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organizational structures for the three local bus systems and the regional bus system. 
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EXECUTIVE SUMMARY 

The Triangle Region service area encompasses three counties - Wake, Durham and Orange-including the municipalities of 
Raleigh, Durham, Chapel Hill, Carrboro, and Cary. Four transit systems, three university campus transportation systems, 
three coordinated human service transportation systems, and numerous private transportation and taxi operators provide 
public transportation services in the three counties. 
In March 1995, the City Councils of Raleigh and Durham and the Town Council of Chapel Hill directed their Managers to 
explore the feasibility and potential benefits of different organizational structures for the three local bus systems and the 
regional bus system in the Triangle Region. This review considers organizational alternatives for the Triangle Transit 
Authority (TTA), Capital Area Transit (CAT), Durham Area Transit Authority (DATA), and Chapel Hill Transit. 
 
Goals 
The following potential goals or benefits of reorganizing local and regional bus services were identified. 

•    Improve Service. Service could potentially be improved by better coordinating services, reducing the number of 
transfers required between systems, and simplifying the use of services by customers. 

•    Increase Efficiency/Reduce Costs.  Consolidating or coordinating systems may allow duplicate services to be 
reduced; overhead and administrative costs to be minimized; and economies of scale to be realized as previously 
separate activities are combined. 

•    Increase Public Awareness.  Through a single identity throughout the region, public transit could potentially be 
advertised more effectively, increasing public awareness of services and, thereby, increasing ridership. 

•    Increase Financial Competitiveness.  A larger, more independent transit agency may be able to compete more 
effectively for federal and state funds. 

Alternatives 
After a detailed review of the organization and operations of the four transit systems, five alternative organizational 
structures were developed. Each of these options has been evaluated regarding the potential impact in the areas of 
Administration, Governance, Operations and Maintenance, and Financing. 

1.   Retain Existing Organization - Continue operating the four systems independently from one another. Coordination 
efforts remain informal and occasional. 

•    Expenditures are closely tied with services and local authorities have direct control of operating policy. 
•    Customers traveling between transit systems may be frustrated by uncoordinated services and the need for 

multiple phone calls to obtain service information. Services remain uncoordinated and little gain from economies 
of scale is possible. 

2.   Regional Coordination - To facilitate coordination, a transit managers work group would be formalized to improve 
communication and coordination. Each of the transit boards would also appoint members to a regional coordinating 
committee, with action to be taken by consensus. Transit operations would continue to function independently. 

•    Better coordination of services and information may improve the customer's ease in transferring between 
systems. 

•    Significant commitments of time and the development of specific goals would be necessary for this option to be 
effective. 

3.   Regional Service Bureau - A regional central services organization would be established to coordinate service 
planning, marketing, and grants administration. Existing positions in these areas would be transferred to this 
organization. Expenses would be shared among the operators, through contracting for specific services. Transit 
operations would continue to function independently. 

•    Service planning should be better coordinated. Marketing impact should increase. Services could be provided 
with fewer staff. 

•   Transit administrators would have indirect control and less direct interaction with planning and marketing staff, 
and not all positions could be easily transferred to the central services organization. 

4.   Regional System with Local Operating Units - Transit administration and supervision would be consolidated. Bus 
services would be marketed under a single name and logo. Transit operations would be divided into two divisions 
(private employees division and public employees division). A joint management contract would be negotiated for both 



DATA and CAT, while TTA and Chapel Hill Transit would comprise the public division. Financing could be either 
through contracting for services or a new regional tax. 

•   Transit users will have a single system with one market identity and be able to receive information with a single 
phone call. Service planning should be better coordinated. Marketing impact should increase. Economies of 
scale should be realized by a reduction of administrative staff and lower operating costs. 

•   There may be an actual or perceived loss of local control and less responsiveness to local concerns. Cost 
savings may not be fully realized in the short-term because of transition costs and costs related to the 
establishment of new management systems. Wages and benefits across transit systems are not uniform and 
may have to be equalized. 

5.   Consolidated Regional System - All transit operations would be consolidated under a single entity directly employing 
all transit workers. 

•   Similar benefits as Option 4. 

•    None of the municipal or regional organizations are currently permitted to contract with a labor organization. 
Although there was a recent attempt to repeal 13(c), it remains in current law.1 Municipalities would have to 
appropriate substantial funds ($30 - $50 million) to buy out the federal interest. 

Recommendations 
After a review of these various options and their potential benefits and problems, the Management Team made the 
following recommendations. 

1.   As the Triangle region grows, the integration of local transit services with the regional system will grow in importance. 
Continuation of the existing separate transit organizations will make coordination of local services with regional service 
more difficult. The Management Team believes that a consolidated system is desirable. Such a consolidated system 
must be structured to be responsive to local needs and fiscally responsive to City sponsors' direction. 

2.   Because of current labor law, Option 5, a totally Consolidated Regional System, should be dropped from further 
consideration. A fully consolidated system should be reconsidered if federal and/or state labor law changes. 

3.   The Management Team recommends Option 4 - Regional System with Local Operating Units - as the preferred 
alternative to explore in greater detail. 

4.   The Management Team recognizes that all of the sponsoring units may not choose the same alternative. Final 
organizational plans should be responsive to direction by the sponsoring unit governing boards. Local governing 
boards should decide the need for, form and power of local advisory boards. 

5.   Financing of a consolidated transit system will present a substantial challenge. The Management Team suggests that 
the governing boards consider the possibility of establishing a regional transit tax financing the Regional Transit Plan 
and ongoing operation of local transit systems. The Managers recognize, however, that such a regional funding 
mechanism will require action by the North Carolina General Assembly.   Until the implementation of a regional 
financing method, operation of local transit systems could be through service contracts specifying service levels, fares, 
and standards. 

6.   Recommended Review Process: 

November 1995      Local Councils and TTA Board receive report and refer to board committees, 
local advisory committees, and staff for comments, 

January 1996 Local advisory committees and staff report to local governing boards on concerns and 
issues. 

February 1996        Local governing board committees review report and consider issues and concerns. 
Board committees recommend preferred alternative and action steps. 

March 1996 Local governing boards consider committee and staff recommendations, conduct hearings as 
desired, select preferred alternative, and authorize action steps or conclude consideration without 
authorization for further action. 

May 1996 City/TTA Managers, depending upon governing board guidance, draft interlocal agreements for 
implementing the preferred alternative(s). 

113(c) is a provision of the Federal Transit Act which protects the rights and benefits of transit employees, including the 
continuation of collective bargaining rights. 
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Organizational Al ternat ives  for Transit Systems in the Triangle 

I.       INTRODUCTION 

The Triangle Region service area encompasses three counties-Wake, Durham and Orange-including the 
municipalities of Raleigh, Durham, Chapel Hill, Carrboro, and Gary. Four transit systems, three university 
campus transportation systems, three coordinated human service transportation systems, and numerous 
private transportation and taxi operators provide public transportation services in the three counties. This 
review considers organizational alternatives for the four transit systems. 

• Triangle Transit Authority (TTA); 

• Raleigh/Capital Area Transit (CAT); 

• Durham Area Transit Authority (DATA); and 

• Chapel Hill Transit. 

The campus and human service systems were not analyzed but could be included at the option of 
their sponsors. 

In February 1995, the Management Team for the TTA's Triangle Fixed Guideway Study discussed the 
potential benefits of different organizational alternatives for the three local bus systems and the regional bus 
system in the Triangle Region. In March 1995, the City Councils of Raleigh and Durham and the Town 
Council of Chapel Hill, as well as the TTA Board of Trustees, authorized their Managers to explore the 
organizational possibilities. A Background Report has been prepared detailing the operations of the four 
transit systems based on interviews and information provided by the transit managers. The following report 
is intended to provide summary information to assist in the analysis of the feasibility, potential benefits, and 
implications of different organizational alternatives. This introduction provides a review of potential goals 
and constraints. The remaining report is organized as follows: 

• Transit Operations Review; 

• Alternative Regional Structures; and 

• Potential Issues 

A.     Goals 

Potential goals or benefits of coordinating or consolidating local and regional bus services include the 
following: 

•    Improve Service. Service could potentially be improved by better coordinating services, 
reducing the number of transfers required between systems, and simplifying the use of 
services by customers. 

•    Increase Efficiency/Reduce Costs. Consolidating or coordinating systems may allow duplicate 
services to be reduced; overhead and administrative costs to be minimized; and economies of 
scale to be realized as previously separate activities are combined. These possibilities will be 
discussed in more detail in the final section on "Potential Issues." 

•    Increase Public Awareness. Through a single identity throughout the region, public transit could 
potentially be advertised more effectively, increasing public awareness of services and, thereby, 
increasing ridership. 

•    Increase Financial Competitiveness. A larger, more independent transit agency may be able to 
compete more effectively for federal and state funds. 

Alternative plans for consolidation or coordination should be evaluated using defined goals and criteria. 
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B.     Constraints 
In order to gain approval, any organizational plan must also meet the following constraints: 

•    Maintain individual system goals, levels and character of service; 

•    Develop an acceptable funding structure; and 

•    Develop an acceptable governing structure that assures accountability. 

C.     Potential Areas Considered 
Consolidation or coordination could apply to all areas of service or to certain areas or aspects of 
service, including 

• Administration and Management, 

• Operations, 

• Maintenance, 

• Route and Schedule Planning, 

• Marketing, 

• Passenger Information, 

• Capital Facilities and Equipment, 

• Pending and Future Capital Projects, 

• Grants Administration, 

• Driver Training/Safety, 

• Risk Management and Insurance, 

• Employee Benefits Plans, 

• Finance and Accounting, 

• Purchasing, and 

• ADA Services. 
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D.     Triangle Transit Authority 

1.      Current Operations 
The Triangle Transit Authority (TTA) operates a regional bus system that complements the local service 
provided by the three municipal systems. The Authority began bus operations in 1993. In FY94, its first full 
year of service, the system operated 772,700 revenue miles of service and carried 242,900 passengers. 
Currently, five regional bus routes and an RTP shuttle use 20 mid-size buses and 5 shuttle vans to provide 
primarily peak period service between Raleigh, Durham, Chapel Hill, Gary and Research Triangle Park. In 
FY96, TTA will add "Buspool" service, a subscription service from Knightdale, Wendell and Zebulon to 
downtown Raleigh; from Fuquay-Varina, Holly Springs, and Apex to Research Triangle Park; and from 
Hillsborough to Chapel Hill. 

2.      Institutional and Organizational Structure 
The TTA, created by the NC General Assembly and local governments to plan, finance, organize and 
operate a public transportation system for the Triangle Region, is governed by a thirteen member Board of 
Trustees. Principal municipalities and counties appoint ten of the Board's members, and the state Secretary 
of Transportation appoints three ex-officio members. 

Along with administrative functions, the Triangle Transit Authority has three primary program areas: 
Regional Bus Service, Ridesharing, and Regional Planning.  TTA's Tri-A-Ride program is the region's 
ridesharing service, providing carpool and vanpool matching services to areawide residents and employees 
through an 8,900 person computerized data base. In 1994, 3,800 ride matches were provided. An 
additional 29,000 commuters received ridesharing information through major employer campaigns. The 
vanpool program, which leases 15-passenger vans to participants, is a self-supporting enterprise and 
currently has 35 vanpools in operation. 

The primary activities of the regional planning program have been the federally funded Triangle Fixed 
Guideway Study, a study of long-range land use and transportation alternatives, and the development of a 
Regional Transportation Model. 

TTA's organizational structure is shown in Exhibit 1. Fully staffed, the Authority has 53 employees, including 
36 full and part-time bus operators. 
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3.      Financial Data 
The TTA is supported by an annual fee of $5.00 on registered vehicles within the three-county Triangle 
Region. Collection of the fee began in January 1992. The vehicle registration fee provided $3.3 million in 
revenues for FY95. Revenues from the fee are projected to grow at about 2% annually. 

TTA bus fares range from $1.00 to $2.00 for scheduled service. Passenger fares for FY95 totaled 
$210,000, and are anticipated to increase in FY96 due to ridership increases. The TTA vanpool program is 
self-supporting. 

Currently, the TTA does not make use of federal Section 9 operating assistance in order to avoid 
competing with the three local providers in the region for limited funds.  TTA does receive federal planning 
grant funds, and a Section 3 discretionary grant in amount of $5.6 million (for the purchase of full-size and 
additional midsize buses) has been granted by FTA. The TTA also receives matching funds (10%) from the 
state for these federal grants. 

The Authority's actual FY 95 revenues and expenses are summarized in Exhibit 2. 

Exhibit 2 
TRIANGLE TRANSIT AUTHORITY ACTUAL 

FY 1995 REVENUES AND EXPENSES 

($ Thousands) 
 REVENUES 
 

 
 Bus Fares 

 
$ 210 

 Other Operating Revenues 
 

20 
 NC DOT Revenues 

 
380 

 Vanpool Revenues 
 

200 
 FTA Planning 

 
270 

 Vehicle Registration Fee 
 

3,340 
 Investment Income 240 

Transfer to Fund Balance 
 

(1,340) 
 Transfer to Vanpool Fund Balance 

 
(40) 

 Total 
 

$3,280 
 

EXPENDITURES 
 

 
 Bus Service 

 
$1,570 

 Rideshare Service 270 
Administration 
 

370 
 Regional Planning 

 
640 

 Capital Projects 
 

430 
 Total 

 
$3,280 

 
Source: Triangle Transit Authority 
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E.     Capital Area Transit (Raleigh) 

1.      Current Operations 
Raleigh operates the largest transit system of the three municipalities, providing service to approximately 
90% of Raleigh residents. Known as Capital Area Transit, or CAT, the system carried 3.8 million 
passengers and delivered 1.93 million bus miles of service in FY1994. (Ridership increased 2.2% in that 
year.) Currently, CAT operates 21 bus routes with 37 peak-hour buses. In addition, 12 "cat connectors" 
provide feeder service using vans.  CAT also operates a mid-day downtown shuttle service called "SCAT. 
CAT and TTA routes intersect and have common transfer points, including downtown Raleigh. 

Service hours are from 6:00 a.m. to 10:00 p.m., Monday-Saturday, with service every 30 minutes during 
peak periods and hourly at other times. 

The Accessible Raleigh Transportation (ART) program is also sponsored by the City of Raleigh. The 
program uses taxis to provide service to ADA eligible residents.  

2.      Institutional and Organizational Structure 
The Capital Area Transit (CAT) system is managed under private contract with ATC Vancom Management 
Services, Inc. The City of Raleigh Department of Transportation supervises the operation, while 
ATC/Vancom operates the bus system. The "cat connector" van service is provided under contract with 
Laidlaw Transit. The system is governed by the Raleigh Transit Authority, whose members are appointed 
by the City Council. 

Six employees of the City of Raleigh are responsible for administration and planning, providing support for 
the Authority board, supervision of the CAT contractor, and management of the ART program. The 
management contract with ATC/Vancom provides for a resident manager and central office accounting 
and technical support. The contractor hires the bus drivers, vehicle maintenance workers, and other staff 
required for daily bus operations. CAT has 117 employees responsible for the CAT operation, including 72 
full-time bus operators. The CAT organizational structure is shown in Exhibit 3.
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3.      Financial Data 
CAT had operating expenses of $6.6 million in FY 1995. The City of Raleigh provided $3.2 million from its general funds 
for FY 95, and budgeted $4.6 million from the general fund for FY 96 operations. There are no legally-dedicated sources 
of funds for its transit operations, although the City has utilized funding from more than one source in a quasi-dedicated 
fashion-for example, the City imposes a $15.00 automobile license tax on city residents' vehicles which, though 
deposited into the City's general fund, is understood to be earmarked to cover a portion of the transit operating deficit.  
The current cash fare is $.50 with free transfers, and discounted monthly passes and ticketbooks are available. In FY95, 
fares covered 22% of expenses. 

In FY 95, Raleigh received $1.5 million in federal Section 9 allocations. Similar to the other local systems in North 
Carolina, Raleigh trades in its federal Section 9 capital formula grant to the state in exchange for additional federal 
operating assistance. It received $590,000 in state assistance in FY 95. Other revenues that year included $1.4 million in 
farebox receipts and $22,000 in charter and other revenues. In FY94, the agency began a capital improvement program 
to replace 13 buses. After a period of continuous growth in the transit budget, Raleigh's municipal budget calls for growth 
at the level of inflation for the foreseeable future. 

The ATC/Vancom contract will cost $139,000 in FY95 and expires December 31,1998. The labor contract between 
ATC/Vancom and the Amalgamated Transit Union Local 1328 expires November 30,1996. The Laidlaw Transit contract 
expires August 1997. 

The agency's FY 95 actual revenues and expenses are summarized in Exhibit 4. 

Exhibit 4 

CAPITAL AREA TRANSIT ACTUAL FY 1995 REVENUES 
AND EXPENSES 

REVENUES 
 

 
 FTA Section 9 

 
$1,460 

 State 590 
City General Fund 
 

3,200 
 Passenger Farebox 

 
1,360 

 Charter Revenue 20 
Interest Income 
 

10 
 Sale of Fixed Assets and Rental Inc. 

 
10 

 Other Operating 
 

* 
 Total 

 
$6,650 

 
EXPENDITURES 
 

 
 Maintenance 

 
$   1,210 

 Transportation 
 

3,400 
 Operations 

 
1,250 

 CAT Administration 
 

370 
 City Administration 

 
420 

 Total 
 

$  6,650 
 

Source: City of Raleigh 
 
 
 

10 
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F.      Durham Area Transit Authority 

1.      Current Operations 
The Durham Area Transit Authority (DATA) carried 2.9 million passengers and covered over one million 
regular bus miles in fiscal year 1994. Currently, fourteen bus routes operate with 24 peak-hour buses. 
Ridership in FY95 was 3,028,880, the highest level in 20 years. 

Service hours are from 5:30 a.m. to 12:00 a.m., Monday - Saturday. DATA also provides Sunday (6:00 a.m. 
to 6:30 p.m.) and holiday service. 

DATALink provides door-to-door van service for people with disabilities who cannot use the regular DATA 
bus service. The service operates the same hours and days as the regular bus service. 

2.      Institutional and Organizational Structure 
The City of Durham assumed responsibility for the city transit system from Duke Power Company in 
January, 1991. The City of Durham Department of Transportation supervises the service, and a private 
management company, ATE/Ryder, was hired to operate the service. DATA'S Board of Directors serves as 
a policy-making authority appointed by the City Council to oversee service. Durham also contracts with 
Mayflower to provide the DATALink service. 

Six employees of the City of Durham are responsible for administration and planning, providing support for 
the DATA Board, and supervising the contractors for DATA and DATALink. The local contractor, Transit 
Management of Durham, Inc., has 72 employees. DATA'S organizational structure is shown in Exhibit 5. 

11 
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3.      Financial Data 
The Authority had an operating expense of approximately $4.4 million in FY 95, of which $286 million (64 
percent) was devoted to wages and benefits. 

The City of Durham does not earmark funds for DATA although several revenue sources are consistently 
used to support the system. Several revenue sources -including an additional $5.00 on the city motor 
vehicle license fee and parking fines-and interest from a Transit Trust Fund established with proceeds from 
the Duke Power Company are traditionally used to fund transit service.  In FY 95, the City provided $2.3 
million for transit services. Fares cover 29% percent of operating expenses, with the remainder made up 
with federal funds and other miscellaneous revenues. Surplus revenues are placed in a Reserve account, 
as City funds are frozen for a three-year period. 

The City received $930,000 in federal Section 9 operating assistance in FY 95. Durham and Chapel Hill 
both fall within the same urbanized area for federal transportation planning and funding purposes and 
therefore share a direct Section 9 allocation. (The two systems divide the direct federal grant using the 
same allocation criteria as the federal government) Consistent with other medium sized operators, DATA 
"trades in" its federal Section 9 capital formula grant to the state in exchange for additional federal 
operating assistance. 

DATA'S adult cash fare is $0.60 and $.10 for transfers, with discounted monthly passes and ticketbooks 
available to riders. The ATE/Ryder contract cost is $131,364. The agreement expires December 1,1995. 

The DATA actual FY 95 revenues and expenses are summarized in Exhibit 6. 

Exhibit 6 

DURHAM AREA TRANSIT AUTHORITY 
ACTUAL FY 1995 REVENUES AND EXPENSES 

($ Thousands) 
 REVENUES 
 

 
 FTA Section 9 Operating $930 

State 
 

510 
 City Funds 

 
2,320 

 Farebox Revenue 
 

1,160 
 Transfer to Reserve 

 
(620) 

 Other 
 

110 
 Total 

 
$4,410 

 
EXPENDITURES 
 

 
 Operations 

 
$  2,110 

 Maintenance 1,000 
Administration 
 

1,190 
 Other 

 
110 

 Total 
 

$4,410 
 

Source: Durham Area Transit Authority 
Note: Expenditures for City Transit Staff Not Included. 
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G.     Chapel Hill Transit 

1.      Current Operations 
With 39 peak period vehicles, Chapel Hill Transit served 2.7 million passengers and covered 1.1 million 
bus miles of service in FY94. Chapel Hill Transit also serves the University of North Carolina ("UNC") and 
the Town of Carrboro through a cooperative agreement. Chapel Hill Transit operates 15 fixed bus routes, 
special event service, and a demand response service. 

2.      Institutional and Organizational Structure 
The Town of Chapel Hill operates a municipal transit system through its Department of Transportation. 
Chapel Hill Transit has 115 employees in administration, operations, and maintenance, including 55 full-
time and 32 part-time bus operators. 

Chapel Hill Transit is governed by a transit board appointed by the Town Council. Exhibit 7 illustrates the 
organization's structure. 

14 





3.      Financial Data 
Chapel Hill had operating expenses of approximately $5.6 million for fiscal year 1995. The base fare on 
the Chapel Hill system is $0.60, although a wide range of discount passes are available. (UNC subsidizes 
transit use for faculty, staff and students.) Chapel Hill funds its operations through a dedicated ad valorem 
property tax, approved by referendum in 1974, which allows up to $0.10 per $100 valuation of local 
property for support of transit operations. The current levy is 4.8 cents. Carrboro adopted an ad valorem 
property tax in 1980 to fund its share of transit service costs. 

Chapel Hill and Durham share the proceeds of Section 9 urban formula grants. Chapel Hill also trades in 
federal Section 9 capital formula funds to the state for additional operating assistance revenue. 

UNC and Carrboro contribute according to a formula that allocates costs by ridership (jurisdiction of 
boarding) and type of fare paid. Chapel Hill negotiates annually with each jurisdiction and last signed five-
year memorandums of understanding with UNC in 1995 and Carrboro in 1992. 

The Town's FY 1995 actual revenues and expenses are shown in Exhibit 8. 

Exhibit 8 

CHAPEL HILL TRANSPORTATION ACTUAL 

FY 1995 REVENUES AND EXPENSES 

($ Thousands) 

REVENUES 
FTA Section 9 
State Operating Assistance 
Local Property Tax 
UNC Contract 
Carrboro Contract 
TTA Contract 
Downtown Commission 
Farebox 
Intangibles Tax 
Other 
Fund Balance 
Total 

EXPENDITURES 
Administration 
Operations 
Maintenance 
Transfer to Capital Projects 
Total 

 Source: Town of Chapel Hill   

INTRODUCTION 

$   770 
480 
990 

1,550 
310 
170 
40 

700 
70 
80 

440 
$5,600 

 
 

$    510 
3,400 

750 
940 

  $ 5,600 

16 
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II.      OPERATING REVIEW 

The following section summarizes the current organization, staff and efforts in several areas of 
administration and operations. Exhibit 9 indicates the current number of peak vehicles and the number of 
personnel in the different areas for the four systems. Coordination or consolidation in these areas may 
result in some improved service, personnel reductions, or cost savings. 

A.     Service Provision 
Chapel Hill Transit is part of the Town's Transportation Division and directly operates all aspects of transit 
service, including ADA services. 

The City of Durham has a management contract with ATE/Ryder. Transit Management of Durham (ATE 
subsidiary) operates the DATA service for an annual management fee. The City reimburses all direct 
expenses of the service operation. The City Transit staff oversees this contract, and performs planning, 
marketing, grants administration, and capital procurement. Durham also contracts with Mayflower to 
provide DATALink, the City's ADA services. 

The City of Raleigh has a management contract with ATC/Vancom. ATC operates the CAT service for an 
annual management fee. The City reimburses all direct expenses of the service operation. The City Transit 
staff oversees this contract, and performs planning, marketing, grants administration, and capital 
procurement. Raleigh also contracts with Laidlaw to provide the cat connector service. 

TTA directly operates its regional bus service, as well as ridesharing and regional planning programs. TTA, 
because it operates only express commuter service, is not required to provide ADA services. 

Improvements or savings may be realized by coordinating or consolidating some functions, consolidating 
directly operated public systems under one management group and contract systems under another 
management group, or consolidating all systems under a single employer. 

B.     Management 
Chapel Hill's Director of Transportation and Parking manages the Chapel Hill Transit operations. Chapel Hill 
Transit has an Operations Superintendent, an Assistant Operations Superintendent, and a Maintenance 
Director. 

Durham has a Transit Administrator to oversee the management contract. Transit Management of 
Durham has a General Manager, an Operations Superintendent, and a Maintenance Manager. 

Raleigh has a Transit Administrator to oversee the management contract. ATC/Vancom has a General 
Manager, an Operations Superintendent, and a Maintenance Manager. 

TTA's General Manager oversees all TTA programs. For its regional bus service operations, TTA has a 
Manager of Regional Bus and Ridesharing, an Operations Manager, and a Maintenance Manager. 

Consolidating systems may reduce the number of managers needed. 

17 



Peak Vehicles and Personnel 
August 1995 

System 
 

Durham 
 

Chapel Hill 
 

Raleigh 
 

Triangle 
 

Total 
       

Peak Vehicles 
 

 
 

 
 

 
 

 
 

 
 Buses 27 38 40 19 124 

Connector Vans 0 0 7 5 12 
Vanpools 0 0 0 35 35 
ADA Vans 30 6 0 0 36 
      
Total Peak Vehicles 57 44 47 59 207 
      
Personnel      
      
General Management      
Transit Administrate 1 0 1 0 2 
General Manager 1 1 1 1 4 
Administrative Ass 1 1 2 1 5 
City Staff Overhead 1 6 1 0 8 
      
      
Finance      
Finance Officer 1 0 1 1 3 
Accountant 1 0 0 1 2 
Grants Management  1 1 0 2 
Purchaser/Clerks 1 0 3 0 4 
      
      
Service Planning      
Transit Planner 2 1 1 0 4 
Planning Tech   1  1 
      
      
Marketing      
Marketing Director 1 0 1 1 3 
Salesperson  0 0 2 2 
Information Clerk 2 0 2 0 4 
      
      
Transit Operations      
Manager 1 2 1 2 6 
Supervisor 7 7 5 2 21 
Trainer 1 2 1 1 5 
Clerk  1 1 0 2 
      
Jus Operators      
Full-time 48 63 72 19 202 
Part-time (FTE) 6 21 0 7 34 
      
Maintenance 
 

 
 

 
 

 
 

 
 

 
 Manager 1 1 1 1 4 

Clerk 1 1 3 0 5 
Foreman 2 2 2 1 7 
Mechanic 
 

5 
 

5 
 

12 
 

3* 
 

25 
 Utility 4 6 6 1* 17 

      
Total 88 121 119 43 371 
* Contract service - estimated equivalent employees 
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Organizational Alternatives for Transit Systems in the Triangle 

C.     Maintenance 
Chapel Hill Transit, DATA, and CAT each have their own maintenance facilities. TTA expects to have its 
maintenance facility in operation in 1997. The locations of these facilities are shown on the map in Exhibit 
10. TTA currently contracts for all maintenance services. The current transit maintenance shops in 
Durham, Raleigh, and Chapel Hill perform preventive maintenance, cleaning and some major repairs. CAT 
contracts electrical work on alternators and starters, engine and transmission rebuilds, and major body 
work. Chapel Hill contracts out all body work; bus transmission rebuilds are performed in-house, while such 
work on support vehicles is contracted out; electronic repair is also performed in-house. Durham also 
contracts out major body work and engine and transmission rebuilds. 

Because of travel distances, the operating and service functions will be needed at current maintenance 
facilities. Some specialization of different facilities may prove beneficial. For example, one of the garages 
may perform major drive line repairs, while another could specialize in electronic repairs. Consolidating 
maintenance functions may also result in a reduction in parts inventories, volume discounts for parts, tires, 
and supplies. 

D.     Transit Planning 
The Town of Chapel Hill has two Transportation Planners, both of which are assigned half-time to transit-
related activities. Their involvement includes development of transit-related Transportation Improvement 
Plan (TIP) items; park-and-ride lot locations; and other long-range planning activities. The Administrative 
Analyst performs route and schedule planning. 

Durham Transit Division has two Transportation Planner positions. One position is currently vacant. The 
Planners are responsible for development of the Five Year Services Plan, route and schedule planning, and 
ADA Services. 

Raleigh Transit Division has a Transit Planner and a Planning Technician. The Planner develops the Five 
Year Services Plan, performs route and schedule planning, and administers ADA Services. The Technician 
is responsible for planning and procurement of street furniture and the downtown taxi phone program. 

TTA does not have a Planner assigned to Service Planning. Route and schedule planning is performed by 
the Ridesharing and Bus Operations Manager and the Operations Supervisor.  Three transportation 
planners perform long-range regional planning activities. 

Coordinated or consolidated planning functions may result in improved service planning and may reduce 
the number of planners needed. 

E.     Marketing & Information Services 
Chapel Hill has a limited marketing program (about $43,000/year) and has no marketing specialist on staff. 
The Administrative Analyst and the Director make marketing decisions. UNC sponsors its own marketing 
efforts. Passenger information calls are handled by dispatchers or secretaries. 

Durham has a Marketing Specialist on staff. Direct marketing expenses for FY95 were approximately 
$40,000; the marketing budget for FY96 is $100,000. Passenger information is provided by two 
information clerks. 

Raleigh has a Marketing Specialist on staff. FY95 direct marketing expenses were about $73,000; FY96 
budget is $110,000. Raleigh has two information clerks at Moore Square, and two clerks at the CAT facility 
handle overflow calls. 

TTA Ridesharing staff, including the Manager for Regional Bus and Ridesharing and the Rideshare Area 
Manager, handles marketing activities for TTA. Marketing activities in FY95 cost approximately $72,000. 
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FY96 activities are budgeted at about $100,000. Passenger information is provided by the Operations 
Clerk, dispatchers, and other operations staff. 

A coordinated or consolidated marketing effort may strengthen the advertising message and increase 
purchasing power for media and printing. 

A coordinated or consolidated information system could improve customer service and provide "one-stop 
shopping" for bus information. (Currently, clerks give out other systems1 phone numbers and brochures.) 

F.      Grants Administration 
Chapel Hill has a Grants Coordinator to perform grants administration. Chapel Hill currently has 6 capital 
grants open. 

Durham has a Transit Accountant who handles grants administration. Durham has 6 open capital grants. 

Raleigh's Administrative Assistant performs grants administration. Raleigh has 5 capital grants open. TTA's 

Finance Officer handles grants administration. TTA has been awarded 2 capital grants. Consolidating 

grants administration may be result in the need for fewer administrators. 

G.     Finance and Accounting 
The Town of Chapel Hill Accounting and Finance-staff provide all Accounting functions for Chapel Hill 
Transit, 

The City of Durham provides accounting functions for City Transit staff. The Transit Accountant reviews the 
monthly expenditure reports on each grant and account. Transit Management of Durham has its own 
separate accounting function and uses ADP for payroll. The Director of Finance, with the assistance of two 
information clerks, handles accounting functions for DATA. 

The City of Raleigh provides accounting functions for City Transit staff. The Administrative Assistant and 
Transit Administrator perform budgeting. CAT has it own separate accounting function, on-line with 
ATC/Vancom central office. A Director for Budget and Finance, a Payroll Clerk, and two information clerks 
perform accounting functions. CAT uses ADP for its employees' payroll. 

TTA's Assistant General Manager for Finance, Accountant, and Administrative Assistant perform 
accounting functions. TTA uses ADP for payroll. 

A reduction in Finance and Accounting personnel may be achieved by consolidating some or all systems. 

H.     Risk Management 
Chapel Hill participates in two insurance pools developed by the NC League of Municipalities. The total 
premium for FY96 coverages is about $172,000. 

Durham's insurance coverages are obtained by ATE/Ryder as part of their management contract. Key Risk 
is the carrier for Worker's Compensation insurance, and Great American Insurance Company provides 
general and auto liability coverages. The total premium charge for FY96 coverages is about $363,000. 

Raleigh's coverages are obtained by ATC/Vancom. Key Risk is the carrier for Workers' Compensation 
Insurance, and Carolina Casualty provides the remaining coverages. FY96 total premium is about 
$422,900. This amount does not include coverage on the buildings and Workers' Compensation for City 
employees, which are covered under City of Raleigh policies. 

TTA participates in two insurance pools developed by the NC League of Municipalities. The total premium 
for FY96 coverages is about $149,000. 
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Deductibles vary in the above coverages; more analysis would be required to determine if risk 
management as a central or consolidated service would result in lower insurance costs for some 
systems. Additionally, the four systems together may be able to self insure for primary layers and develop 
comprehensive risk management programs. This may permit substantial long term reductions in risk 
management costs. 

1.       Purchasing 
The purchasing polices of all four transit systems are governed by statutes for NC municipalities. All 
transit systems use spot market pricing for fuel purchases. 

Coordinated or consolidated purchasing in large quantities may result in lower costs for fuel and other 
materials, supplies and services. Joint purchasing could be beneficial for drivers' uniforms, bus parts, 
tires, and printing. 
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III.  ALTERNATIVE REGIONAL STRUCTURES 

This section describes organizational alternatives for the Triangle's transit systems. The alternatives 
described may result in improved administrative and operating efficiency, better customer service, and a 
single identity for public transit. Each option is expected to have different impacts. 

A.     Options 
In considering these issues, alternative organizational structures have been developed including existing 
structure, regional coordination, a regional service bureau, a regional system with local operating units, and 
a fully consolidated regional system. Each of these options are described below, along with the potential 
impact in Administration, Governance, Operations and Maintenance, and Financing. Potential benefits and 
problems, as well as cost implications, are also outlined. 

1.      Option 1 - Retain Existing Organization 

a)       Description 
As shown in Exhibit 11, the four transit systems currently operate independently from one another 
with slight overlap of services between the regional and local services. 

Coordination efforts include intermittent joint activities and occasional communication among 
transit staffs. Customers receive a 25 cent discount when transferring between systems, but 
transit information staff have little knowledge of the other systems' operations. 

(1)      Administration 
Administration is provided by transit administrators supervising private management companies in 
Durham and Raleigh and managers supervising public employees in Chapel Hill and TTA. 

(2)      Governance 
Governance is provided by Triangle Transit Authority's Board of Trustees overseeing regional 
transit and the local councils with their appointed boards making policy decisions for local transit 
systems. 

(3)      Operations and Maintenance 
Four separate transit operations and vehicle garages are maintained. In Durham and Raleigh, 
operations and maintenance are contracted to private management companies on a cost plus a 
fixed fee basis. Chapel Hill Transit operates as a city department, and TTA operates as an 
independent unit of government. 

(4)      Financing 
Each of the transit systems uses a combination of fares, service contracts, special purpose taxes or 
fees, and general fund support. 
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b)       Potential Benefits 
Local systems are fully controlled by municipal government and may benefit from being part of the municipal 
government through lower cost employee benefit programs, risk management programs, municipal 
purchasing and management information systems. Expenditures are closely tied with services. 

Local transit authorities or advisory committees have a direct hand in determining transit operating policy. 

c)       Possible Problems/Issues 
Customers who travel beyond municipal transit systems may be frustrated by uncoordinated services. Trip 
planning will require multiple phone calls since bus operators and supervisors are typically unable to give 
travelers assistance with other transit services. Services may be duplicated and competition may develop 
between systems. There is little gain from economies of scale. 

d)      Cost Implications 
This "no change" alternative will neither increase nor decrease costs. 
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2.      Option 2 - Regional Coordination 

a)       Description 

To facilitate coordination, each of the transit boards would appoint members to a regional 
coordinating committee (see Exhibit 12). This committee would act to facilitate coordination 
between systems. A transit managers work group would be formalized to improve communication 
and coordination. Joint planning and marketing activities may become more frequent. Except for 
these activities, transit operations would continue to operate independently. 

(1)      Administration 

Administration would be provided through current structures with transit administrators supervising 
management companies in Durham and Raleigh and with managers supervising public employees 
in Chapel Hill and TTA. The transit managers work group would likely only take action by 
consensus. 

(2)      Governance 

Governance would be provided through current structures with Triangle Transit Authority's Board 
of Trustees overseeing regional transit and the local councils with their appointed boards making 
policy decisions for local transit systems. The regional coordinating committee would likely only 
take action by consensus. 

(3)      Operations and Maintenance 

Four separate transit operations centers and vehicle garages would continue to be maintained. In 
Durham and Raleigh operations and maintenance are contracted to private management 
companies on a cost plus a fixed fee basis. Chapel Hill Transit operates as a city department, and 
TTA operates as an independent unit of government. 

(4)      Financing 

No change from current financing would be expected for this option. Each of the transit systems 
uses a combination of fares, service contracts, special purpose taxes or fees, and general fund 
support. 

b)       Potential Benefits 

Cooperative planning may reduce or minimize duplication of service. Better coordination of 
services and information may reduce customer frustration in transferring between systems. This 
option may be particularly valuable in coordinating training, customer information, park and ride lot 
locations, and in addressing other operational issues. The regional coordinating committee could 
meet to address policy issues on an as-needed basis. 

c)       Possible Problems/Issues 

In 1991 and 1992, TTA attempted to implement this minimum coordination alternative with a 
regional committee of Board members and transit staff. At that time, lack of specific projects, turf 
issues, and insufficient time commitments were barriers to a successful coordination effort.   In 
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addition, TTA and DATA were relatively new organizations. Significant commitments of time and 
the development of specific goals would be needed in order for this option to be effective. 

Currently, transit staff cooperates on occasional projects, including marketing, route and stop 
planning. Little schedule coordination occurs. 

In spite of regional committees' efforts, services may be duplicated and competition may 
develop between systems. Little gain from economies of scale is expected, and customers 
seeking to travel between communities may continue to be faced with poor schedule 
coordination and multiple phone calls for service information. 

d)       Cost Implications 

To be effective, regional committees will take a significant commitment of staff time, as well as 
some board member time. 
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3.      Option 3 - Regional Service Bureau 

a)       Description 

As shown in Exhibit 13, existing transit systems would maintain operating and financial 
independence, but a regional central services organization would be established to coordinate 
service planning, marketing, and grants administration. 

(1)     Administration 

The establishment of the central services section would be accomplished through the transfer of 
existing positions from municipal transit administration staff. Existing transit administrators’ offices 
would continue, although with fewer staff positions. Central services personnel could be employed 
by any of the transit systems or another regional organization. Transit administrators would be 
required to work closely together to effectively supervise the central services staff. 

(2)      Governance 

Governance would be provided through current structures, with Triangle Transit Authority's Board 
of Trustees overseeing regional transit and local councils with their appointed boards making policy 
decisions for local transit systems. If desired, a regional coordinating committee could be formed 
as described in option 2. 

(3)      Operations and Maintenance 

Four separate transit operations centers and vehicle garages would continue to be maintained. In 
Durham and Raleigh operations and maintenance are contracted to private management 
companies on a cost plus a fixed fee basis. Chapel Hill Transit operates as a city department, and 
TTA operates as an independent unit of government. 

(4)      Financing 

Central services section expenses would be shared among the transit operators. Cities may 
contract for a specific level of service. No change from current financing of transit systems would 
be expected for this option. Each of the transit systems uses a combination of fares, service 
contracts, special purpose taxes or fees, and general fund support. 

b)       Potential Benefits 

Service planning should be better coordinated. Marketing impact is expected to increase with 
common advertising and greater purchasing power for media and printing. Grants administration for 
all systems would be completed by a fewer number of administrators. 

c)       Possible Problems/Issues 

The positioning of central services staff remote from transit system staff may decrease interaction 
between planning and marketing staff with local operations and municipal staff. There may be 
competition for central services staff time. Because of indirect control and the remote location of 
planners, transit administrators may believe that their work tasks have been slighted or delayed. 
Cost sharing arrangements for central services staff may be a problem (i.e. TJCOG). Finally, 
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current planning staff may have other responsibilities that would have to be handled by other staff 
(e.g. supervision of ADA services contract). 

d)      Cost Implications 

Exclusive of telephone information staff, there are currently five positions (1 DATA, 1 Raleigh, and 
3 TTA) directly involved in transit marketing. Four staff positions are expected for central services 
marketing staff. 

Service planning is currently conducted by five positions (2 DATA, 1 Chapel Hill, and 2 Raleigh). 
A manager and three planners should be sufficient for service planning. 

Grants administration currently is performed by two full-time positions and contributed time from 
the transit administrators. Two positions should be able to handle grants administration for all of 
the coordinated system. 

Overall, personnel would be reduced by two positions, resulting in some savings. 
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4.      Option 4 - Regional System with Local Operating Units 

a)       Description 

As Exhibit 14 indicates, transit administration and supervision would be consolidated. Bus services 
would be marketed under a single name and logo. Transit operations would be divided into two 
divisions (private employees division and public employees division). Management and service 
companies would operate the bus systems with private employees (private employees division). A 
joint management contract would be negotiated for both DATA and CAT. Chapel Hill Transit and 
TTA employees, currently public employees, would comprise the public employees division. The 
Chapel Hill and TTA operations could be merged. [Options 4 and 5 may be feasible for DATALink, 
EZRider, and Orange County's Coordinated Area Transit (CAT) services. This possibility is not 
evaluated here, but similar benefits and costs may apply.] 

To maintain the ability to revert back to local control and operation of the systems, assets could 
continue to be owned by the municipality and leased to the regional authority. 

(1)     Administration 

The establishment of consolidated administration would be accomplished through the transfer of 
existing positions from municipal transit administration staff. Existing transit administrators' offices 
would be closed. Consolidated services would include finance, purchasing, risk management, 
marketing, customer telephone information, service planning and training. Administrative expenses 
would be shared among the transit operations. 

Oversight of services by local city staff would be through the contractual relationship and monthly 
reporting. The process for interim service changes could be addressed through the service 
contract. 

(2)      Governance 

Governance would be provided through elected boards and Triangle Transit Authority's Board of 
Trustees. If desired, local transit authorities and transit boards could continue as community 
advisory boards, to meet as needed.   If local boards were continued, staff time would be required 
for materials preparation. 

(3)      Operations and Maintenance 

Two transit operations would be maintained as part of an overall transit operations function. A joint 
management contract would be negotiated for the bus systems with private employees (DATA and 
CAT). Chapel Hill Transit and TTA employees, currently public employees, would comprise the 
Authority Services section. The Chapel Hill and TTA divisions could be merged. AH four 
maintenance garages would continue to operate. Two of the facilities may be operated as service 
garages performing fueling, cleaning, tires, running repairs, and preventive maintenance. The other 
two facilities would provide full maintenance services. 

(4)      Financing 

Financing could either be through contracting for services or a new regional tax. Participating 
municipalities could contract for services, specifying the desired service levels, expenditure 
budgets and fare levels. Each participating unit would pay for net direct expenses plus a portion of 
overhead expenses. 
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Or, a new regional tax could replace the current local transit subsidies of approximately $12 
million per year. An additional .25 cent on the sales tax, $20 per year vehicle registration tax 
(region-wide), or 5 cents on the property tax rate should net equivalent revenues. 

If a new regional source were enacted, it could pay for a baseline service level, with local 
municipalities contracting for additional services. Or, tax rates could be set by transit service 
districts (e.g. City of Raleigh), with tax rates set to cover the net cost of providing service in the 
transit district 

b)       Potential Benefits 

Following a transition period, transit users will have a single system with one market identity. 
Potential users will be able to receive information with a single phone call. Service planning should 
be better coordinated. Marketing impact is expected to increase with common advertising and 
greater purchasing power for media and printing. Grants administration for all systems would be 
completed by a fewer number of administrators. Economies of scale will be realized by a reduction 
of administrative staff and lower operating costs. 

c)       Possible Problems/Issues 

There may be an actual or perceived loss of local control. The regional system may also not be as 
responsive to local concerns or issues. Cost savings may not be fully realized in early years 
because of transition costs and costs related to the establishment of new management systems. 
Municipalities may also not realize an equal savings from a reduction in indirect charges. Some of 
the participants may desire to retain municipal transit administrators to protect local interests. For 
these municipalities, there will be little cost savings from consolidation. In addition, differences in 
employee classifications with some public and some private may create problems. 

Wages and benefits are not currently uniform across the transit systems. Three possible ways of 
dealing with the issue are: 

1. Increase all employees to the highest wage and benefit level, or  
2. Decrease all employees to the lowest wage and benefit level, or  
3. Permit discrepancies to continue with a gradual change (some up and others 

level). 
If wages and benefits are increased either immediately or over time, it may have a substantial cost 
impact depending upon the magnitude of the change. 

Service contracts are likely to be complex and possibly problematic regarding the addition and 
subtraction of service. Access to decision-makers may appear to be more difficult. 

d)       Cost Implications 

This option is likely to reduce overall personnel by twenty-one employees, including eleven city 
staff positions accounted for in indirect charges and ten. transit administrative positions.. Contract 
management fees are likely to be less for the combined DATA and CAT systems. Savings may 
also be realized in a reduction in parts inventories, volume discounts for parts, tires, supplies, and 
liability insurance. 

There may be start-up costs involved in moving employees, reorganizing work functions, as well as 
in activities such as repainting buses and re-signing bus stops. 
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5.      Option 5 - Consolidated Regional System 

a)       Description 

Bus services would be marketed under a single name and logo and all transit operations would be 
consolidated under a single entity directly employing all transit workers. For this to occur, either the 
single entity would have to be empowered to negotiate with labor organizations, all operating 
employees would become contract employees, 13(c) would have to be repealed, or sponsoring 
governments would decide to provide transit services without federal funds and to reimburse the 
federal share of the current fair market value of federally procured assets. Exhibit 15 shows a 
possible organizational chart for this option. 

(1)     Administration 

The establishment of consolidated administration would be accomplished through the transfer of 
existing positions from municipal transit administration staff. Existing transit administrators' offices 
would be closed. Consolidated services would include finance, purchasing, risk management, 
marketing, customer telephone information, service planning and training. Administrative expenses 
would be shared among the transit operations. 

Oversight of services by local city staff would be through the contractual relationship and monthly 
reporting. The process for interim service changes could be addressed through the service 
contract. 

(2)      Governance 

Governance would be provided through elected boards and Triangle Transit Authority's Board of 
Trustees. If desired, local transit authorities and advisory boards could continue to advise the local 
elected boards. 

(3)      Operations and Maintenance 

Four interrelated operating divisions are maintained. All four maintenance garages would continue 
to operate. Two of the facilities may be operated as service garages performing fueling, cleaning, 
tires, running repairs, and preventative maintenance.  The other two facilities would provide full 
maintenance services. 

(4)      Financing 

As in Option 4, financing could either be through contracting for services or a new regional tax. 
Participating municipalities could contract for services, specifying the desired service levels, 
expenditure budgets and fare levels. Each participating unit would pay for net direct expenses plus 
a portion of overhead expenses. 

Or, a new regional tax could replace the current local transit subsidies of approximately $12 million 
per year. An additional .25 cent on the sales tax, $20 per year vehicle registration tax (region-wide), 
or 5 cents on the property tax rate should net equivalent revenues. 

If a new regional source were enacted, it could pay for a baseline service level, with local 
municipalities contracting for additional services. Or, tax rates could be set by transit service 
districts (e.g. City of Raleigh), with tax rates set to cover the net cost of providing service in the 
transit district. 
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b)      Potential Benefits 

Following a transition period, transit users would have a single system with one market identity. 
There would also be a single employer for transit workers eliminating the current competition for 
drivers and mechanics. Potential users would be able to receive information with a single phone 
call. Service planning should be better coordinated. Marketing impact is expected to increase with 
common advertising and greater purchasing power for media and printing. Grants administration 
for all systems would be completed by a fewer number of administrators. Economies of scale 
would be realized by a reduction of administrative staff. 

c)       Possible Problems/Issues 

None of the municipal or regional organizations are currently permitted to contract with a labor 
organization. Although the issue has not been raised recently, the current General Assembly is 
unlikely to make a change in municipal employees contractual rights. Recently, there was a 
concerted attempt to repeal 13(c) in the FY 96 Transportation Appropriations Bill. In close votes, 
13(c) was retained in current law. Municipalities are unlikely to appropriate substantial funds 
(probably $30 to 50 million) to buy out the federal interest. 

Wages and benefits are not currently uniform across the transit systems. Three possible ways of 
dealing with the issue are: 

1.         Increase all employees to the highest wage and benefit level, or 
2.         Decrease all employees to the lowest wage and benefit level, or 
 3.         Permit discrepancies to continue with a gradual change (some up and others 

level). 
if wages and benefits are increased either immediately or over time, it may have a substantial cost 
impact depending upon the magnitude of the change. 

In this option, there may be an actual or perceived loss of local control. The regional system may 
also not be as responsive to local concerns or issues. Cost savings may not be fully realized in 
early years because of transition costs and costs related to the establishment of new management 
systems. Municipalities may also not realize an equal savings from a reduction in indirect charges. 
Some of the participants may desire to retain municipal transit administrators to protect local 
interests. For these municipalities, there may be little cost savings from consolidation. 

Service contracts are likely to be complex and possibly problematic regarding the addition and 
subtraction of service. 

d)       Cost Implications 

This option is likely to reduce overall personnel by twenty-two employees, including eleven city 
Staff positions included in indirect charges and ten transit administrative positions. Savings should 
also be realized in a reduction in parts inventories, volume discounts for parts, tires, supplies, and 
liability insurance. Personnel costs and benefits may be increased. 

There may be start-up costs involved in moving employees, reorganizing work functions, as well as 
in activities such as repainting buses and re-signing bus stops. 
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IV.     POTENTIAL ISSUES 

A.     Potential for Economies of Scale/Reduced Costs 
Except for the existing organization or regional coordination alternatives, the Alternatives developed allow, 
at different levels, some overhead, administrative, and management functions to be centralized, potentially 
minimizing the related costs. As previously separate activities are combined, some cost savings may be 
realized. 

Exhibit 17 shows the estimated personnel requirements under each of the five alternatives described in the 
previous section. This chart indicates that significant cost savings as a result of personnel reductions are 
not likely unless there is some significant consolidation of services (Options 4 and 5). In addition,  : 
approximately half of the number of positions reduced in these two options are as a result of eliminating 
overhead charges, estimated in equivalent staff positions. This may not actually lead to an immediate 
reduction in staff positions, but may forestall the need to add staff in the future. In addition, the ability to 
reduce transit staff positions depends, in large part, on currently duplicated work tasks or the extra capacity 
of current staff to handle additional responsibilities. Employees may currently be fulfilling responsibilities in 
a number of areas. 

Economies of scale may also be realized in purchasing, marketing, and risk management. 

B.     Service Improvements 
All of the alternative organizational structures may result in improved customer service. Better coordination 
of services and information may reduce customer frustration in transferring between services. Coordinating 
or consolidating marketing efforts and customer information may make information easier to obtain and 
more effective.   Potential users could receive information with a single phone call. Currently, marketing and 
route and stop planning are occasionally coordinated, Improvements in these areas, as well as in customer 
information and schedule coordination, could improve service. 

C.     Primary Contracts 
The City of Raleigh and City of Durham contracts have implications concerning the costs and timing of any 
implementation of consolidation alternatives. 

City of Raleigh Contracts 
•    CAT Bus Service: ATC Vancom Management Services - FY94-95 cost is $139,000; expires 

December 31,1998. 
•    CAT Connector Service: Laidlaw Transit - contract expires August 1997 
•    Labor contract between ATC Vancom and Amalgamated Transit Union Local 1328 expires November 

30,1996.  * 

City of Durham Contracts 
•    DATA Bus Service: ATE/Ryder - FY95 cost $131,364; expires December 1,1995. 

•    DATALink Service: Mayflower - contract extended to October 31,1995; anticipate new 3-year 
contract to expire Oct 31,1998. 

Chapel Hill Memoranda of Understanding 
•    CHT Bus Service: Town of Carrboro-1992 
•    CHT Bus Service: University of North Carolina -1995 
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D.     Differing Local Goals/Service Levels 
The difference in local goals and service levels is illustrated by the annual revenue miles per capita and 
annual revenue hours per capita that each of the systems provides. In FY94, Chapel Hill provided 21.48 
annual miles of service per capita, while Raleigh provided 9.91 and Durham provided 8.15. Similarly, 
Chapel Hill provided 1.64 annual hours of service per capita; Raleigh and Durham provided .70 and .60, . 
respectively. Chapel Hill's service levels also fluctuate significantly due to the University's schedule. 

Service - FY94 
 

TTA 
 

CAT 
 

DATA 
 

CHT 
 

Annual Revenue Miles per capita 
 

0.98 
 

9.91 
 

8.15 
 

21.48 
 Annual Revenue Hours per capita 

 
0.05 
 

0.70 
 

0.60 
 

1.64 
 

The issue of differing local goals has implications on the appropriate governing structure for a 
consolidated system and also on cost and revenue allocations. All the options outlined previously can 
accommodate different levels of local control on service levels, including city/town councils, transit or 
advisory boards, and TTA Board of Trustees. 

E.      13(c) Issues 
13(c) is likely to be a significant barrier to implementing a completely consolidated system (Option 5). 
However, Options 1-4 would involve little change for employees and would probably not require extensive 
13(c) negotiations. 

F.      Employee Benefits 
In any option which involves a change of employer for any employees (central services unit or 
consolidated systems), the level of employee benefits is likely to be an issue. In addition, under Option 4 
with two different employee groups, disparities in employee wage levels and benefits may be a problem. 
Eliminating disparities could be a significant cost issue. 

G.     Federal Funding 
During FY95, Raleigh, Durham, and Chapel Hill received a combined $3.2 million in federal Section 9 
operating funds. In the FY96 federal budget, transit capital and operating funds are likely to decrease. 
Current estimates are that federal operating funds will decline by 44 percent. Although state funds have 
increased in prior years, no change in funding levels was included in the fiscal year 1995 budget. 

H.     Other Issues Identified 
1.   Funding - Chapel Hill Transit has a fairly complicated cost allocation formula which allocates net costs 

among Chapel Hill, Carrboro, and UNC. This formula may be applicable on a regional level. 

2.   Capital Ownership - Some of Chapel Hill's facilities are on land provided by other parties. The 
Operations and Maintenance Facility and the NC 54 Park and Ride Lot are on University land leased 
to the Town. The Carrboro Park and Ride Lot is on privately owned land leased to the Town of 
Carrboro. 

3.   ADA Compliance - There may be implications for TTA. 

4.   DBE Goals and Requirements - This may have implications on reorganization. 
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Oganizational Alternatives  
Draft - Personnel Estimates 

ALTERNATIVE 
 

Existing 
 

Regional 
 

Service 
 

Reg.System- 
 

Consolidated 
  Organization Coordination Bureau Local Units Reg. System 

PEAK VEHICLES 
 

 
 

 
 

 
 

 
 

 
 Buses 124 124 124 124 124 

Connector Vans 12 12 12 12 12 
Vanpools 35 35 35 35 35 
ADA Vans 
 

36 
 

36 
 

36 
 

36 
 

36 
       

Total Peak Vehicles 207 207 207 207 207 
 
 

 
 

 
 

 
 

 
 

 
 PERSONNEL      

      
General Management      
Transit Administrate 2 2 2 0 0 
General Manage 4 4 4 1 1 
Administrative Asst 
 

5 
 

5 
 

5 
 

1 
 

1 
 City Staff Overhead(FTE) 8 8 8 0 0 

      
 
 

 
 

 
 

 
 

 
 

 
 Finance      

Finance Officer 3 3 3 1 1 
Accountant 2 2 2 2 2 
Grants Management 2 2 2 2 2 
Purchaser/Clerks 4 4 4 3 3 
      
      
Service Planning      
Manager 0 0 1 1 1 
Transit Planner 4 4 2 2 2 
Planning Tech 1 1 1 1 1 
      
      
Marketing      
Marketing Director 2.5 2.5 1 1 1 
Salesperson 2 2 3 3 3 
Information Clerk 4 4 4 4 4 
 
 

 
 

 
 

 
 

 
 

 
       

Transit Operations      
Manager 5.5 5.5 5 5 5 
Supervisor 
 

21 
 

21 
 

21 
 

21 
 

21 
 Trainer 5 5 5 5 5 

Clerk 2 2 2 4 4 
      
Bus Operators      
Full-time 
 

202 
 

202 
 

202 
 

202 
 

202 
 Part-time (FTE) 34 34 34 34 34 

 
 

 
 

 
 

 
 

 
 

 
 Maintenance      

Manager 4 4 4 4 2 
Clerk 
 

5 
 

5 
 

5 
 

5 
 

6 
 Forman 7 7 7 7 7 

Mechanic 25 25 25 25 25 
Utility 
 

17 
 

17 
 

17 
 

17 
 

17 
       

 
 

 
 

 
 

 
 

 
 

 
 Total 

 
371 
 

371 
 

369 
 

351 
 

350 
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