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 INFORMATION 
Prepared and presented by:  

CalVans Staff, Georgina Landecho, Executive Director 

 

SUBJECT:  

Discussion Areas and Framework for Continuous Monitoring 

 

INFORMATION:  

On November 13, 2025, the CalVans Board of Directors held its Board Retreat both in person and via teleconference. Below is a 

summary of the session, key discussion areas, and the framework and tracking tool used for continuous monitoring. 

 

RECOMMENDED ACTION & FISCAL IMPACT: 

This is an information item; the fiscal impact remains undetermined. 

 

ATTACHMENT(S): 

None 

 

 

Directors Retreat – Areas of Discussion and Continuous Monitoring 

 

Task Team 

Assigned 

Board Guidance Approach & Timeline 

Engage legal counsel to 

clarify the current status 

of RABA as a Joint 

Powers Authority (JPA) 

member  

Executive 

Director 

Expansion discussions may not 

proceed without first resolving 

financial matters.  

• Prepare and present a recommendation 

regarding Redding’s potential inclusion in 

CalVans.  

Financial Planning  Executive 

Director and 

Nag 

Consulting 

(broad brush for approval) 

Present the plan in broad 

outline form for Board review 

and approval and provide a 

structured roadmap for 

financial stability while 

allowing the Board to guide 

and refine details. 

• Develop a comprehensive plan addressing 

CalVans’ financial needs and priorities.  

• Define what actions must be taken and 

establish clear timelines for completion. 

Develop Dues Model(s) Executive 

Director and 

Nag 

Consulting 

The team will design one or 

more membership dues models 

for consideration to provide 

both member and non-member 

agency Executive Directors 

with options that balance 

fairness, sustainability, and 

agency capacity. 

• Explore different structures (e.g., flat rate, 

tiered by agency size, usage‑based).  

• Ensure transparency and alignment with 

CalVans’ financial needs. Prepare 

materials for presentation and discussion 

with Executive Directors. 

Develop an In‑Kind 

comprehensive support 

list of potential in‑kind 

contributions that 

agencies could provide. 

Executive 

Director and 

Nag 

Consulting 

Present this list to MPO or 

Transit Agency Executive 

Directors as part of discussions 

on how agencies can 

contribute beyond direct 

financial support. 

• Types of Support: Legal, financial, 

marketing, human resources, 

administrative assistance, and other 

professional services.  

• Define Level of Effort: Clearly outline the 

scope, time commitment, and value 

associated with each type of support.  

Engage Caltrans on 

mitigation opportunities 

to explore how CalVans 

can support mitigation 

efforts for upcoming road 

projects along Hwy 99 

and other key routes. 

Executive 

Director 

 • As part of this effort, integrate community 

and stakeholder engagement by 

conducting outreach sessions and 

deploying QR code–enabled surveys to 

gather input directly from riders, 

employers, and local residents.  

• This feedback will ensure that mitigation 

strategies reflect community priorities and 
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strengthen CalVans’ role as a trusted 

partner. 

Financial Transition Plan Executive 

Director and 

Nag & APEX 

Consultants 

 • Develop a financial strategy to transition 

subsidized vanpools into permanent 

vanpools as subsidy support phases out.  

• Ensure sustainability by identifying 

diverse funding sources, securing client 

commitments, and establishing long-term 

operational models. Incorporating 

stakeholder feedback collected through 

QR code surveys will help align financial 

planning with community needs and 

expectations.  

• This positions CalVans as a proactive 

partner in transportation project 

mitigation while ensuring continuity of 

service through a clear, 

community- informed financial plan. 

Evaluate Service Model Executive 

Director and 

Nag & APEX 

Consultants 

Present findings and 

recommendations to the 

CalVans Board and Executive 

Committee for review and 

discussion. 

• The team will examine a model in which 

CalVans services are limited exclusively 

to counties that are members of the Joint 

Powers Authority (JPA).  

• Determine whether such a restriction 

would be legally enforceable under the 

current JPA framework. 

Investigate Service 

Withdrawal Policy 

Executive 

Director and 

Nag & APEX 

Consultants 

Provide clarity on the 

feasibility and implications of 

restricting services to JPA 

member counties.  

 

Present findings and 

recommendations to the 

CalVans Board and Executive 

Committee for consideration 

• Assess whether CalVans should remove 

vanpools from non‑member counties if 

dues or other support become mandatory 

under a revised JPA membership 

requirement.  

• Review legal, operational, and financial 

implications of restricting service to 

contributing counties.  

• Determine enforcement mechanisms and 

potential impacts on existing clients in 

non‑member areas.  

• Ensure alignment between membership 

obligations and service delivery while 

maintaining financial sustainability. 

Review and Revise JPA Executive 

Director and 

Nag & APEX 

Consultants 

Present findings and 

recommendations to the Board 

for consideration. 

• Determine if the Joint Powers Agreement 

(JPA) will require updates to address 

financial support provisions. Current 

language permits, but does not obligate, 

member agencies to provide financial 

contributions.  

• Determine if revisions should establish 

requirements for financial assistance to 

ensure sustainable funding.  

Outreach to JPA 

Member Agencies 

Executive 

Director and 

Nag & APEX 

Consultants 

 • CalVans staff, with the assistance of 

consultants, will initiate contact with 

executive directors of JPA member 

agencies during the first quarter of 2026 

to initiate discussions related to key 

priorities, funding strategies, and 

collaborative opportunities and identify 

agenda topics and prepare materials to 

guide these conversations. 

Inform Transit Agencies 

on Funding Conversion 

Executive 

Director and 

Nag & APEX 

Consultants 

 • Provide county transit agencies with 

information on how the City of Visalia 

leverages CalVans miles to generate 

Section 5307 federal transit funding. 
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Implementation Options Executive 

Director and 

Nag & APEX 

Consultants 

 • Host a dedicated workshop for transit 

agencies, featuring the Visalia team as 

guest speakers.  

• Consider a “roadshow” format to reach 

multiple agencies directly and encourage 

broader participation to ensure agencies 

understand the funding mechanism and 

can replicate successful practices in their 

jurisdictions. 

Communicate CalVans 

Financial Position 

Executive 

Director and 

Nag & APEX 

Consultants 

 • Provide member agencies with a 

transparent overview of CalVans’ current 

financial situation.  

• Seek agency contributions in the form of 

membership dues.  

• Encourage in‑kind services to offset 

operational needs.  

• Explore opportunities for agencies to 

provide grant funding or other financial 

assistance to strengthen CalVans’ 

financial sustainability through diversified 

support from JPA member agencies. 

Annual Presentations to 

JPA Member Agencies 

Chair and 

Executive 

Director  

Beginning in 2026, schedule 

annual presentations to update 

each member agency’s Board 

of Directors on key CalVans 

initiatives and priorities. 

• Include the CalVans Board Chair in the 

scheduling process, as he has expressed 

willingness to attend these sessions with 

the objective of strengthening 

communication, ensuring transparency, 

and reinforcing agency engagement in 

CalVans’ activities and financial 

planning. 

 


