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Background

Five Year Strategic Plan (2002 through 2007)

Work on Valley Regional Transit’s (VRT) first strategic planning 
effort began in summer 2002. In addition to a 12-member       
strategic planning steering team, members of various businesses 
and local, regional, and state agencies participated in a series of 
development workshops and stakeholder interviews.  

The Valley Regional Transit Board of Directors adopted the        
Five-Year Strategic Plan in November 2002. The plan set 	
the board’s five priorities for the future, built a solid 		
organizational structure for the new public transportation 	
authority, established a presence in the region, and provided 	
the foundation for the administration of a coordinated regional 
public transportation system.

Valley Regional Transit (VRT) Board and staff have made great 
progress on each of the five priorities identified in the Five-Year 
Strategic Plan. Primarily, VRT has established a solid foundation 
from which to develop its vision for expanded services. It has 
established a place and legitimacy within and among the land use 
and transportation agencies in the region. As a result, there is an 
increase in the level of awareness and support for public trans-
portation in the region.  

There is much work to be done to continue on this positive 
trajectory. It is within this context that the VRT leadership 
and Board members began developing the Strategic Plan for 
2008-09. The plan has a shorter horizon than the preceding plan 
primarily because the environment in which we are working 
changes regularly. 

Treasure Valley in Transit

Currently, VRT, through its ValleyRide brand, provides fixed-
line service in Nampa, Caldwell, Boise, Garden City and five 
intercounty routes between Canyon and Ada counties. A major 
long-term goal of VRT is the development and implementation 
of a regional public transportation system that would provide 
service to all incorporated areas of both counties. 

In 2004, VRT completed the planning for both phases of its 	
Regional Operations and Capitol Improvement Plan (ROCIP). 	
This plan proposed improvements in the use of existing transit 
resources and offered an exciting vision for a regional 		
transportation system for the two counties.

“	I have been riding Bus 		

	 #42 off and on for the 		

	 last two years.  It has 		

	 been a great way to 		

	 reduce my own carbon 	

	 footprint and also save 	

	 money on gas.  With the 	

	 difficult economic times 	

	 we find ourselves in, 		

	 having mass transit 		

	 options is so important.” 

- Bonnie Raper
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The first phase of the ROCIP, which involved the restructur-
ing of existing transportation services, occurred in 2005. The 
second phase of the plan provided options for both a modest 
and comprehensive vision for a regional public transportation 	
system.

After much discussion, the VRT Board in September 2006 	
approved the more ambitious regional transit system proposal. 
This plan is now called Treasure Valley in Transit. 

Currently, ValleyRide has 23 bus routes that provide service in 
Boise, Garden City, Meridian, Middleton, Star, Eagle, Nampa 
and Caldwell. The Treasure Valley in Transit plan would add 
more frequent service, additional hours of operation, and provide 
first-time bus services to Kuna, Melba, Parma, Greenleaf, Notus 
and Wilder.

The plan also calls for the development of a high capacity transit 
corridor between Caldwell, Nampa, Meridian and Boise.

The Treasure Valley in Transit system would provide more 	
transportation alternatives for Treasure Valley residents. It also 
would help address the energy crisis that the United States is 
facing. A robust transportation system such as Treasure Valley 
in Transit would take more cars off of the road. This reduces the 
nation’s dependence on foreign oil and lessens the impact on 	
the environment. 

Planning Environment

VRT has yet to realize a stable funding source for building future 
public transportation services in spite of active lobbying at the 
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“	I started riding  in July of 	

	 this year, and now I am 		

	 hooked. No stressful 		

	 commute, no fuel costs, 	

	 no added wear & tear on 	

	 my vehicle, and new 		

	 friends to boot.  I believe 	

	 that in the future, if VRT 	

	 routes are extended/

	 created into other

 	 population areas, new 		

	 riders will come on 		

	 board.” 

- Tom Zalucha
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Idaho State Legislature for a local options sales tax. The econo-
my is suffering from a downturn due to slowing in the housing 
market and significant increases in fuel costs. Congestion on the 
Treasure Valley’s roadways continues with increasing constraints 
on 	transportation funding options or a clear plan for address-
ing federal, state and local funding shortfalls into the future. In 
addition, the federal Environmental Protection Agency (EPA) 
adopted standards for air pollutants like ozone that are likely to 
put the region in nonattainment for this pollutant.

 

In all of the strategic planning workshops a common theme 
around the importance of securing stable funding became the 
backdrop for elements of the plan that will be addressed in the 
plan. In reflecting on the discussions in these workshops it 	
became apparent that the next couple of years are critical in 
terms of building the “core competencies” within the authority 
so that when a funding source is realized, VRT can act swiftly to 
meet the growing demands for service in the region.  

The idea of building “core competencies” center around the 		
following elements:  

1.	 Demonstrating leadership
2.	 Establishing a vision
3.	 Developing partnerships
4.	 Exhibiting high performance
5.	 Communicating effectively 
6.	 Meeting the identified needs 
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People determining whether they are going to support a tax 	
increase are asking themselves the following questions:

Do I trust them?
Do they do a good job?
Do they understand my needs?
Do they have a plan?
Do they ask my opinion?

VRT’s core competencies come through in the following areas: 
vision, stewardship and partnership.

We have made significant progress under the work of our first 
strategic plan around the first three core competencies listed 
above. The board has demonstrated leadership and vision 
through the adoption of the six-year Treasure Valley in 		
Transit plan, the restructuring of the routes system in 2005, 	
the	 implementation of a new fare structure, and the adoption 	
of the regional coordination plan, to name a few. Partnerships 
with local business leaders and all the communities in the service 
area led to the formation of the Coalition for Regional Public 
Transportation and the momentum we are seeing today with 
moving legislation for a local option sales tax. 
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Strategic Planning Process

This strategic planning effort was accomplished through a 	
series of board and staff workshops and a series of stakeholder 	
interviews. The board workshops were facilitated by Jana Kemp 
of Meeting and Management Essentials. They were scheduled 
and conducted as a part of regularly scheduled board meetings to 	
assure a high participation from board members. Board members 
received a packet prior to each of the workshops with education-
al material and summaries of previous workshops. The results of 
each workshop were documented as part of the meeting record 
and are included in the plan as Appendix 1.  

The executive director interviewed a variety of key leaders 	
including legislators, local elected officials and directors of key 
partnering agencies. The interviews were designed to inform the 
strategic planning process by engaging local and state leaders 
who were not members of the board and who have not actively 
engaged in other efforts.  

No public outreach was conducted specifically pertaining to this 
strategic planning effort. Instead, a summary of previous public 
outreach efforts was provided to the staff and board at the first 
workshop. A common theme in our public outreach for the last 
several years is that people have grown weary of planning and 
would like to see progress made in developing services. There is 
general support for the planning work that has gone before this 
current effort.  

The strategic plan is divided into the following areas:

Vision/Mission
Priorities/Goals
Governance
Committees
Organizational Structure
Implementation

Vision and Mission

The following vision and mission statements were adopted by the 
board. They serve as guidance on the strategic direction of the 
organization and also will be used to measure results.

The vision describes the future world in which Valley Regional 
Transit will operate: 

“	Before I started I was 		

	 developing some pretty 	

	 bad road rage, and one 	

	 morning I knew that if I 	

	 didn’t get off the road I 	

	 was destined to be on 		

	 the front page of the 		

	 Idaho Statesman.  		

	 Besides eliminating the 	

	 horrible road rage, the 	

	 money I have saved has 	

	 allowed me to purchase 	

	 new living room 		

	 furniture!  What girl 		

	 doesn’t want new 		

	 furniture. ”

- Pam Voorhies
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Vision Statement

We envision a Valley Regional Transit with adequate and secure 
funding to support a regional public transportation system that 
meets the personal and business needs of Treasure Valley 		
residents and supports a livable and healthy community.

The mission defines Valley Regional Transit’s unique purpose 	
and answers the questions “who are we” and “what do we do?”

Mission Statement

Valley Regional Transit’s (VRT) mission is to move people 
throughout the Treasure Valley by coordinating and providing 
effective, efficient and convenient public transportation services 
consistent with our resources.

Priorities/Goals

The board discussed the importance of securing a stable funding 
source as one of the critical needs for the authority over the	
next few years. Without a stable funding source there is not 	
opportunity for the vision to be realized. The goals primarily 	
focus on the development of core competencies as discussed 
above.  

Priority  

Secure a stable funding source to build a regional public 		
transportation system in Ada and Canyon counties. 

Goal 1  

Demonstrate stewardship of public funds through improved 	
service quality and increased ridership on existing transit 		
services and effectiveness of new program/services

Goal 2

Build community partnerships and build support for the 	
Treasure Valley in Transit plan through targeted communication 
strategies and education programs

Goal 3

Improve the capacity and responsiveness of the regional 		
authority to changes in need for services and to prepare for 	
future service increases

Vision Statement

We envision a Valley 

Regional Transit with 

adequate and secure 

funding to support a 

regional public 

transportation system 

that meets the personal 

and business needs of 

Treasure Valley residents 

and supports a livable 

and healthy community.

Mission Statement

Valley Regional Transit’s 

(VRT) mission is to move 

people throughout the 

Treasure Valley by 

coordinating and                

providing effective, 

efficient, and convenient 

public transportation 

services consistent with 

our resources.



8

Governance Structure

Board of Directors Composition

Valley Regional Transit is composed of a 28-member board.  
Board members are appointed to represent the counties, cities 
and highway districts within the two-county service area. 		
Special members include Boise State University, Capital City 	
Development Corporation (CCDC) and Meridian Development 
Corporation (MDC).  The Idaho Transportation Department 
(ITD) holds an ex-officio position on the board. The average size 
of transit boards in the nation is nine members. The most 		
common size is seven to 10 members.  

No changes are recommended for the board structure under 	
the updated strategic plan. Currently state code defines the 	
membership of the primary members and allows members of 
regional public transit authorities to be elected or appointed 	
officials designated by the member organizations. This issue 
was discussed in the last two legislative sessions as lawmakers 	
considered a proposal for a local-option sales tax that would 	
be administered by the regional authority. One proposal was to 
require in code that only elected officials could be appointed to 	
regional transit authority boards. This will continue to be 		
discussed as funding proposals are considered by the legislature.  

A large board increases the number of viewpoints and broadens 
the representation to all the communities within the service area.  
Smaller boards typically increase the role of individual board 
members and the ownership each board members feels in the 
organization. State code does allow for the board to restructure 	
itself by a majority vote of the members. The size of the VRT 
board has not limited its effectiveness overall. The broad 		
participation has been considered positive by key stakeholders 
and community leaders. 

Roles and Responsibilities

Focus under the new strategic plan should include developing 
the roles and responsibilities of the board members in the 		
following areas:

• 	 Governing and policy making
• 	 System innovation
• 	 Oversight
• 	 Customer and citizen representation 
• 	 Board development
• 	 Selecting, supervising, partnering with and evaluating the 		
	 Executive Director

Role of a Public 
Transportation 
Authority 

The purpose of an 

authority . . .  is to 

establish a single 

governmental agency 

oriented entirely toward 

public transportation 

needs within each county 

or region that deems 

such an agency neces-

sary. This authority is 

under the supervision of 

and directly responsible 

to local governments, 

and shall provide public 

transportation 		

services, encourage 

private transportation 

services programs and 

coordinate both public 

and private transporta-

tion programs, services 

and support functions. 
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Board Structure and Governance Model

The following represent some key principles that should 
guide board leadership on key elements of board structure 
and governance. The goal would be to provide a board 	
structure that leads to more ownership and participation 		
on the part of board members.  

Key guiding principles for board structure and governance 	
include:

• 	 Board operates as a “committee of the whole”
• 	 Committees offer an opportunity for more direct and less 	
	 formal participation of board members
• 	 Each committee would include a clear written description 	
	 of the roles and oversight responsibility
• 	 Each board member would participate on at least one 		
	 committee
• 	 Newer trend is for streamlined committee structures with 	
	 fewer committees with a focus on governance
• 	 Committee chairs and board leadership are responsible 	
	 for reporting the work of the committees to the full board

Meeting Schedule

The meetings of the full board as the “committee of the 
whole” will take place every other month. The committee 
meetings can be held on the same day and time of the 	
alternating months to allow for higher board participation. 
All members will be asked to participate on at least one 	
committee. The committee meetings will be held in the 	
same location to facilitate joint committee workshops and 
individual committee break out sessions. The committees 	
will focus on policy issues and guide the board’s strategic 
priorities. A more detailed description of the committees are 
provided below.

Standing Committees

Management Committee
The Management Committee is a seven-member committee 	
composed of four board officers, two at-large members 	
(one from each county), and the immediate past chair. The 	
officers rotate annually in a succession process. The success 
of officers promotes the development of board officers 	
and consistency in leadership. The smaller Management 	
Committee meets on a monthly basis and is responsible for 
the following areas:

“	I live in the southwest 		

	 area of Boise, and 		

	 have ridden the Nampa 	

	 Limited to my job in 		

	 downtown for over 		

	 three years. While the 		

	 round trip has added 		

	 about an hour to my 		

	 commute every day,		

	  I have become 		

	 accustomed to the 		

	 schedule . . . The annual 	

	 gasoline savings alone 	

	 enables my family to pay 	

	 for a significant portion 	

	 of our trip to our 		

	 favorite vacation 		

	 destination . . . Every day 	

	 I ride the bus I consider 	

	 that  I’ve just put away 		

	 some more bucks to be 	

	 able to drive a little 		

	 closer to them.” 

- John Eichmann
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• 	 Taking charge of the board’s governing mission and key 	
	 responsibilities
• 	 Establishing guidelines for board member interaction with 	
	 one another
• 	 Advocating for board development 
• 	 Recruiting and hires Executive Director
• 	 Taking leadership role in board’s assessment of itself

Regional Coordination Council
The Regional Coordinating Council was adopted as a standing 
committee in November 2007 when the board adopted the Trans-
portation Service Coordination Plan. The RCC meets monthly 
to advise VRT on its transportation programs and to provide a 
forum for transportation and human service staff to share infor-
mation and collaborate on mutual issues of concern. The RCC 
has been tasked with oversight of mobility management strate-
gies and coordination projects, and members will be involved 
with future implementation efforts, as well as taking a lead role 
in funding recommendations for use of SAFETEA-LU funding 
for which VRT is designated recipient.

Membership categories include the following:

	 1.	 Educational Programs (i.e. public schools, universities, 	
		  student associations)
	 2. 	 Blind and/or visually impaired community
	 3. 	 Representative serving persons with other disabilities
	 4. 	 Neighborhood Associations 
	 5. 	 Non -Emergency Medical Transportation (service provider 	
		  or other program staff)
	 6. 	 Local Governments (city, county, regional)
	 7. 	 Idaho Department of Transportation
	 8. 	 Idaho Department of Health and Welfare
	 9. 	 Idaho Department of Labor
	10. 	 Transportation Service Providers
	11. 	 Elderly
	12.	 Limited-English speaking populations
	13. 	 Advocates of low-income individuals/families
	14. 	 Employers (i.e. employer associations, Chamber of 		
		  Commerce, etc.)
	15. 	 Transit rider or consumer
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The primary roles and responsibilities of the RCC and its 		
members are proposed as follows:

• 	 The RCC will represent a diverse range of stakeholder 	
	 interests within the Treasure Valley region.

• 	 Members will seek appointment for one of the identified 	
	 membership categories through an application process 	
	 administered by the Lead Agency, and confirmed by the VRT 	
	 Board of Directors.

• 	 Members will serve as representatives of a specific 		
	 constituency group as appointed (i.e. seniors, 			 
	 low-income, etc.)

Finance/
Administration

Service Development
(Mobility)

Service Development
(Transportation)

Board

Management
Committee

Executive
Director

Transportation
Services

Community Relations/
Marketing

•	 Community 	
	 Relations
•	 Media relations
•	 Marketing
	 Standards & 
	 Planning

•	 Service Operations
•	 Customer Service
•	 Marketing 	 	
	 Implementation
•	 Sales
•	 Service Contract

•	 Board Relations
•	 Business 
	 Development
•	 Policy Development
•	 Capital 		 	
	 Infrastructure

• 	Budget/Finance
	 Grants
•	 Procurements
•	 IT
•	 Reporting Risk	
	 Management

•	 Service
	 Coordination
•	 Networking
•	 Mobility
	 Management

•	 Route Planning
•	 Transportation
•	 System 
	 Integration

Directly
Operated 
Services

Purchased
Transportation

Customer
Service
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• 	 Members will attend meetings, review meeting materials and 	
	 participate in decision-making as required.

• 	 As applicable, members may be asked to participate in 	
	 related program activities outside regular meeting structure, 	
	 i.e. SAFETEA-LU project selection, etc.

• 	 Members will execute a Memorandum of Understanding 	
	 (MOU) with Lead Agency to document respective roles and 	
	 responsibilities.

• 	 The RCC will select a chairperson to chair meetings, 		
	 represent the full RCC as needed, provide regular updates 	
	 to the VRT Board of Directors, and coordinate efforts with 	
	 Lead Agency staff.

Strategic Committees

Strategic committees will be composed of VRT board members. 
The role of these committees is to guide the strategic priorities 
and goals of the authority. There will be a staff person assigned 
to coordinate each committee and assist the committee to develop 
and adopt an annual work plan that supports the strategic plan.

System Performance and Planning Committee			 
The role of this committee would be to guide the strategic goals 
that pertain to developing system performance standards and 
guide service planning efforts.

Community Relations Committee		  			 
The role of this committee would be to guide the strategic goals 
that pertain to building community partnerships and marketing 
the authority and the services provided.

Ways and Means Committee					   
The role of this committee would be to guide the strategic goals 
that pertain to building financial resources and technical and 
intellectual capacity.

Organizational Structure		

The development of organizational core competencies in the 
areas of vision, sterwardship, and partnership require some 
changes to the organizational structure of the authority. Figure 
1 is the recommended functional organizational structure to be 
developed from this strategic plan.
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Implementation

The key to a successful strategic plan is directly related to the 
implementation strategies and activities. Appendix 2 outlines the 
goals, strategies and activities along with specific staff assign-
ments and timelines. The decision-making process will be clearly 
defined for each project to maximize participation by VRT board 
members.  

A clear process for incorporating strategic efforts into the annual 
budget and work program will be defined and adopted by the 
board.  Staff will report on a quarterly and annual basis the 	
accomplishments that pertain specifically to the strategic 		
activities. The plan strategies and activities will be updated on 	
an annual basis as part of the annual budget development.

Summary

The Valley Regional Transit Board of Directors has worked 
over the last several months to update and develop a new                  
strategic plan. The horizon of the strategic plan is one to two 
years to allow for the authority to evaluate each budget year 
and determine the best strategies and activities to best address 
the needs of the authority and the consumers and citizens VRT 
serves.  

The strategic plan outlines the vision, mission, priorities and 
goals for the organization. In addition, the strategic plan 		
addresses key governance and organizational structures 		
that would need to be adopted to assure a successful 		
implementation of the plan.

There will be a regular reporting and analysis on the authority’s 
progress through the strategic plan. Updates to strategies and 
activities will be done annually.
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APPENDIX A: Strategic Planning Workshops

VRT March 21, 2007 Board SWOT Minutes

These three questions were posed to the VRT Board Members
1. What are the Strengths, Weaknesses, Opportunities and Threats for and to the Authority?

2. What are the Strengths, Weaknesses, Opportunities and Threats for and to the 		
Board itself?

3. What are the Strengths, Weaknesses, Opportunities and Threats for and to the Board and 
Staff Team?

These responses and questions will be incorporated into the 2007-2012 VRT Strategic Plan.

Notes: Two people submitted their comments in writing, so their comments are reflected 
below in greater detail than the comments captured at the Board Meeting. Also, the Staff 
developed SWOT list is included verbatim as it was presented in the March 21, 2007 Board 
Packets.

1. 	 What are the Strengths, Weaknesses, Opportunities and Threats for and to	 	  	

	 the Authority?

Strengths
•	 We need public transportation in the Valley. It is apparent to those of us in the Valley 		
	 and the need will continue to grow.

•	 A complicated but workable organizational structure.

•	 An internal business mode/management system that will improve with time.

•	 The reasonably complete planning that addresses service needs now and in the future.

•	 A basic PR philosophy (community involvement) that only requires added emphasis 		
	 were funding available.

•	 We know where we want to go.

•	 Good representation across the Valley.

•	 Affinity for the Public Transit (PT) mission.

•	 Experienced leadership.

•	 Stable service offering.

•	 The organization itself.

•	 We have legislative authority (but no funding support).

•	 Greater awareness of PT issues exists now than it did five years ago.

•	 There is a need for PT.
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•	 Have about 600 bus stops

•	 There is a willingness to work on a regional basis.

•	 We have goals and are working toward them.

Weaknesses
•	 VRT has a complicated organizational/management structure due mostly to the 			 
	 fragmentation of the funding system – most of which could be solved with a single stable 		
	 regional funding source instead of the two dozen or so it is required to work with. 

•	 Perceived low ridership.

•	 Reasons people don’t ride: access, not convenient, times available don’t work for them.

•	 While PT awareness is higher now, there is still a poor identification of the overall need 		
	 for PT.

•	 Need to identify additional funding sources.

•	 We feel a lack of power to influence and /or control our funding sources and 			 
	 potential sources.

•	 While we have fixed stops, we need to finish our bus stop study.

Opportunities
•	 Alternative means of funding. We know riders can’t foot the entire bill, the cities cannot 		
	 completely foot the bill. And Wilder, Parma, Greenleaf and Notus do not have funds even 		
	 to start helping. So, where do we turn?

•	 Notwithstanding any other factors, the Number One Priority should remain to “Secure 		
	 Stable Funding.” And in this priority, there should be a Goal of greater effort to inform 		
	 the public that without their direct support the legislature will simply not allow local 		
	 option. I am not sure there should be any other priorities but a Goal to keep VRT in the 		
	 public’s eye is essential.

•	 Increased congestion in the Treasure Valley.

•	 Freeway construction.

•	 Increasing costs of energy.

•	 Population growth – and people coming from places that have transit.

•	 Need to better educate: citizens and legislators about the issues and needs of PT.

•	 Talented management and staff.

•	 Deterioration of air quality.

•	 Fixed routes are perceived as more rideable.
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Threats
•	 The Idaho Legislature doesn’t see the needs we have and hopefully it will become evident 		
	 to the state that something has to be done. It is not acting in a timely manner to meet our 		
	 needs or to act on our behalf. When this happens, we will likely be without funds and 		
	 have no place to turn.

•	 Lack of Funding.

•	 Lack of funding prevents the accomplishment of our mission.

•	 We have no legislative funding support – even though we have legislative authority.

•	 Unless the funding issue is resolved, VRT will never become the viable PT entity that 		
	 all have envisioned over the years. In the mean time, the instability of the existing funding 		
	 structure has a negative affect on all involved and demands a constant “maximum effort” 		
	 that no organization can sustain forever without it adversely affecting the efficiency of 		
	 operations (from fatigue) and perpetual public discontent with inadequate service.

•	 Another real threat to VRT is the discouragement that the recent (2007) failure to secure 		
	 legislative support for local option funding will have on those involved. Keeping morale 		
	  and spirit up for the next battle is a must.

•	 Idaho is a crisis motivated state.

•	 Public Transportation is no real competition to the American love affair with the 			 
	 automobile and shouldn’t be portrayed as such. Too often PT is perceived as a competitor 		
	 in transportation instead of being the supplement that it is.

•	 People are independent and love their cars.

•	 Population growth – and people coming from places that have transit systems and as a 		
	 result these transplants are dissatisfied with our services because they have high 			 
	 expectations.

•	 If freeway construction relieves congestion, then it becomes a threat to PT.

•	 The “prestige” factor affects ridership because the perception is that “low income” 			 
	 folks ride.

•	 Not enough dedicated bus lanes in the Valley.

•	 The general public doesn’t know VRT exists.

•	 Those that do know VRT exists expect more than is currently being provided by VRT.

•	 Internal to VRT – the 2007 no-go on legislation now poses a morale challenge. We need 		
	 to maintain morale toward accomplishing VRTs long-term goals.

•	 The Perception that we don’t need money until our buses are running full.

•	 Public is not aware of the insecure funding situation we are in – people need to contact 		
	 their legislators regarding PT.

•	 Low general public knowledge of the projected growth patterns in the Valley.
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2. 	 What are the Strengths, Weaknesses, Opportunities and Threats for and to the 	 	 	

	 Board itself?

Strengths
•	 Dedicated staff and Board.

•	 Dedicated to the PT cause.

•	 The Director, Board and Staff have spent the past several years putting together an 		
	 overall system to manage a substantial PT operation for the Region. All based on the 		
	 assumption (hope) that some day there would be a dedicated funding source for PT. 		
	 The effort has been more than successful.

•	 Members get along and work for solutions.

•	 Breadth of knowledge and backgrounds.

•	 Have a management committee of the Board.

Weaknesses
•	 We’re not telling the story of the Board’s expertise and of Valley growth.

•	 Too many (28) Board members – hard to get quorum, hard to get decisions made.

•	 What is the value of serving on the VRT Board – we need to better tell the story of why 		
	 people should show up for meetings.

•	 Lack of age and gender representation on the Board means that the diversity of the 		
	 population VRT serves is not being represented on the Board.

•	 Having a quorum at the start of the designated meeting time so that the meeting can 		
	 even be called to order.

•	 Need a Board Member succession plan.

Opportunities
•	 When a secure funding source is found, the Board could be an elected five member board. 		
	 NOTE: the original legislative body did not want to “create more governmental entities.”

•	 Get chambers involved in this PT cause. Chambers could help with cities and with 			
	 the legislature.

•	 Get the State Chamber Association educated and involved.

•	 Knowledge of the current members.
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Threats
•	 Unless the funding issue is resolved, VRT will never become the viable PT entity that 		
	 all have envisioned over the years. In the mean time, the instability of the existing funding 		
	 structure has a negative affect on all involved and demands a constant “maximum effort” 		
	 that no organization can sustain forever without it adversely affecting the efficiency of o		
	 perations (from fatigue) and perpetual public discontent with inadequate service.

•	 Without a significant and more singular funding source, what we have is a million dollar 		
	 system handling a thousand dollar program. This is not to criticize past efforts or the 		
	 support of the several entities providing the funding they do, only to emphasize 			 
	 the dilemma.

•	 Constant pressure on city and county budgets and the potential loss of membership on		
	 the Board is real.

•	 The knowledge of the current members may be lost over the next five years, so we need 		
	 to start growing the corporate member for the cause and for VRT.

3.	 What are the Strengths, Weaknesses, Opportunities and Threats for and to the Board 	 	

	 and Staff Team?

A. Strategic Plan: Staff Report on Strengths, Weaknesses, Opportunities and Threats
In November 2005 and February 2006, VRT staff came together to talk about the authority’s 
to conduct staff level SWOT (strengths, weaknesses, threats and opportunities) analysis.  
These efforts have fed into short-term and long-term planning for the organization.  Below is a 
summary of the themes that came out of those two efforts for the board’s consideration in the 
upcoming strategic planning workshops.

Strengths
Organizational Foundation
The authority has the benefit of a committed staff with an interest to achieve the board’s vision 
for public transportation.  They are innovative and continue to try to improve how work is 
performed to make processes more efficient and effective.  They have been working over the 
last several years to build a foundation from which the organization can continue to grow.  

Community Support
Support for public transportation continues to grow. This support must be nourished by a 
continuation of VRT’s community-centered outreach and education strategies established over 
the last several years. 

A Great Place to Live
The Treasure Valley is a great place to live.  People are seeing transit as an element that 
will help maintain the livability of our valley into the future. Many regional efforts have 
highlighted the importance to include transit in the planning process and the need to integrate 
land use and transportation.  
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Weaknesses
Disjointed Organizational Structure and Services
Valley Regional Transit operates within three operating divisions.  These divisions are 
separated by funding sources and service providers.  This often leads to communication 
challenges between the different divisions.  The lack of communication translates into 
customer service issues and a perception of differing values when it comes to customer 
service.  The relationship with the union is also perceived as a weakness to the organization.

External Partnerships and Environment
The political environment from which VRT is trying to gain relevance is very challenging.  
There is conflict in the region between the various jurisdictions that are represented on our 
board as each jurisdiction is trying to address local interests within a regional context.  The 
disconnection between land use decisions and transportation decisions and finding a path 
for VRT to participate in those discussions is challenging with limited staff and financial 
resources.  

Board Involvement
VRT Board members are volunteers and serve on the board as a representative of their 
respective jurisdictions.  As a result, we compete for our board members’ limited and valuable 
time and attention with a myriad of other important local and regional issues.   

Dedicated Funding
A lack of dedicated funding weakens the authority’s ability to address weaknesses.  There 
is an inconsistent level of service operated throughout the region.  People both internal and 
external to the organization do not understand why the service levels are so inconsistent and 
why their communities and/or constituents do not have any services.  The board has a great 
and reasonable vision for transit that will not be implemented without a funding source.

Opportunities
Continue to Build on Foundation
The foundation is in place to build on staff’s technical capacity and the authority’s solid 
data and systems management foundation.  We are continuing to be more visible in regional 
processes and building partnerships with private and public sector stakeholders necessary for 
achieving the vision of the board.

Build on Untapped Markets and Growing Community Support
Staff identified a series of “untapped” markets that we can build on into the future.  Those 
include seniors and disabled, employers, educational institutions, youth, and growing 
Hispanic community.  We need to keep our forward trajectory on educating the business 
community and other key stakeholders on the value a good public transportation system can 
provide to the community.

Participate in Regional Planning Efforts
VRT needs to continue to build partnerships with other regional jurisdictions to promote and 
develop opportunities for transit to be more integrated into the planning process and the gen-
eral transportation system.
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Build on Board Involvement
The new strategic planning process is a great opportunity to build on the board’s role in gov-
ernance, fiscal oversight, and policy development.  The board is the key link to the jurisdic-
tions we serve and their role in our outreach and achieving the vision for transit is critical.

Threats
Deteriorating Labor Relations
The employees are the ambassadors of the system and need to be considered in decision-
making.  The public also expects an efficient and effective transit system within a balanced 
and reasonable budget.  Creating a balance between addressing labor concerns and effectively 
managing the authority is critical to the future of the organization.  

Political Environment
We continue to feel the pinch between a very conservative legislature that is reluctant to give 
up local option authority even when it is narrowly defined to support transit.  We also hear 
from local jurisdictions that are unsure how long they can continue to voluntarily support the 
operations of the system with ever increasing demands on their limited resources.   

Cost Containment
Ever increasing fuel prices and the cost to construct the infrastructure needed to support a 
broader transportation vision will continue to threaten the future. 

B: From the March 21, 2007 Board Meeting Discussion

Strengths
•	 Talented management and staff.

•	 Excellent staff makes being a board member easy.

•	 Communication with the board is strong.

•	 We are not a professional board that focuses solely on transit.

Weaknesses
•	 Need a staff succession plan.

•	 There is too much reliance on staff to be out front. We need Board members to be the 		
	 face of VRT.

•	 We are not a professional board that focuses solely on transit.

•	 New board members need orientation to the Board and to VRT.

•	 Need a “what is expected of a board member” description for use in recruiting 			 
	 and orientation.
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Opportunities
•	 New Board Member orientation would be a big help. (In 2007, a Board Handbook 		
	 has been produced and is being used to orient new board members.)

•	 Board succession plan.

•	 Staff succession plan.

•	 Need to explore new and creative opportunities for funding – ad revenues and ???

•	 VRT metrics need to be defined and to be accessible. Things like: Ridership, fuel economy 		
	 and others. These also need to be publicized. (And a Threat because we don’t do this.)

Threats
•	 Unless the funding issue is resolved, VRT will never become the viable PT entity that 		
	 all have envisioned over the years. In the mean time, the instability of the existing funding 		
	 structure has a negative affect on all involved and demands a constant “maximum effort” 		
	 that no organization can sustain forever without it adversely affecting the efficiency of 		
	 operations (from fatigue) and perpetual public discontent with inadequate service.

•	 Disjointed service operation due to the funding source requirements. It is very time 		
	 consuming and creates internal confusion.

•	 VRT metrics need to be defined and to be accessible. Things like: Ridership, fuel 			 
	 economy and others. These also need to be publicized. (And an Opportunity if we can 		
	 track and publicize to gain support for the PT cause and for VRT.)
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APPENDIX B: Goals, Actions and Activities

Valley Regional Transit
Strategic Plan

________________________________________________________________

GOAL 1
Demonstrate stewardship of public funds through  

improved service quality and increased ridership on existing transit 
services and effectiveness of new program/services.

________________________________________________________________

Strategy 1 to Achieve Goal 1

Develop and implement a comprehensive performance 
management system including target standards for each 

program/service with a procedure for addressing 
under-performing programs/services. 

Major Actions to Achieve Strategy 1

Major Actions	 Responsible 	 Completion			 
			   Person(s)	 Date	

• 	 Peer system review/research to establish 	 Kelli Fairless	 12/31/08			 
	 industry best practices			 

• 	 Identify the top 15 data points already in 	
	 place and confirm and assure validity

• 	 Determine a list of qualitative and 	
	 quantitative measurements and 	
	 standards for existing transit services 	
	 and programs

• 	 Develop standardized reports and an 	
	 accessible standardized location

• 	 Develop policies and procedures for regular 						    
	 reporting, on-going review and refinement 						    
	 of the system

•	 Develop policies and procedures for 						    
	 incorporating performance standards and						    
	 consumer input (business plan) in new						    
	 and existing programs and services that 						    
	 are approved by the board
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Strategy 2 to Achieve Goal 1

Complete analysis and refinement of the Fleetnet 
information management system.

Major Actions to Achieve Strategy 2

					   
Major Actions	 Responsible 	 Completion		
	 Person(s)	 Date

•	 Complete a review of Fleetnet modules and	 Rick Thompson	 12/31/08		
	 draft	 an assessment of the capacity and 					   
	 capability of the system

•	 Develop a parallel system for performance 					   
	 system management to confirm and validate 					   
	 the Fleetnet system

•	 Build the Fleetnet modules to include 					   
	 capturing the data, documenting the modules 					   
	 and developing user-friendly reports 

•	 Clean-up existing data to allow for historical					   
	  comparisons

•	 Document the Fleetnet information 					   
	 management system including a process for 					   
	 regular evaluation on system enhancements					   
	 and maintenance 

•	 Train staff on the information management 					   
	 system
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Strategy 3 to Achieve Goal 1

Complete a comprehensive operations staffing and resources analysis 
designed to identify and address needs and gaps to improve service quality.

Major Actions to Achieve Strategy 3

					   
Major Actions	 Responsible 	 Completion		
	 Person(s)	 Date

•	 Complete an existing conditions report on 	 Kelli Fairless	 12/31/08		
	 staffing needs/gaps and resource needs/gaps	 Bobby Schneider	
				    Rick Thompson	
•	 Complete a job analysis and time motion study 					   
	 on current activities

•	 Complete an analysis and report on service 					   
	 delivery model for operations 

•	 Address any staffing/resource gaps	

Strategy 4 to Achieve Goal 1

Develop policies and standard operating procedures to better connect the information system to 
program administration, service evaluation and performance reporting.  

Major Actions to Achieve Strategy 4

					   
Major Actions	 Responsible 	 Completion		
	 Person(s)	 Date

•	 Actions to begin after Strategies 1 through 3 	 Rick Thompson	 6/30/09
	 are complete	 Kelli Fairless	
					   
•	 Develop an information flow chart to 					   
	 determine the flow of work from project 					   
	 initiation through grant development and 					   
	 reporting cycles

•	 Draft standard operating procedures (SOP)					   
	 for each position indicating each employee’s 					   
	 role in program development and performance 					   
	 reporting

•	 Train staff on the SOP and refine as needed
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Strategy 5 to Achieve Goal 1

Research, develop and draft a comprehensive marketing program incorporating and 	
                           refining branding of services and standard policies and practices to assure an effective            

foundation for marketing as the system grows and develops. 

Major Actions to Achieve Strategy 5

					   
Major Actions	 Responsible 	 Completion		
	 Person(s)	 Date

•	 Conduct an inventory of marketing plans	 Mark Carnopis	 12/31/08	  	
	 and programs from 2000 to present

•	 Develop and refine brand standards and 					   
	 document brand standards

•	 Complete an inventory of collateral 					   
	 materials and assess gaps/needs and process 					   
	 for assuring brand/identity standards 					   
	 are intact 

•	 Research best practices strategies for 					   
	 marketing and conduct necessary staff 					   
	 training to incorporate best practices into 					   
	 the organization 

•	 Develop a marketing policy and procedure 					   
	 guide to include annual marketing planning

•	 Implement marketing policy and best 					   
	 practices organization wide
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Strategy 6 to Achieve Goal 1

Develop and implement an internal quality assurance program and campaign.

Major Actions to Achieve Strategy 6

					   
Major Actions	 Responsible 	 Completion		
	 Person(s)	 Date

•	 Research quality improvement strategies	 Jennifer Smith	 9/30/09 		
	 for transit and other industries

•	 Assess internal processes and procedures 					   
	 that do not support a quality customer 					   
	 service philosophy

•	 Develop a hiring process to assess customer 					   
	 service qualities and philosophies

• 	 Develop internal incentive programs to 					   
	 improve corporate culture around service 					   
	 quality

•	 Document performance targets and 					   
	 accountability mechanisms to instill 					   
	 customer service values in service delivery

•	 Develop a quality assurance training 					   
	 program for operators and service program 					   
	 providers	
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GOAL 2
Build community partnerships and build support for the Treasure Valley In Transit                                                   

plan through targeted communication strategies and education programs.   
________________________________________________________________

Strategy 1 to Achieve Goal 2

Analyze and implement improvements to the 
Valley Regional Transit organizational culture.

Major Actions to Achieve Strategy 1

Major Actions	 Responsible 	 Completion			 
			   Person(s)	 Date	

•	 Develop and communicate organizational		  Mark Carnopis		 6/30/08 			 
	 values and mechanism to assess priorities 									       
	 based on core values 

•	 Assess barriers and strategies to eliminating 									       
	 the “us v them” mentality and the three 									       
	 organization perception

•	 Establish and implement a board 										        
	 development/leadership program

•	 Establish and implement a staff 										        
	 leadership/development program

•	 Establish formal/informal mechanisms for 									       
	 regularly communicating and documenting 									       
	 goals, activities and accomplishments 									       
	 of the individual staff and the organization
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Strategy 2 to Achieve Goal 2

Develop and implement communication/education programs for targeted                                                      
partner groups in state and local governments, community, and business. 

Major Actions to Achieve Strategy 2

					   
Major Actions	 Responsible 	 Completion		
	 Person(s)	 Date

•	 Develop and maintain database of local and 	 Mark Carnopis	 12/31/08		
	 statewide stakeholders in each targeted group 

•	 Assess needs and interests of the target groups

•	 Determine primary communication priorities, 					   
	 objectives and action plans for each targeted 					   
	 group

•	 Develop effective and reliable resources and 					   
	 materials to meet communication objectives 					   
	 and goals

•	 Create an evaluation process to get feedback 					   
	 on effectiveness of communication strategies



29

		

Strategy 3 to Achieve Goal 2

Develop and implement communication/education programs for targeted                                                       
partner groups in social services, social advocacy for seniors, disabled, low income workers,                                   

employers/employees, and consumers.

Major Actions to Achieve Strategy 3

					   
Major Actions	 Responsible 	 Completion		
	 Person(s)	 Date

•	 Develop and maintain database of local and 	 Gloria Parkvold	 12/31/08		
	 statewide stakeholders in each targeted group 

•	 Assess needs and interests of the target groups

•	 Determine primary communication priorities, 					   
	 objectives and action plans for each targeted 					   
	 group

•	 Develop effective and reliable resources and 					   
	 materials to meet communication objectives 					   
	 and goals

•	 Create an evaluation process to get feedback 					   
	 on effectiveness of communication strategies	
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Strategy 4 to Achieve Goal 2

Proactively communicate VRT plans, projects, initiatives and programs                                                          
through  effective public and media relations tactics.

Major Actions to Achieve Strategy 4

					   
Major Actions	 Responsible 	 Completion		
	 Person(s)	 Date

• 	 Identify and implement branding strategies for	 Mark Carnopis		 6/30/09 		
	 VRT, ValleyRide and Rideline

• 	 Develop effective resources and materials to 								     
	 communicate VRT initiatives and programs 								      
	 tie back to strategic priorities

• 	 Redesign VRT website to center around 								      
	 strategic priorities

• 	 Design and draft a VRT annual report

• 	 Complete an annual media relations plan

• 	 Develop tracking system on effectiveness of 								      
	 media/communications relations efforts
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Strategy 5 to Achieve Goal 2

Identify and act on opportunities to improve regional coordination through                                        
partnerships  and mobility management strategies that enhance the delivery                                                            

of public transportation  services in the region.

Major Actions to Achieve Strategy 5

					   
Major Actions	 Responsible 	 Completion		
	 Person(s)	 Date

• 	 Establish the Regional Coordination Council		  Gloria Parkvold	 9/30/09 		
	 and develop and document governance 								      
	 structure and protocols

• 	 Research mobility management strategies and 							     
	 develop a comprehensive list of programs that 							     
	 could lead to better coordination and mobility

• 	 Build partnerships and joint opportunities for 								     
	 marketing services with ACHD Commuteride 							     
	 and other regional partners 

• Develop and implement public transportation 								     
	 pass programs with employers, social service 								     
	 agencies and educational institutions 

• 	 Work with local jurisdictions and COMPASS 								     
	 on Communities in Motion Implementation 								      
	 and integration of land use and transportation

• 	 Implement programmatic enhancements that 							     
	 lead to better mobility of all target markets 								      
	 (travel training, commuter pass program, 								      
	 integrated customer service system, private 								      
	 partnerships)
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GOAL 3
Improve the capacity and responsiveness of the regional authority to changes in need for                                

services and to prepare for future service increases.    
________________________________________________________________

Strategy 1 to Achieve Goal 3

Develop a comprehensive program management system that ties strategic planning                                              
priorities and goals to organizational policies, project/work program prioritization systems,                          

budget development and progress reports 

Major Actions to Achieve Strategy 1

Major Actions	 Responsible 	 Completion			 
			   Person(s)	 Date	

•	 Complete existing conditions report on 		  Kelli Fairless		  6/30/09			 
	 program management practices including		  Rick Thompson 					   
	 gaps and recommendations

•	 Develop a program management system in 									       
	 conjunction with the work done on the 									       
	 information management system in Goal 1

•	 Create a manual for board and public that 									       
	 outlines the connection between plan, 									       
	 projects, budget and results for review by 									       
	 the board and leadership on a quarterly basis									       
	 of the individual staff and the organization
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Strategy 3 to Achieve Goal 3

Develop a comprehensive technology plan that addresses both internal                                                                 
and external customers.

Major Actions to Achieve Strategy 3

					   
Major Actions	 Responsible 	 Completion		
	 Person(s)	 Date

•	 Complete existing conditions analysis and		  Gloria Parkvold 	 6/30/09		
	 inventory						      COMPASS

•	 Complete transit technology architecture 								      
	 plan– hardware/software 

•	 Develop implementation and finance 									      
	 strategies according to phasing outlined in 								      
	 architecture 

•	 Develop integration plan with other partners

		

Strategy 4 to Achieve Goal 3

Complete an organizational analysis to identify needs, gaps, and strategies                                                           
for increasing intellectual and technical capacity.

Major Actions to Achieve Strategy 4

					   
Major Actions	 Responsible 	 Completion		
	 Person(s)	 Date

•	 Complete an existing conditions report on 		  Kelli Fairless		  6/30/09		
	 present staffing capacity

•	 Assess future needs for staffing and complete 							     
	 a gap analysis

•	 Complete a staff development plan with 								      
	 implementation strategies and budget


