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Message from the Executive Director

| am pleased to present the 2022 — 2027 Strategic Plan for the Santa Cruz
County Regional Transportation Commission (RTC). This document represents
hours of work and thoughtful, collaborative discussion about the future of RTC.

Driven by the participation of our entire staff, this plan defines a mission set forth
by principles that will guide decisions made by the Commission.

As a team, we spent a lot of time discussing culture and how culture is more
important than strategy in achieving our mission. When we work in a safe
environment, participation and innovation can flourish. The full capabilities

of the collective whole of our talents can thereby be utilized in achieving our
goals. | believe that the time we spent together developing this strategic plan
demonstrated the effectiveness of our core values and a culture of respect and
collaboration needed to be a high performing and happy team.

RTC has a bright future which exists, in-part, due to talent, determination, and
previous strategic thinking. Our accomplishments have put RTC in a position
that is instrumental to providing solutions that improve all modes of
fransportation in the region.

As with all organizations, we have challenges that require purposeful action
and careful consideration. Additional planning and strategic thinking will ensure
we are in position to have the greatest impact at delivering our mission of
developing and delivering fransportation solutions for a vibrant, sustainable,
and equitable community.

The 2022-2027 Strategic Plan provides a framework for developing and
completing strategic actions over the next five years. Providing fransportation

solutions in a changing society and environment impacts everyone in our
community and will require a dynamic approach to problem solving. | look

forward to working on implementing actions that bring this strategic plan to life

and continuing to make a positive difference tfo citizens and visitors of Santa

Cruz County.
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OVERVIEW OF THE
DOCUMENT

The 2022-2027 Strategic Plan was prepared as a tool for collaborative employee
identification of both existing and desired core values for the RTC's actions and
employee behavior and to identify future service objects based on a shared vision of RTC's
future. This document begins with a brief description of the strategic framework, followed by a
description of our process, our mission, organizational values and a presentation of the
strategic initiatives and objectives that represent a proposed forward direction for the
agency. A summary of the strategic plan is atf the end of the document.




STRATEGIC PLAN
FRAMEWORK

The Strategic Plan framework addresses SCCRTC's Mission, Values, Strategic Initiatives and
Objectives.

* Mission statement summairizes the purpose of SCCRTC and the impact the agency strives
to have in the community.

* Organizational Values express the beliefs and principles that guide SCCRTC staff and are
the basis from which each staff member operates.

o Strategic Initiatives are broad statements of general direction with a stated goal for
SCCRTC.

* Objectives represent measurable targets or actions to achieve in the next five years.

THE PROCESS

All SCCRTC staff participated in the development of this strategic plan in 2021. Due to
circumstances created by the COVID-19 pandemic, all meetings were held remotely. During
the process we strived to make decisions by consensus.

The team went through a standard strategic planning process by:

* Developing mission and values statements.

* Discussing strengths and weaknesses of the organization, in addition to external
opportunities and threats.

* |dentification of strategic initiatives and objectives.

Development of mission and values focused on two questions:
e What do we do?

e How do we choose to behave?

All staff participated in the development of a succinct, inclusive mission statement that
clearly describes who we are as an organization:




OUR MISSION

SCCRTC develops and delivers
transportation solutions for a vibrant,

sustainable, and equitable community. RTC

Santa Cruz County Regional Transportation Commission

OUR VALUES

In the development of our values, we discussed our
priorities with regard to our intferactions with

others both inside and outside the organization
and clearly defined our organizational values as:

Integrity: We take ownership of our actions, honor our
commitment to colleagues, community and stakeholders
and hold ourselves to high ethical standards as responsible
public stewards.
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Transparency: We are committed to being honest and open.
We proactively share clear information about the
decision-making process.

Professionalism: We are dedicated to pursuing the goals of
the RTC with expertise, consideration, and sincerity.

Innovation: We anticipate and prepare for the future,
encourage creativity, new ideas and new solutions.
Responsiveness: We honor our commitments to our
colleagues and community, listening to their requests,
%S
&

considering their needs, and responding to their
communications.

Equity: We are committed to developing an equitable
(@ tfransportation system that contributes to the fair freatment,
access, opportunity, and advancement of all people.




SWOT

Strengths, Weaknesses, Opportunities and Threats

Our discussion of the SWOT served as the foundation for the development of strategic
initiatives. The following themes emerged in the SWOT:

Strengths:

Community involvement and engagement
Well-respected by other agencies
Talented, detail-oriented staff

Passion for community, environment, and equity

Weaknesses:

Workload
Unclear priorities, processes, and decision-making
Internal culture in tfransition

Political climate that drives change

Opportunities:

Potential of the rail line
New funding legislation
Engaged community and strong partnerships with other agencies

Advanced technology

Threats:

Misinformation
Potential loss of funding
Adapting to new technology

Climate change

Increasing costs of maintaining and improving the transportation system (including auto,
pedestrian and bicycle) and transit facilities




STRATEGIC INITIATIVES AND
OBJECTIVES

As the group brainstormed what we needed to accomplish in the next five years, five key
Strategic Initiatives surfaced. Five teams formed and worked together to develop and define
each initiative, including corresponding objectives, action plans, and the potential impacts
of successful accomplishment. The five Strategic Initiatives are as follows:

Collaborative Engagement

Collaborative engagement is the first step in providing transportation solutions. Engaging in
an active dialogue with community members is necessary to understand the

transportation needs of our community, make good decisions and to provide information

to the user. Pro-active community engagement is instrumental to provide an equitable and
inclusive transportation system, as disadvantaged populations are harder to reach. RTC is
committed to providing outreach to all populations we serve to ensure that everyone has
access to the information we disseminate. By collaborating with the public in this manner, we
will be able to better understand the problems and provide more useful fransportation
solutions and information to our community.

GOAL:

Proactively engage the community in an ongoing conversation to address their
transportation needs while providing courteous, factual, reliable, tfimely, and helpful
information.

OBJECTIVE:

Strengthen relationships and trust with communities through direct, meaningful
engagement/participation/involvement.

Environmental Stewardship

We recognize climate change is occurring and will impact people’s health and welfare. The
transportation sector is the largest contributor of GHG emissions in the country. With this
initiative, we will plan, promote, and implement sustainable multi-modal transportation
solutions that integrate with land use patterns and provide solutions for all users. By doing so,
we will provide access to equitable transportation, reduce the amount of GHG and
congestion and improve health and welfare while reducing vehicle miles traveled to slow
the effects of climate change.

We seek to develop transportation solutions that carefully consider all environmental impacts
in decision-making including project benefits to the environment, potential impacts, and
mitigation to impacts. We plan for the effects of climate change, including sea-level rise,
large storm events and wildfires. Planning for environmental effects creates a more
sustainable fransportation system that integrates info and adapts to changes in our natural
environment.




GOAL:

Make sustainable modes of transportation the preferred means of fravel, minimize
environmental impacts, and adapt to climate change.

OBJECTIVES:

* Prioritize the planning, seeking of funds, and implementation of projects.

Reduce single-occupancy mode share and greenhouse gas emissions by significantly
improving the safety and convenience of sustainable alternatives such as:

* Coastal Rail Trail and other protected bike lanes and accessible walking facilities,
* Public transit, carpooling, and electric vehicles.

* Expanding TDM participation and mobility-as-a-service to more town centers, large
employers, and new developments.

* Adapt the transportation infrastructure to climate change impacts.
* Minimize the need for emergency response to climate change impacts.

* Reducing emissions due to accident-related congestion with continued and expanded
use of the Freeway Service Patrol program.

Consider project implementation benefits with environmental impact and mitigation.

Organizational Excellence

An internal culture that is supportive, continuously adapting and improving provides the
foundation for RTC to solve transportation problems and provide the best service possible. A
culture of continuous improvement and problem-solving will foster greater employee
retention and a more engaged workforce. Continuous improvement of our organization
translates to a better workplace environment, improved services to the public, improved
performance of the organization and encourages innovation.

GOAL:

Foster a culture of continuous improvement and problem solving.

OBJECTIVES:

* Promote a more diverse and inclusive workforce that responds to varying fransportation
needs of the community.

* Provide high quality, innovative and efficient business processes.

* Develop arobust employee development plan to optimize employee performance for
the overall success of the RTC.




Fiscal Sustainability

There is a significant backlog of fransportation projects and programs due to a historic
shortfall in funding. With this initiative, we will maximize resources and control costs through
prudent strategic planning and fiscal management. We will consider the effects of deferred
maintenance on the long-term cost of existing infrastructure. We will position projects and
programs to leverage grant funding and financing opportunities to the greatest extent
possible. We will implement fiscal and project controls to ensure accurate and timely
accounting, such that limited resources are optimized for public benefit and not wasted. By
doing so, we will be able to provide for the delivery of a higher volume and quality of
sustainable transportation solutions.

GOAL:

Maximize resources to deliver fransportation solutions through prudent financial
management.

OBJECTIVES:

* Align programming and budgeting to promote strategic priorities.
* Promote and implement innovative accounting solutions.
* Implement process to evaluate and maximize grant opportunities and prioritize projects.

* Enhance asset management and decision support tools.

Community

Our community is heterogeneous and as a result “one-size fits-all” fransportation solutions do
not serve all populations. We seek to provide safe and efficient tfransportation options that
serve our entire community. Different communities and people fraveling within Santa Cruz
County have distinct needs. We seek to provide reasonable options that are affordable
sustainable and context sensitive. By addressing barriers to tfransportation, we can create

a more equitable and vibrate community by making it easier for our diverse community to
reach employment, education, essential services, and recreational opportunities.

GOAL:

Implement solutions that address diverse transportation needs and improve access that is
safe, affordable, equitable, and support economic growth.

OBJECTIVES:

» Utilize data, best practices, performance measures, technology, and lessons learned to
identify priorities and allocate resources (funding/staff time) to projects that advance
community goals.

* Improve people’s access to their daily needs.

* Plan and design transportation facilities to support vibrant livable places and local
economic development, especially in transportation disadvantaged communities.




* Reduce collisions and traffic deaths and serious injuries.
* Promote affordable transportation options.

* Avoid and work to address, transportation-related inequities to disadvantaged
communities on all new projects.

* Plan and design transportation projects that provide universal access to all ages and
abilities.

Implementation

Implementation of the strategic plan is achieved with coordinated teamwork. Our
organizational values, created as a team, set the foundation of how we behave and create
a safe place for everyone to participate. We achieve our initiatives and objectives with the
development and completion of strategic actions.

The strategic planis a living document. Five initiative teams have created objectives and
action plans. Each feam has been assigned a convenor to call meetings, track progress and
update objectives and action plans with the participation of all team members. While each
team will work together to create and track actions, participation and achieving strategic
actions and objectives will often extend beyond these initiative teams. Communication will
continue though initiative meetings (called by convenors), regular monthly staff meetings,
and annual all-staff strategic plan progress meetings. In this way, the agency’s actions will
be visible throughout the organization, aligning all staff efforts towards achieving the agency
mission.




SUMMARY

SCCRTC STRATEGIC PLAN 2022 - 2027
MISSION

SCCRTC develops and delivers transportation solutions for a vibrant, sustainable, and
equitable community.

ORGANIZATIONAL VALUES

Integrity: We take ownership of our actions, honor our commitment to colleagues,
community and stakeholders and hold ourselves to high ethical standards as responsible
public stewards.

Transparency: We are committed to being honest and open. We proactively share clear
information about the decision-making process.

Professionalism: We are dedicated to pursuing the goals of the RTC with expertise,
consideration, and sincerity.

Innovation: We anticipate and prepare for the future, encourage creativity, new ideas and
new solutions.

Responsiveness: We honor our commitments to our colleagues and community, listening to
their requests, considering their needs, and responding to their communications.

Equity: We are committed to developing an equitable fransportation system that contributes
to the fair treatment, access, opportunity, and advancement of all people.

STRATEGIC INITIATIVES AND OBJECTIVES

Collaborative Engagement
GOAL

Proactively engage the community in an ongoing conversation with to address their
transportation needs while providing courteous, factual, reliable, tfimely, and helpful
information.

OBJECTIVE

Strengthen relationships and trust with communities through direct, meaningful
engagement/participation/involvement.




Environmental Stewardship
GOAL

Make sustainable modes of fransportation the preferred means of travel, minimize
environmental impacts, and adapt to climate change.

OBJECTIVES
Prioritize the planning, seeking of funds, and implementation of projects.

Reduce single-occupancy mode share and greenhouse gas emissions by significantly
improving the safety and convenience of sustainable alternatives such as:

* Coastal Rail Trail and other protected bike lanes and accessible walking facilities,
* Public transit, carpooling, and electric vehicles.

* Expanding TDM participation and mobility-as-a-service to more town centers, large
employers, and new developments.

* Adapt the tfransportation infrastructure to climate change impacts.
* Minimize the need for emergency response to climate change impacts.

* Reducing emissions due to accident-related congestion with continued and expanded
use of the Freeway Service Patrol program.

* Consider project implementation benefits with environmental impact and mitigation.

Organizational Excellence
GOAL
Foster a culture of continuous improvement and problem solving.

OBJECTIVES

* Promote a more diverse and inclusive workforce that responds to varying transportation
needs of the community.

* Provide high quality, innovative and efficient business processes.

* Develop arobust employee development plan to optimize employee performance for
the overall success of the RTC.

Fiscal Sustainability

GOAL

Maximize resources to deliver tfransportation solutions through prudent financial
management.

OBJECTIVES
* Align programming and budgeting to promote strategic priorities.

* Promote and implement innovative accounting solutions.
* Implement process to evaluate and maximize grant opportunities and prioritize projects.
* Enhance asset management and decision support tools.




Community
GOAL

Implement solutions that address diverse transportation needs and improve access that is
safe, affordable, equitable, and support economic growth.

OBJECTIVES

e Utilize data, best practices, performance measures, technology, and lessons learned to
identify priorities and allocate resources (funding/staff time) to projects that advance
community goals.

e Improve people’s access to their daily needs.

* Plan and design transportation facilities to support vibrant livable places and local
economic development, especially in transportation disadvantaged communities.

* Reduce collisions and traffic deaths and serious injuries.
* Promote affordable transportation options.

* Avoid and work to address, fransportation-related inequities to disadvantaged
communities on all new projects.

* Plan and design transportation projects that provide universal access to all ages and
abllities.






