
Jefferson County Coordinated Transit Plan

Interim Report #3
Recommended Coordination Strategies



(This page intentionally left blank.)



 
 
 

Jefferson County Coordinated Transit Plan 
 

Interim Report #3 
Recommended Coordination Strategies 

 
 

Prepared for: 
 

Jefferson County Community Partnership 
3875 Plass Road, Building A 

Festus, MO 63028 
(636) 465-0983 

 
 
 
 

Prepared by: 
 

LSC Transportation Consultants, Inc. 
545 East Pikes Peak Avenue, Suite 210 

Colorado Springs, CO 80903 
(719) 633-2868 

 
 
 
 
 

 
  
 
 
 

LSC #174320 
 
 

October 16, 2017 
 
  



 

 
-ii- 

 

 

 

 

 

 

 

 

 
(This page intentionally left blank.)



 

 
-iii- 

TABLE OF CONTENTS 
 

Chapter Title Page 
 
I INTRODUCTION .............................................................................................. I-1 
 Purpose of the Study ....................................................................................... I-1 
 Approach ........................................................................................................ I-1 
 Report Contents .............................................................................................. I-2 
 
II Recommended Coordination Strategies ........................................................... II-1 
 Introduction ................................................................................................... II-1 
 Coordinating Council ..................................................................................... II-1 
 County Transit Coalition ................................................................................ II-2 
 Mobility Management ..................................................................................... II-2 
 Travel Training ............................................................................................... II-3 
 Joint Planning and Grant Applications ........................................................... II-3 
 Joint Procurement .......................................................................................... II-4 
 Vehicle Sharing .............................................................................................. II-4 
 One-Call/One-Click Center ............................................................................ II-4 
 Consolidate Services ....................................................................................... II-6 
  Service Changes ........................................................................................ II-6 
   Route Deviation Service ......................................................................... II-6 
 Organizational Options ................................................................................... II-7 
  Private-Non-Profit ...................................................................................... II-8 
   Advantages ............................................................................................ II-8 
   Disadvantages ....................................................................................... II-8 
  County Transit Service .............................................................................. II-8 
   Advantages ............................................................................................ II-8 
   Disadvantages ....................................................................................... II-9 
  Transportation Development District ......................................................... II-9 
   Advantages ............................................................................................ II-9 
   Disadvantages ..................................................................................... II-10 
  Summary ................................................................................................ II-10 
 

 
 
 

LIST OF TABULATIONS 
 
Table Title Page 
 
II-1 Organizational Alternatives Comparison Matrix ........................................ II-10 



(This page intentionally left blank.)



Chapter I



(This page intentionally left blank.)



 
LSC 

Jefferson County Coordinated Transit Plan, Interim Report #3 Page I-1 

CHAPTER I 

Introduction 
The Jefferson County Community Partnership (JCCP) has 

contracted with LSC Transportation Consultants, Inc. to complete 

the Coordinated Public Transit-Human Services Transportation 

Plan for Jefferson County. This is an opportunity to identify unmet 

transportation needs, reduce duplication of services, and develop a coordinated 

transportation system for Jefferson County.  

PURPOSE OF THE STUDY 

The primary goal of the project is to prepare a 

coordinated transit service plan which meets the 

requirements of the Federal Transit Administration 

for a Coordinated Public Transit-Human Services 

Transportation Plan. There are specific requirements 

for this type of plan including an inventory of existing transportation services, 

identification of unmet transportation needs, identification of duplication of 

services and gaps in service, and development of strategies to reduce duplication 

and serve the unmet needs.  

The secondary goal is to identify service and operational improvements for JeffCo 

Express. This will include a review of demand, routes, and schedules. 

Recommendations will be provided to improve service delivery. 

APPROACH  

The study began with an inventory of existing transportation resources in 

Jefferson County, compilation of community demographics and key destinations, 

identification of issues, and surveys of transportation service users. 

A community survey has been completed and transportation needs have been 

identified through local input and analysis of county demographics. Continuing 

efforts have been made to update the inventory of transportation resources. 
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This is the third of four Interim Reports that will be prepared as part of the 

planning process. The information from the Interim Reports will then be 

integrated into a Draft Coordinated Transportation Plan for review and approval.  

The TSC and the Stakeholders Group will review the Interim Reports and provide 

feedback and direction for the development of the plan. Members of both groups, 

the TSC and the Stakeholders Group, represent a broad range of constituents 

within the study area. 

REPORT CONTENTS 

Chapter II provides recommendations for coordination of transportation services 

in Jefferson County. Each recommended strategy is described with specific 

application in Jefferson County. Following review of these preliminary 

recommendations, LSC will prepare a more detailed implementation plan with 

specific recommendations, implementation steps, responsibilities, and phasing. 



Chapter II
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Chapter II 

Recommended Coordination Strategies 

INTRODUCTION 

Different coordination strategies were described briefly as part of Interim Report 

#2 and presented to the Stakeholder Group on September 13, 2017. 

Transportation needs were assessed and described in interim Report #2 as well. 

Needs were identified through quantitative assessment relying on demographic 

data and input through the stakeholder group meeting, community meetings, 

input from transportation providers, the onboard survey, and the community 

survey. The various strategies were then compared with the identified needs to 

develop the strategies recommended in this chapter for implementation in 

Jefferson County. 

The greatest benefits of coordinated transportation service come from 

implementing multiple strategies rather than a single strategy. The recommended 

strategies are described individually, but are intended to be implemented as a 

package. 

COORDINATING COUNCIL 

The first recommendation is to form a Coordinating Council. This role has been 

partly fulfilled by the Transportation Solutions Committee. The focus of the 

Coordinating Council should become implementation of the recommendations in 

this plan. The Coordinating Council may form committees or working groups as 

needed to implement specific strategies. Priorities and responsibilities for 

implementation should be established by the Coordinating Council following 

completion of this plan. 

The Coordinating Council should include representation from local 

transportation service providers, local funding agencies, and local agencies 

requiring transportation services. If this strategy is employed with the mobility 

management coordination strategy discussed in more detail in the following 
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section, the Mobility Manager would act as the primary staff for the Coordinating 

Council.  

The Coordinating Council should meet at least every other month and more often 

as needed to address specific issues related to coordinated transportation 

services. 

COUNTY TRANSIT COALITION 

A Transit Coalition has a very different role from that of the Coordinating Council. 

The Coalition is made up of advocacy organizations and people with political 

influence. The primary role of the Coalition is to develop community and political 

support for transportation services. This may be particularly important in 

Jefferson County as new local sources of funding will be needed to maintain even 

the current level of service. This will be even more important if the county desires 

to expand transit services to meet the identified unmet needs. 

The first step in forming the Coalition will be to identify an individual who has 

the desire and is willing to develop a broad base of community support for transit 

services. The Mobility Manager would provide staff support for the Coalition as 

needed. 

MOBILITY MANAGEMENT 

Some aspects of mobility management are already in place within Jefferson 

County. People who call the OATS dispatch office are referred to the appropriate 

provider if they are not eligible for one of the services operated by OATS. Travel 

training is provided on a limited basis. 

The mobility management program would be involved with the day-to-day 

coordination and operation of transportation services, especially through the 

centralized call center. Regional mobility management also has a role to play in 

information and resource sharing, marketing, and education. The role of the 

mobility manager may be expanded to address all modes of transportation 

including bicyclists, pedestrians, and rideshare programs. 
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The Mobility Manager would be responsible for implementing several of the 

recommended strategies including travel training, joint grant applications, and 

joint procurement. As mentioned earlier, the Mobility Manager provides staff 

support to the Coordinating Council. 

TRAVEL TRAINING 

Travel training is a great way to market transit services and adjust public 

perception of transit services, in addition to its primary role in assisting riders 

and potential riders in understanding how to travel with confidence throughout 

a transportation network. Travel training is primarily designed to assist seniors 

and individuals with disabilities, but it can also be used as a general public 

educational program to dispel fears and negative perceptions of traveling via 

transit.  

Combined with the mobility management strategy described above, individuals 

needing travel training would be identified by the mobility manager or call center 

and appropriate travel training would be set up through the call center. A local 

Mobility Manager may also be a certified travel trainer and conduct travel 

training; may rely on a pool of volunteers/peers who are willing to ride along with 

potential new riders to show them how the system works; or may schedule 

individuals with a formal travel training program at a school or community 

center. 

JOINT PLANNING AND GRANT APPLICATIONS 

Local agencies could work together to determine transportation needs and 

priorities for meeting those needs. A single consolidated grant application would 

then be submitted for each of the funding programs that are used by agencies in 

that local area. As an example, rural public transit services are eligible for funding 

through the FTA Section 5311 program. A single application should be submitted 

for services in Jefferson County. This provides the opportunity for more local 

decision-making to set priorities for service and often increases the possibilities 

of funding by showing the cooperative efforts and local priorities. 
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JOINT PROCUREMENT 

Local transportation agencies may work together to purchase items such as fuel, 

tires, or insurance. By working together, the agencies are a larger purchaser and 

have the potential to obtain better pricing from vendors. As an example, OATS is 

a larger organization with locations in multiple counties. OATS may be able to 

negotiate better rates for some commodities than smaller agencies and allow the 

smaller agencies to purchase through the OATS contracts. 

VEHICLE SHARING 

There may be opportunities in Jefferson County for agencies to share vehicles. 

Not all agencies have peak demands at the same time, but maintain a fleet to 

meet those peak demands. It is possible for agencies to share vehicles through 

leasing agreements to supplement the fleets of other agencies. Issues of driver 

training, liability, and insurance are addressed through the leasing agreements. 

ONE-CALL/ONE-CLICK CENTER  

A single call center with web user interface is recommended for Jefferson County. 

The core for a one-call center is in place with the OATS scheduling and dispatch 

center. JeffCo Express, JC Transit, and OATS vehicles are scheduled and 

dispatched through this single center. One change that should be made is to 

publicize a single phone number and single web page for transportation services 

scheduled through the call center. The call center should have an identity that 

indicates it is the point of contact for transportation services in Jefferson County. 

 There are a number of call center examples, but a good example is Transportal, 

the one-call/one-click center serving 12 counties in northeastern Florida 

including the City of Jacksonville. Jacksonville Transit Authority (JTA) serves as 

the lead agency, but service is provided by 25 different operators. An average of 

2,800 trips and 230 vehicles are scheduled per day through the center. 

In the proposed strategy, transportation providers could be linked through 

technology. A consolidated scheduling and dispatch system would have to be set 

up through the one-call/one-click center to receive all trip requests and schedule 

the trips on specific vehicles. OATS uses software with these capabilities in the 
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existing scheduling/dispatch center. Participating agencies could also have the 

ability to schedule trips for their respective clients or for requests received directly 

by the agency. 

Billing for program funded trips and payment to operators must be set up using 

the software platform for scheduling trips. Data on each individual who has 

transportation funded through a program would be kept in the database and 

eligibility for service would be determined at the time the trip is requested. Trip 

data are recorded and payment is made to the operator providing the service. 

This requires accurate reporting of cost data. 

A major operational advantage to this strategy is that trips are scheduled based 

on origin, destination, and time of travel rather than by program or funding 

source. Rides are provided on the most cost-effective vehicle without regard to 

the funding agency or operating entity. This allows for more productive use of 

vehicles as multiple passengers may be served on a single vehicle trip, increasing 

productivity and efficiency. By grouping trips and sharing rides, there is potential 

cost savings that may be used to address other gaps and transportation needs. 

Technology is then used to ensure that individual rides are billed to the correct 

funding source and payment made to the operator. 

The trip planning interface is a key element of the one-call/one-click center. The 

web portal allows anyone to plan a trip and request the appropriate service which 

is then scheduled through a link to the scheduling software platform.  

Initially the call center should be set up for JeffCo Express, JC Transit, and OATS. 

This would entail minor modifications of policies and procedures. An identity for 

the call center should be created. Once the call center is operational, other 

transportation providers should be included. Agencies which should be 

considered for inclusion are COMTREA, Disability Resource Association, and 

Mercy Hospital. The current costs per passenger trip for these agencies is high 

and consolidation of scheduling and sharing of vehicles will provide the 

opportunity for improved efficiency and reduced costs per passenger trip. 

Funding partners should be identified and contracts developed for transportation 

services to be provided through the one-call center. 
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CONSOLIDATE SERVICES 

Consolidation of some services is recommended. Currently OATS operates three 

separate services using a common scheduling/dispatch center and OATS 

employees. The distinction between the three services of JeffCo Express, JC 

Transit, and OATS is not always clear. Funding for the three services is separate 

and passengers are not mixed on vehicles. 

There is potential for improved efficiency and cost-effectiveness if the three 

systems are consolidated. Consideration should also be given to including the 

Disability Resource Association as part of the consolidated service. As three of 

the services are operated by a single entity, consolidation would not be a major 

effort. 

The consolidated service should have a new identity to indicate a single 

consolidated service with all publicity and marketing materials identifying the 

consolidated service. The consolidated operation would continue to provide 

transportation for the public and for the various programs that are currently 

supported.  

Service Changes 

With consolidation of services, there are several recommendations for service 

changes in Jefferson County. The goal is to make more efficient use of resources. 

Route-Deviation Service 

Jeffco Express operates four routes as route-deviation service. These are the two 

cross-county routes, the Route 30 corridor route, and the Arnold route. 

Productivity on these routes is very low for this type of service. The routes should 

be scaled back to focus on areas with higher demand. Reallocation of resources 

could include a connection from Arnold to South County mall providing a regional 

connection to the St. Louis metropolitan area. Other areas such as De Soto and 

Arnold may be considered for service other than a scheduled route. 

General Public Demand-Response Service 
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Availability of demand-response service to the general public should be expanded 

in rural areas of the county. Service could be expanded as a result of improved 

operational efficiency. Mixing passengers from different programs on vehicles 

improves efficiency and allows resources to be used for other services. Current 

levels of demand do not support route-deviation service in some communities. 

Demand-response service may be more effective in these communities including 

Arnold and De Soto. 

ORGANIZATIONAL OPTIONS 

There are several organizational options that may be considered for operation of 

a coordinated transit service in Jefferson County. The current organizational 

structure has developed over time as different organizations saw needs and 

developed transportation services to meet those needs, primarily for specific 

program participants. The current structure of organizations operating 

independently is not supportive of a coordinated transportation program or 

consolidation of services. This section provides an analysis of alternate organizational 

structures to implement the recommended coordination strategies and enhance 

transportation services in Jefferson County. 

The organizational structure selected to operate transit services must meet 

requirements which authorize the operation of public transit and can sustain the 

operations over time. Each organizational structure has advantages and 

disadvantages and are compared using the following criteria: 

• The structure is legitimate and policy-making actions are authorized and 
defensible; 

• Can limit the exposure of participants to suits and claims of liability; 

• Able to generate revenue, receive grants, and execute contracts; 

• Can be responsive to the policy and management needs of the transit 
organization; 

• Politically acceptable in the area to be served; and 

• Can annually perform proactive planning to improve the system, and effectively 
identify and implement improvements regularly and easily. 
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Private Non-Profit 

Several of the transportation services are currently operated by private non-profit 

corporations. Non-profit corporations may be formed to provide a variety of 

services and have legal authority to operate transportation services provided 

operating permits are obtained for the specific services if required by state 

government. JeffCo Express is a program of the Jefferson County Community 

Partnership and is just one of the programs operated by this agency. An existing 

non-profit corporation could be used or a new corporation created specifically for 

the purpose of providing coordinated transportation services. 

Advantages 

• A non-profit corporation is eligible to received FTA funding for public 
transportation services. 

• Private non-profit corporations may seek and receive private foundation and 
grant funding. 

• Private non-profit corporations may conduct fund raising activities. 

• Non-profit corporations may legally enter into contracts to provide service and 
for service operators. 

Disadvantages 

• Private non-profit corporations have limited ability to generate local funding 
as match for other grants. 

• There is no authority to generate local tax revenue for transit service. 

• Transit service is often perceived as a program of the non-profit organization 
and not as public transit. 

• Local government may not have a commitment to providing the service. 

County Transit Service 

A department of county government is one option to consider and has worked 

well in other locations. Jefferson County could contract with private entities or 

human service agencies to operate transportation services.  

Advantages 

• The County has legitimate authority to provide transit services within its 
political boundary. 
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• The County has the broadest possible tax base and may create a dedicated tax to 
fund transit services. 

• Counties are authorized by state statute to operate transit services and enter 
into contracts or agreements for public transportation services.  

• The County is able to apply for and receive grant funding. 

• Transit service may be funded out of general fund budgets.  

• Oversight of the transit program is under an established and recognized 
political entity. 

Disadvantages 

• The transit service may have to compete annually for funding and may or may 
not be a priority from year to year.  

• Public transportation may not be seen as a core function and may not receive 
priority for funding or operation in the future.  

• A county is usually not eligible for private foundation funding or fundraising 
programs. 

• Jefferson County may be limited to serving areas within the County and would 
require some type of agreement to extend service to St. Louis County. 

Transportation Development District 

The State of Missouri provides for local initiatives to create a Transportation 

Development District (TDD). A TDD is a political division of the State designed to 

facilitate specific public transportation improvements. A TDD may be formed 

through a petition of registered voters or a governing body filed with the circuit 

court. The measure is then placed on the ballot with the establishment of the 

TDD, the projects to be funded, and the funding mechanism. Most TDDs in 

Missouri are funded through a sales tax but other revenue sources may be used. 

The TDD is then governed by a board of elected members. 

Advantages 

• The TDD is a recognized political subdivision of the State and has authority 
to receive grants, enter contracts, provide public transportation, and raise 
revenue through local taxes. 

• A TDD is eligible to receive grant funding. 



 
LSC 
Page II-10 Jefferson County Coordinated Transit Plan, Interim Report #3 

• A dedicated tax revenue provides some consistency in funding levels from year 
to year. 

• The TDD has a primary function of providing public transportation service. 

Disadvantages 

• Formation of the TDD requires approval of three ballot measures to form the 
TDD, to approve the purpose, and to approve the funding. Voter approval of a 
new tax may not be acceptable. 

• The TDD creates a new, independent government entity in the local 
community. 

Summary 

Table II-1 provides a summary comparison of the three organizational structures. 

Based on the advantages and disadvantages of each, a county transit program is 

the recommended organizational structure. The county can operate transit, 

pursue grant funding, generate local revenue, and present an image of a county-

wide transit service. Implementation of a program by the county does not require 

a vote. Formation of TDD would provide many advantages, but the requirement 

for voter approval and creation of a new government entity would be a challenge.  

Table II-1                                                                                                                         
Organizational Alternatives Comparison Matrix 

Institutional 
Alternative 

Legal 
Capability 

Revenue 
Generation 

Capacity 
Responsive 
to Transit 

Political 
Acceptability 

Private Non-Profit     

County Department     

Transportation 
Development District     

Legend:      = strong/acceptable 

                   = moderate/satisfactory 

                   - weak/unacceptable 
Source: LSC, 2017. 
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