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It is my pleasure to present the 2019 Roaring Fork 
Transportation Authority (RFTA) Strategic Plan. 
This plan is our roadmap to achieve the vision of 
pursuing excellence and innovation in providing 
preferred transportation choices that connect and 
support vibrant communities. It clearly identifies 
objectives that support RFTA’s seven key outcome 
areas: Safe Customers, Workforce, and General  
Public; Accessibility and Mobility; Sustainable  
Workforce; Financial Sustainability; Satisfied  
Customers; Environmental Sustainability; and  
High Performing Organization. 


This plan reflects the priorities and values of our 
region as identified by our board of directors. In 
turn, the plan directly influences RFTA’s annual 


budget development process, as well as our daily 
operations as we continually strive to improve the 
services we provide. 


I sincerely appreciate the board of directors for their 
leadership, and RFTA staff for their hard work and 
commitment to this organization and the services 
we provide.


Sincerely, 


Dan Blankenship 
Chief Executive Officer


LETTER FROM CEO
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The Roaring Fork Transportation Authority (RFTA) 
is the second largest transit agency in Colorado and 
the largest rural transit agency in the nation. RFTA op-
erates a variety of public transportation services along 
the State Highway 82 corridor (Glenwood Springs 
to Aspen) and the Interstate 70 and State Highway 
6 corridors (Glenwood Springs to Rifle); spanning 3 
counties and 70 linear miles. RFTA currently has eight 
member jurisdictions that provide varying rates of 
dedicated sales, use and property  tax revenue: Pitkin 
County, City of Aspen, Town of Snowmass Village, por-
tions of Eagle County, Town of Basalt, Town of Carbon-
dale, City of Glenwood Springs and the Town of New 
Castle. RFTA also maintains annual service contracts 
with the City of Aspen, Aspen Skiing Company, City of 
Glenwood Springs and Garfield County. RFTA currently 
operates 90 revenue vehicles, owns and co-manages 
the 42-mile Rio Grande Railroad Corridor (including 
the Rio Grande Trail) and employs approximately 
380 employees in the peak winter season. In 2018, 
system-wide ridership reached an all-time record of 
5.1 million passenger trips, boosted in part by transit 
services RFTA provided to help alleviate automobile 
congestion during the 85-day Grand Avenue Bridge 
Replacement project in Glenwood Springs. 


response to regional population growth and transit 
demand.


Train operations in the Roaring Fork Valley decreased 
in phases between the 1960s and the mid-1990s. In 
1997, the Roaring Fork Railroad Holding Authority 
(RFRHA), a public entity created in 1994 by the towns 
and counties within the Roaring Fork Valley, pur-
chased the Aspen Branch of the Denver & Rio Grande 
Western Railroad right-of-way (33.3 miles from Woody 
Creek to Glenwood Springs) from the Southern Pacific 
Transportation Company for $8.5 million. Funding for 
the purchase sourced from a consortium of state and 
local interests, including: Counties of Garfield, Eagle, 
and Pitkin; City of Aspen, City of Glenwood Springs, 
Town of Snowmass Village, Town of Basalt, Town of 
Carbondale, Pitkin County Open Space and Trails 
Program, the Colorado Department of Transportation 
(CDOT) and the Great Outdoors Colorado Trust Fund 
(GOCO).


State of Colorado Rural Transportation Authority (RTA) 
enabling legislation, created in 1997, was the impetus 
for creating a more effective regional Transportation 


RFTA’s genesis began in the mid-1970’s, when the 
City of Aspen and Pitkin County each implemented 
separate transit services. The City of Aspen focused 
on fixed-route services within the City, and operated 
skier shuttle services in cooperation with the Aspen 
Skiing Company. Pitkin County provided services to 
commuters residing in communities along the High-
way 82 corridor as far “down valley” as El Jebel, in 
unincorporated Eagle County.


In 1983, the City of Aspen and Pitkin County merged 
their transit systems and formed the Roaring Fork 
Transit Agency, RFTA’s predecessor. Between 1983 
and 2000, the Transit Agency incrementally expanded 
its regional commuter transit services to accommo-
date growing numbers of commuters residing in 
more affordable down valley communities i.e. Basalt, 
El Jebel, Carbondale and Glenwood Springs. In 1992, 
the U.S. Environmental Protection Agency (EPA) des-
ignated the City of Aspen as a PM-10 non-attainment 
area. As a result, transit services were nearly doubled 
between 1994 and 1996 as part of the plan to re-
duce vehicle miles traveled and achieve acceptable 
airquality standards. Major transit service increases 
were also undertaken by RFTA in 2001 and 2004 in 


INTRODUCTION RFTA SERVICES


RFTA provides the following transit services:
• VelociRFTA Bus Rapid Transit (BRT) service along the 42-


mile SH 82 corridor from Glenwood Springs to Aspen
• Express and Local regional commuter service along the 


SH 82 Corridor from Aspen to the Town of Snowmass Vil-
lage (via Brush Creek Rd.), and from Aspen to Glenwood 
Springs


• No-fare service between Aspen and Snowmass Village, 
partially subsidized by the Elected Officials Transporta-
tion Committee (EOTC)


• Grand Hogback Route commuter service between Glen-
wood Springs and Rifle, along the I-70 and SH 6 corridors


• Municipal transit services under annual service contracts 
with the City of Aspen and the City of Glenwood Springs


• Public skier shuttle services under contract with Aspen 
Skiing Company


• Senior/paratransit transportation services under contract 
with Garfield County Senior Van/Traveler, and the Senior 
Van for Pitkin County


• Maroon Bells-Snowmass Wilderness Area bus tours in 
partnership with the US Forest Service


• Coordinated first-last mile commuting options with 
WE-cycle public bicycle share services


2018 RFTA STATISTICS
(estimated)


• 5.1 million system-wide passenger trips
• 5.3 million miles (est.) operated
• 380 employees during peak winter season
• A diverse fleet of approximately 90 revenue buses,  


including clean diesel, compressed natural gas (CNG)  
and near-zero emission battery electric buses to debut    
in 2019 


• $38.3 million Operating Budget/$4.8 million Capital 
Budget/$4.7 million debt service


• Approximately $2.2 million in Federal/State/Local Capital 
grants and $1.3 million in Federal/State Operating grants 


• 70-mile service region: Aspen to Glenwood Springs (40 
miles) and Glenwood Springs to Rifle (30 miles)


• 9 major BRT Stations from Aspen to Glenwood, 14 park 
and rides and 160 total bus stops served 


• Maintenance facilities and administrative offices located 
in Aspen, Carbondale, Glenwood Springs and Rifle


• Own and co-manage the 34-mile Rio Grande Railroad 
Corridor and Rio Grande Trail


• Named Large Transit Agency of the Year by the Colorado 
Association of State Transit Agencies (CASTA)







VISION, MISSION & VALUES


OUR VISION


OUR MISSION


OUR VALUES


Connecting our region 
with transit and trails


RFTA pursues excellence and 
innovation in providing 
preferred transportation 
choices that connect and 
support vibrant communities


Safe, Accountable, 
Affordable, Convenient, 
Dependable, Efficient, 
Sustainable


Authority structure. In November 2000, voters in 
Glenwood Springs, Carbondale, Eagle County, Basalt, 
Snowmass Village, Pitkin County and Aspen approved 
the creation of the RTA and dedicated sales/use taxes 
to support the ongoing operation and development 
of transit and trails programs in the region. Subse-
quently, over the next two years, the employees and 
assets of the Roaring Fork Transit Agency and RFRHA 
were merged into the present-day RFTA organization.


The Rio Grande Railroad Corridor is primarily owned 
by RFTA and co-managed with Pitkin County, Basalt, 
Eagle County, Carbondale, and Glenwood Springs. 
The Corridor has been preserved for trail use and 
future rail/transportation services pursuant to the 
federal railbanking provision of the National Trails 
System Act. Railbanking status protects the trans-


portation corridor for future transportation/transit 
uses, thus limiting activities that might preclude 
re-introduction of rail or other mass transportation 
systems in the Roaring Fork Valley. The interim use 
is an extremely popular 10’ wide paved trail, the Rio 
Grande Trail (RGT), from Glenwood Springs to Woody 
Creek. A soft service trail, owned and maintained by 
Pitkin County, connects Woody Creek with Aspen. The 
non-motorized trail sees an average of 85,000 annual 
users from near and far.


In 2004, voters in existing RFTA member jurisdictions 
approved additional sales taxes for the improvement 
of transit and trails, and voters in the Town of New 
Castle agreed to join RFTA and contribute revenue to 
support transit services.


In 2011, RFTA received a $25 million Federal Transit 
Administration Very Small Starts grant to complete 
design, engineering, and construction of the $46.2 
million BRT system.


On September 3, 2013, on time and on budget, RFTA 
began operation of the VelociRFTA BRT service; the 
nation’s first rural BRT system.  VelociRFTA BRT oper-
ates along the 42-mile SH 82 corridor from Glenwood 
Springs to Aspen, serving nine major BRT stations. 
Supported by transit signal priority in key locations 
and roughly 18 miles of bus-only or Bus/HOV lanes, 
BRT provides travel times that are competitive with 
the private automobile. Ridership reached a re-
cord-breaking 5.5 million in 2017; a 9% increase over 
2016.


RFTA first started assessing regional transit/transpor-
tation needs in 2016 via the Integrated Transportation 
System Plan (ITSP) and Upper Valley Mobility Study 
(UVMS). In 2018, the ITSP planning process catalyzed 
a new public-friendly regional improvements pack-
age, branded as Destination 2040: Our Future Rides 
on RFTA. The RFTA Board and Staff, equipped with 
targeted polling and survey data, agreed to refer a 
2.65 mill levy property tax question to regional voters 
in RFTA’s eight member jurisdictions. On November 
2, 2018, eligible voters approved Ballot Question 7A 
with 11,364 votes in favor and 10,362 votes against; 
an approval margin of 52 to 48 percent. As RFTA’s first 
property tax revenue, the new  revenue will add an 
estimated $9 million to RFTA’s annual budget of $42 
million.  


The additional property tax revenue will help RFTA 
maintain and improve its services, infrastructure, 
and equipment, while reducing its reliance on inade-
quate and uncertain State and Federal grants.  RFTA is 
confident that the Authority is now more resilient and 
better equipped to keep pace with current and future 
population and traffic growth estimates.  







The RFTA Strategic Plan provides the framework to guide RFTA’s decision making, 
budgeting, and daily operations. Outcomes represent the high level deliverables 
that RFTA strives to provide the communities it serves. Each Outcome Area includes 
several more specific Objectives that define different areas of focus in achieving the 
Outcome. Performance measures are identified for Objectives with performance 
targets set annually. Staff then develops Strategic Initiatives that are designed to 
move the needle in achieving the identified performance targets associated with 
the Objectives. The Strategic Initiatives become a part of the annual budget re-
quests, and if funded, directly influence daily operations. Each task completed or 
dollar spent by RFTA should be linked back to the Strategic Plan and ultimately the 
Mission and Vision of this organization. 


HOW THIS PLAN 
WILL BE USED


BUDGET 


OUTCOMES 


SMART
OBJECTIVES


OBJECTIVE 
METRIC


(WITH TARGETS)


Outcomes represent the 
high level deliverables that 
RFTA strives to provide the 


communities it serves.


Each Outcome Area includes 
several more speci�c Objectives 


that de�ne di�erent areas of 
focus in achieving 


the Outcome.


STRATEGIC
INITIATIVES
Sta� develops Strategic 


Initiatives that are designed to 
move the needle in achieving 


the identi�ed performance 
targets associated with 


the Objectives.


The Strategic Initiatives become a part of the annual budget requests, 
and if funded, directly in�uence daily operations. Each task completed 
or dollar spent by RFTA should be linked back to the Strategic Plan 
and ultimately the Mission and Vision of this organization. 


Performance measures are 
identi�ed for Objectives with 


performance targets set 
annually.


VISION
RFTA pursues excellence and 
innovation in providing 
preferred transportation choices 
that connect and support 
vibrant communities


MISSION
Connecting our Region with 
Transit and Trails


VALUES
Safe, Accountable, A�ordable, 
Convenient, Dependable, 
E�cient, Sustainable







TALENT 
• Experienced, dedicated and tenured management 


team 
• Professional and courteous bus operators
 
COMMUNITY/RELATIONSHIP 
• Services meet the unique travel demands of this 


region;  
• Dependable and reliable bus service, 24-7, 365 


days per year 
• Steadily increasing bus ridership and trail users 
• High level of public trust in RFTA  
• Dedicated sales and property tax revenues for 


long-term financial sustainability 
• Favorable public response to all RFTA services, 


especially VelociRFTA BRT service  
• RFTA Board of Directors provides regional support 


and influence  
• Leveraging regional stakeholders for collaborative 


projects and grant project applications  


Staff has identified strategic advantages and challenges. Advantages are those 
strengths and attributes that will enable RFTA to achieve the Strategic Objectives 
described later in this document. Challenges reflect those attributes that could 
impair RFTA’s ability to achieve the Strategic Objectives. Each of the challenges 
described below are reflected in one or more Strategic Objective so that the 
challenges will be addressed by staff in future budget proposals.


 FUNDING 
• Ability to secure grant funding for capital, fleet 


and operations; and to meet grant administration 
requirements  


• Successful 2.65 mill property tax approval in 
 member jurisdictions to plan and implement the 


RFTA Destination 2040 Regional Project List  
 
PHYSICAL ASSETS 
• Fleet and facility capital assets are in a general 


State of Good Repair and are being managed with 
Enterprise Asset Management (EAM) practices  


• RFTA-owned employee housing units 
• Ownership and co-management of 34 miles of the 


Rio Grande Railroad Corridor and Rio Grande Trail, 
which is currently railbanked and being preserved 
for future transportation uses 


COMMUNITY/RELATIONSHIP 
• Operating across a vast rural region with diverse and 


demanding transportation needs 
• Adapting to shifting national demographics  
 
TALENT 
• Succession planning for a pending exodus of nearly 


all highest-level staff  
• Attracting, engaging and retaining employees in 


a region with a high cost of living and a scarcity of 
affordable housing  


• Difficulty of attracting and retaining bus operators 
that possess both driving proficiency and customer 
service skills  


• Lack of a centralized, well-staffed customer service 
department 


• Operations outgrowing support staff and super-
 visory capabilities 
• Inadequate staffing to support existing and future 


technologies  
• Maintaining affordable employee health care costs 


 


FUNDING 
• Implementing projects from the RFTA Destination 


2040 Regional Project List on time and on budget
 
COMMUNICATION 
• Fragmented staff communication due to dispersed 


regional facilities 


PHYSICAL ASSETS 
• Creating “shovel ready” capital projects with 
 unknown funding opportunities 
• Developing adequate transit capacity during peak 


hours in peak seasons 
• Meeting regional transportation needs and desires 


with a balanced budget  
• Adoption of innovative, emerging alternative fuel 


technologies, without compromising service, 
 efficiency, and budget  
• Collaborative management and maintenance of the 


railbanked Rio Grande Railroad Corridor and 
 Rio Grande Trail  


ADVANTAGES
CHALLENGES


STRATEGIC ADVANTAGES AND CHALLENGES







OUTCOME AREAS
The RFTA Board of Directors and Staff have agreed upon the following seven 
Outcome Areas: Safe Customers, Workforce and General Public; Accessibility 
and Mobility; Sustainable Workforce; Financial Sustainability; Satisfied 
Customers; Environmental Sustainability; and High Performing Organization. 
Each RFTA director/manager continuously assesses these themes and ties their 
departmental goals back to these guiding principles. 


SAFE CUSTOMERS, 
WORKFORCE AND 
GENERAL PUBLIC


ACCESSIBILITY AND 
MOBILITY


SATISFIED 
CUSTOMERS


SUSTAINABLE 
WORKFORCE


HIGH PERFORMING 
ORGANIZATION


FINANCIAL 
SUSTAINABILITY


ENVIRONMENTAL 
SUSTAINABILITY 







SAFE CUSTOMERS, 
WORKFORCE AND 
GENERAL PUBLIC


1.1 Customers are safe at RFTA facilities and riding   
 RFTA services
1.2 The Public is safe and comfortable using the Rio   
 Grande trail
1.3 Maintain and promote a healthy and safe workforce
1.4 The general public has a positive perception of the  
 safety of RFTA services
1.5 Staff are well trained and safety focused 


SMART OBJECTIVES


RFTA will ensure the safety of its workforce, 
customers and general public through its 
safety first culture, systematic procedures, 
practices, and policies for managing risks 
and hazards.







ACCESSIBILITY AND 
MOBILITY


2.1 Rio Grande Railroad Corridor/Rio Grande Trail is   
 appropriately protected and utilized
2.2 Trail and transit users move safely, quickly    
 and efficiently
2.3 Increase alternative mode splits throughout   
 the region 
2.4 Provide increased first and last mile options for   
 customers throughout service area
2.5 Ensure accessibility for youth, low income, seniors  
 and disabled populations
2.6 Identify and reduce barriers to riding transit and  
 accessing trails
2.7 Provide convenient connections to key activity   
 centers in service area


SMART OBJECTIVES


RFTA will provide accessible, effective 
and easy to use mobility options that 
connect our region for all user types.







SUSTAINABLE 
WORKFORCE


3.1 Prioritize the hiring of local employees
3.2 Provide competitive compensation and benefit   
 packages
3.3 Provide comfortable and affordable short-term and  
 long-term housing solutions
3.4 Find ways to reduce the strain of commuting long  
 distances on the workforce
3.5 Recognize and reward top performers 
3.6 Ensure organizational resilience through thoughtful  
 succession planning and workforce development
3.7 Find ways to increase employee engagement 
3.8 Provide employees with the tools, space and   
 equipment to maximize efficiency and safety


SMART OBJECTIVES


RFTA will ensure organizational 
sustainability by enhancing its ability to 
continue to recruit and retain an engaged, 
well-trained, resilient professional workforce.







FINANCIAL 
SUSTAINABILITY


4.1 Ensure accurate budgeting and accounting
4.2 Develop a capital planning prioritization process
4.3 Preserve financial sustainability and maintain a   
 structurally balanced long-range budget
4.4 Pursue financing opportunities to deliver better  
 service and complete future capital projects
4.5 Optimize RFTA services and expenditures for more  
 efficiency and/or costs savings
4.6 Promote fair and open competition in contracting  
 opportunities to ensure fair and reasonable pricing.  
4.7 Monitor, evaluate and present new revenue sources 


SMART OBJECTIVES


RFTA will ensure cost effective and 
responsible use of funding, maintain 
and monitor its short-term and long-
term financial forecasts, seek funding 
partnerships and diversification of 
revenues. 







SATISFIED CUSTOMERS


5.1 Transit and trail experiences are enjoyable
5.2 Transit services are affordable for all user types
5.3 Leverage technology to enhance customer experience
5.4 Provide easy, modern and reliable services
5.5 Conduct triennial on-board passenger surveys
5.6 Provide a centralized, user-friendly customer    
 relationship management system
5.7 Provide clean and well maintained facilities, trails   
 and equipment
5.8 Staff are well trained and customer focused


SMART OBJECTIVES


RFTA will strive to exceed customer 
expectations by providing modern, 
courteous, safe, convenient, highly 
reliable, dependable, comfortable, 
sustainable, cost efficient, and affordable 
transportation choices to our 
residents and visitors.







ENVIRONMENTAL
SUSTAINABILITY 


6.1 Trail and transit users enjoy environmentally friendly  
 equipment and facilities
6.2 RFTA organization will strive for 100% renewable  
 energy use
6.3 Maximize energy efficiencies within RFTA    
 organization with cost-effective solutions
6.4 Provide alternative and innovative travel solutions  
 to help slow the growth of vehicle miles traveled  
 in region
6.5 Advance renewable/sustainable projects without  
 sacrificing our existing services and responsible   
 budget
6.6 Promote and support transit oriented land   
 use patterns 


SMART OBJECTIVES


RFTA will research and implement 
innovative, environmentally sustainable 
practices in all areas of transit and trails 
management.







HIGH PERFORMING 
ORGANIZATION


7.1 Optimize the use of RFTA assets through capital  
 improvement planning, preventative maintenance  
 and asset management
7.2 Innovative technology will be leveraged to improve  
 service and efficiency in all outcome areas
7.3 Proactively influence policy and legislative   
 development at all levels of government regulation
7.4 Actively engage the public about plans, projects and  
 service changes
7.5 Ensure appropriate transparency of all RFTA business
7.6 Actively plan for business continuity and resilience  
 in the event of crisis
7.7 Continually seek ways to improve business process
7.8  Conduct triennial community survey


SMART OBJECTIVES


With integrity, RFTA will deliver efficient, 
innovative, transparent, accountable,   
effective, and collaborative regional  
transportation services that reflect   
community values.







RFTA is committed to being a data 
driven organization. 
Using quantifiable data and analysis, RFTA will track and 
measure success in achieving the Outcomes and 
Objectives defined in this plan. This includes identifying 
appropriate metrics related to both Outcomes and 
Objectives, establishing appropriate targets for each of 
these metrics, tracking the actual performance of each 
metric over time, and regularly reviewing. 


RFTA Dashboard 
Staff will work in developing the RFTA Dashboard where each of the seven 
Outcome Areas has four to seven performance metrics that track, at a high 
level, RFTA’s progress in achieving the desired Outcome. Every measure on 
the dashboard will be measured against a target. The RFTA Dashboard will 
be updated quarterly and can be found online at rfta.com/dashboard. 


PERFORMANCE MEASURES








 


1 


 


   
RFTA Planning Department Monthly Update 


March 14, 2024 


 


 
 
Carbondale Transportation Mobility and Access Study 


The Town of Carbondale has contracted with FHU Engineering to study transportation challenges, identify 
mobility issues, and develop recommendations to make Carbondale comfortable and accessible by any mode. 
 
The study is focused on two main priorities: 
 


1) Identifying issues and opportunities related to local mobility (such as active transportation and 
connectivity gaps and SH133 Highway 133 safety concerns). 


2) Establishing a long-term multimodal vision. This vision will build upon Carbondale’s Comprehensive 
Plan with focused mobility goals, which will be followed by recommendations to achieve Carbondale’s 
multimodal objectives, followed by a multimodal project list.  


 
This plan goals, and projects are intended to position the Town for external funding opportunities. 
 
The recommendations being developed for this project fall into two main categories: 


• Multimodal Improvement Toolbox –types of infrastructure improvements that should be considered for 
addressing the common types of transportation issues in Carbondale. 


• Priority Location Improvements – For specific intersections and street segments in Carbondale that 
arose as priorities for improvement through the initial public outreach and existing conditions work. 


 
On, February 27, RFTA and other stakeholders participated in stakeholder meeting #3 to review the MAP 
vision and goals, the multimodal “toolbox” of potential improvements, and priority improvement locations and 
recommendations. 
 
Zero Emission Vehicle (ZEV) Transition Plan  


In May 2023, The RFTA Board of Directors adopted the following Climate Action Plan (CAP) emissions 
reduction goals:  1) Reduce scope 1 and 2 GHG emissions by 50% by 2030 and 90% by 2050, and 
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2) Reduce transportation-related emissions throughout the region by increasing emissions offset compared to 
emissions produced in 2019 to 3x by 2030 and 5x by 2050. During the CAP process, Staff learned that 76% of 
scope 1 emissions source from diesel buses, therefore the most effective CAP strategy to reduce emissions 
would be to transition more of the fleet to zero emission vehicles.  
 
Between April 2023 and May 2024, the Stantec/FHU consulting team continues to create a comprehensive 
roadmap for transitioning RFTA’s bus fleet and non-revenue vehicles to zero-emission by 2050, when the 
State of Colorado aspires for all zero-emission transit vehicles. 
 
Recent Milestones: 


• FHU developed a white paper to project what City of Aspen Utility rates might be for the new ABB on-
route charger at Rubey Park BRT Station in downtown Aspen. 


• Delivery of the Draft Final ZEV Transition Plan, with focus on Chapter 9, Total Cost of Ownership for six 
primary future ZEV fleet scenarios, see screenshot below. 


• A virtual Fleet Evaluation & Decision Workshop where the RFTA Leadership Team had the opportunity 
to use a range of evaluation criteria to analyze the six primary future ZEV fleet scenarios.   


 
Next Steps: 


• On March 8th Stantec delivered the next iteration of the Draft Final ZEV Transition Plan, which also 
includes information gathered from the Fleet Evaluation & Decision Workshop. Per Staff scoring and 
feedback, it looks RFTA might be most interested in Alternative 6, a Mixed ZEV Fleet out to the year 
2050. There are several details to confirm before Stantec takes a deeper dive with this alternative. 


• Staff anticipates a draft presentation at the April 11th RFTA Board Meeting. 
• Staff anticipates a final project presentation at the May 9th RFTA Board Meeting. 


 


 
 
Grants Development 


The Planning Department works collaboratively with all RFTA departments to strategize on grant opportunities 
that align with RFTA’s seven strategic planning outcomes and the annual work plan that is shared with the 
RFTA Board. Substantial grant requests will be presented in more detail on the consent agenda in future board 
packets. These are grant applications that have recently been submitted or are under staff development: 
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Project Name Grant Program 
Grant 


Request 
Local Match 


RGT Corridor: VelociRFTA 
BRT Extension Study 


FY24 USDOT 
RAISE Planning 
Grant Program 


$250,000.00 $1,278,450.00 


RGT Corridor: Roaring Fork 
River Bridge Rehabilitation 


Garfield County 
Federal Mineral 
Lease District 


(GCFMLD) Spring 
Cycle 


$428,571.00 $1,428,571.00 


RGT Corridor: Rosebud 
Trailhead Improvements 


FY25 Senate 
Congressionally 


Directed Spending 
(CDS) 


Appropriations 


$212,500.00 $1,062,500.00 


Safety & Training: RFTA 
Zero Emission Vehicle 


(ZEV) Safety & Training 
Program 


CDOT Office 
Innovative Mobility 


(OIM) ZEV 
Workforce 


Development Grant 


$25,000.00 $125,000.00 


 
 
First / Last Mile Mobility (FLMM) Updates 


Roaring Fork Valley bikeshare, provided by WE-cycle, continues to show strong performance. WE-cycle 
currently operates four systems including Aspen, Carbondale, Mid-Valley, and Snowmass. In total (before 
upcoming 2024 expansion), this system is comprised of 80 stations, 981 docking points, 238 pedal bikes, and 
124 e-bikes. WE-cycle provides free rides for up to 30 minutes with a focus on first and last mile connections to 
transit stops.  
 
The Aspen, Snowmass and Mid-Valley systems are closed for the season. The Carbondale system, which has 
been running all winter, is the first WE-cycle system to operate all year round. Utilization of the Carbondale 
system has remained relatively strong given the winter conditions.  
 
The mid-valley system will be opening in March while the Snowmass and Aspen systems will be opening in 
May with the exact dates dependent on weather. For the 2024 season, the Pitkin County system will be 
expanding in to the AABC with 6 new stations and 35 e-bikes. In addition, the Carbondale Park and Ride 
station will be expanded to accommodate high demand and incorporate e-bike charging. 
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FLMM Grant Award Updates (excluding Bike Share) 


 
2023 Awards 


 
Glenwood Springs Blake Ave. Corridor Planning: 
The Blake Avenue Phase 1 construction project went out to bid in February. The City hopes to award the 
contract March 21, with work beginning around the first week of April. The project will be completed in the Fall 
of 2024. As the design was not completed within 2023, the City of Glenwood Springs has requested that RFTA 
carry forward the FLMM grant funds to 2024. 
 
Pitkin County, Truscott to Owl Creek Trail Design: 
Pitkin County and the consultant team are currently at 90% construction plans. The project entails design, 
construction documents, public input, identification of funding sources, and coordination with City of Aspen 
trails capital planning. Among the next steps is to secure several easements for the trail which are outside of 
CDOT right of way. Coordination with City of Aspen is taking place for inclusion in their trail’s capital planning 
for 2026 as the City of Aspen will be eventual owner of trail. The goal is to have all necessary easements 
secured by fall of 2024, which will allow the project to move forward to 100% construction plans followed by 
putting the project out for bid and construction in 2026. As the design was not completed within 2023, Pitkin 
County has requested that RFTA carry forward the FLMM grant funds to 2024. 
 


Buttermilk Crossing Design: 
At the June 29, 2023 Elected Officials Transportation Committee (EOTC) meeting, the Committee voted to end 
the design process of the Buttermilk Crossing due to the anticipated high cost of the project. 
 
Town of Basalt, Basalt Connect (on-demand service): 
The Basalt Connect on-demand service between Willits and Basalt started on February 7, 2022. 2023 was the 
second year of grant funding through FLMM and is paid 50% by FLMM and 50% by the Town of Basalt. The 
2024 FLMM grant agreement has been executed. 
 
Since inception through the end of January 2024, the Basalt Connect service has provided 46,990 passenger 
trips. January 2024 provided 3,270 passenger trips to 413 unique passengers. The average wait time in 
January 2024 was only 12 minutes with 33% of trips shared rides. Average demand fluctuates throughout the 
7am to 9pm service timeframe with the strongest demand between 3pm and 9pm. The service has been highly 
rated by its customers with an average experience rating of 4.9 out of 5. 
 
Below is a graph showing ridership by month for the Basalt Connect. 
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Consistent with 2023, in 2024, the Basalt Connect will operate for 8 months of the year: January, February, 
March, June, July, August, September, December. The service will not operate in April, May, October or 
December.  
 
Below is a heat map of Pickup locations for Basalt Connect for the month of January 2024. The drop off 
locations are very similar to the pickups.  
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2024 Awards 
 


With the approval of the below FLMM grant awards for 2024 as a part of RFTA’s 2024 budget, RFTA staff have 
circulated grant agreements for each of the awarded projects. Executed grant agreements are nearly all 
received with the remainder expected in the next few weeks.  
 


 
 
 
 








Economic & Planning Systems, Inc.
T h e  E c o n o m i c s  o f  L a n d  U s e


730 17th St, Suite 630   Denver, CO 80202
303.623.3557   www.epsys.com


RFTA EMPLOYEE 
HOUSING STRATEGY


Board Update


March 2024







Economic & Planning Systems RFTA Employee Housing Strategy | 1


PROJECT APPROACH


Housing 
Program


Employee 
Housing Needs


RFTA Resources


Risk and Control 
Considerations


Equity 
Considerations


Result is a 
phased, 


actionable 
strategy
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TODAY’S MEETING


1. Housing Strategy Evaluation 
& Prioritization


• Policy
• Inventory
• Financial
• Partnerships
• Other


2. Questions and discussion


3. Next steps


• Overview of ideas 
considered and evaluated


• Initial prioritization 


• Not yet committing to any 
strategies


• Focusing on strategy 
direction
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RECAP: PRIMARY CONCERNS FOR RFTA


 Current Staffing
• Difficult to retain employees
• Limited operations staff for 


Aspen/challenging for employees to 
get there


• Housing instability has a staffing 
impact


 Recruiting/Hiring
• Limited hiring pool willing to 


relocate
• Few housing options for new hires 


with families
• Few housing options for staff with 


pets
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CURRENT RFTA PROGRAMS


• Prioritizes new employees
• Under current policy, eligible for housing for up to 3 yearsEmployee housing


• For new employeesSix week rent free 
program


• For employees looking to rent non-RFTA housing
• Goes toward first month, last month, deposit, and administrative 
fee


Interest-free rental 
advance loan


•Loan provision within existing program
•Participants can take up to $50,000 or half of vested account 
balance for a primary residence


401-A loan program


Primarily focused on 
providing housing 
units
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GOAL: A HOUSING SPECTRUM


New Hire–5 
Years
Rental Housing
•RFTA-provided housing
•Monthly stipend


3-5 Years
Non-RFTA Rental 
Housing (market 
rate or affordable)
•First/last/security 
assistance


•Monthly stipend


5-10 Years
Entry-level 
Ownership
• Downpayment/closing  
cost assistance


• Monthly stipend


10+ Years
Homeownership
•Downpayment/closing 
cost assistance


•Monthly stipend


RFTA-provided housing


RFTA financial assistance and partnerships
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HOUSING STRATEGY ‘BUCKETS’
Policy


 Rent structure*


 Length of stay*


 Post-
employment 
buffer period


Inventory


 Family units*


 Pet friendly 
units


 “Crash pads”


 RV parking


 Single unit 
acquisition


Financial


 Cost of living 
stipend 
(housing/ 
transportation)


 Downpayment 
assistance


 Housing loan 
program*


 Housing savings 
plan 


 Buy-downs/ 
deed restrictions


Partnerships


 Lending/ 
financial 
institution


 Programs


 Development


Other strategies:
• Employee shuttle
• Housing navigator 


position
• Commute time 


compensation


* Current RFTA programs to revise or enhance
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RECAP: THREE KEY CONSIDERATIONS


Affordability


• Housing costs are 
too high for most 
employees


• “Affordable” housing 
should cost no more 
than 30% of income


Availability


• Family-size and pet-
friendly units are rare 
in RFTA housing


• Many employees 
move further away 
for lower costs


Equity


• Housing assistance is 
primarily employee 
housing


• Employees not in 
RFTA housing also 
face housing 
challenges 
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EVALUATION CRITERIA
 Does anyone currently use this strategy? (is it 


proven)


 Which employees does it help? How many?


 What is the cost to RFTA?
– One-time or ongoing?


 How easy or hard is it to administer?


 What is the timeline for implementation?


Do strategies address…
      


      affordability


      availability


      equity
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STRATEGY EVALUATION
 Potential strategies were 


measured against the evaluation 
criteria


Who does it help?


Which employees does it help?
One time or 
ongoing


Ease of 
Administration


Timeline for 
implementation


One-time Ongoing Affordability Availability Equity


Policy


Rent structure Yes
Roaring Fork School District 
(based on household size 
and income)


Employees in RFTA housing Ongoing
Relatively 
simple


Short term - $ 


Length of stay Yes Roaring Fork School District Employees in RFTA housing Ongoing Simple Short term - $ 


Post-employment buffer 
period


Yes
Roaring Fork School District 
(one month after 
employment ends)


Employees in RFTA housing who 
need to transition out and 
require time to find new housing


Ongoing Simple Short term - $


Inventory


Family units Yes Roaring Fork School District
New recruits and existing 
employees with families 
needing housing 


Ongoing
Somewhat 
complex


Short/long term $$$ $  


Pet friendly units
New recruits and existing 
employees with pets needing 
housing 


Ongoing Simple Short term $$/$$$ $  


"Crash pads"


Employees with long commutes 
who may need emergency 
accommodations (e.g. during 
weather events)


Ongoing Complex Long term $$ $ 


RV parking Yes Aspen SkiCo
Employees looking for 
affordable housing options 
closer to work locations


Ongoing Complex Long term $$ $ 


Single unit acquisition Yes Town of Avon


Employees with families, or 
senior employees looking for 
different housing typologies 
than currently available


One-time 
(purchase); 
ongoing 
(rental)


Somewhat 
complex


Depends on 
market/housing 
availability


$$ $ 


Financial


Cost of living stipend 
(housing/transportation)


Yes
Eagle River Water & 
Sanitation District


Employees not living in RFTA 
housing


Ongoing Simple Short term - $$  


Downpayment assistance Yes


Eagle River Water & 
Sanitation District; City of 
Aspen; Pitkin County; Eagle 
County


Employees not living in RFTA 
housing, looking to purchase a 
home


One-
time/lumpy


Complex Mid term - $$  


Housing loan program Yes


Colorado River Water 
Conservation District; Holy 
Cross Energy; City of Aspen; 
Eagle County


Employees not living in RFTA 
housing


One-time
Somewhat 
complex


Mid-term - $  


Housing savings plan
Employees living in RFTA 
housing looking to save to move 
into market housing


Ongoing
Somewhat 
complex


Mid-term - - / $  


Buy-downs/deed 
restrictions


Yes Town of Vail; Pitkin County
Employees not living in RFTA 
housing, looking to purchase a 
home


One-time
Somewhat 
complex


Mid-term $$ -   


Partnerships


Lending/financial 
institution


Employees not living in RFTA 
housing looking to purchase a 
home (or possibly insurance)


Ongoing
Somewhat 
complex


Mid-term - -  


Program participation
Employees not living in RFTA 
housing


Ongoing
Somewhat 
complex


Mid-term   


Housing development Yes Roaring Fork School District
Employees living in RFTA 
housing (would increase 
inventory)


One-time Complex Long term $$$$ $$ 


Other


Employee shuttle Yes Vail Health
Employees with difficult 
commutes, no cars, other 
transportation needs


Ongoing
Somewhat 
complex


Mid-term $  


Housing navigator position All employees Ongoing
Somewhat 
simple


Short term - $ 


Commute time 
compensation


Employees living far from 
reporting locations with lengthy 
commutes


Ongoing
Somewhat 
complex


Mid-term - $/$$ 


Provenness How is it done? What is the cost to RFTA? Does it address…


Does anyone currently use this 
strategy? 
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STRATEGY PRIORITIZATION


Subsidized rent structure Policy 0-1 Year


Cost of living stipend 
(housing/transportation) Financial 0-1 Year


Length of stay Policy 0-1 Year


Housing loan program Financial 0-1 Year


Housing navigator position Other 0-1 Year


Housing savings plan Financial 1-2 Years


Employee shuttle Other 1-2 Years


Top Tier


Post-employment buffer period Policy 0-1 Year


Family units Inventory 1-2 Years


Pet friendly units Inventory 1-2 Years


Lending/financial institution Partnerships 1-2 Years


Program participation Partnerships 1-2 Years


"Crash pads" Inventory 1-3 Years


RV parking Inventory 1-3 Years


Middle Tier


Lower Tier
• Single unit acquisition
• Downpayment assistance
• Buy-downs/deed restrictions
• Housing development
• Commute time compensation
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TOP TIER STRATEGIES


Subsidized rent structure Policy • Scale rent to income and unit type
• Highest rents for 1-bd/no roommate, newest properties


Cost of living stipend 
(housing/ transportation) Financial • Stipend for employees not living in RFTA housing to address cost of living challenges


• Variety of options to structure and/or scale, can lose eligibility at a certain income level


Length of stay Policy • Up to 5 years in RFTA housing 
• Beyond 5 years based on availability


Housing savings plan Financial • Voluntary deduction from paycheck/addition to rent (after-tax income)
• Direct deposited into interest-bearing savings account


Housing loan program Financial • Expansion of existing rental assistance program to cover additional housing costs (e.g. closing 
costs, repairs, etc)


Employee shuttle Other • Run shuttle between Glenwood Springs, Carbondale, and Aspen
• Potential for additional service to further destinations


Housing navigator 
position Other


• Adapt current housing coordinator position to serve as a “navigator” role
• Familiarity with local/regional housing programs, existing rental listings, realtor partnerships, 


etc


Top Tier
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Cost-of-Living Stipend


STRATEGY EXAMPLES


Average Household Income 
Range 1 BR 2 BR 3BR


1BR Base at 
% Gross 
Income


Category 1 60% < $55,007.99 $894 $1,073 $1,234 <= 26%
Category 2 80% $55,008.00 - $68,759.99 $1,238 $1,485 $1,708 <= 27%
Category 3 100% $68,760.00 - $82,511.99 $1,604 $1,925 $2,214 <= 28%
Category 4 120% $82,512.00 - $96,263.99 $1,994 $2,393 $2,752 <= 29%
Category 5 140% >= $96,264.00 $2,407 $2,888 $3,321 <= 30%


Rent Structure
Rent based on location, unit type, and employee wages 
or household income.


Who already does it? Roaring Fork School District
Who would it help? Employees in employee-housing


• Rental rates are set by the Board of Education (BOE)
• Rents are tiered and subject to change at lease 


renewal 
• Periodic and typical increase in salary will not affect 


category placement, but promotions/positional 
changes may result in a different category placement


For employees not living in RFTA-provided housing, a 
cost-of-living stipend may be utilized toward any 
expenses, including downpayment, emergency repairs 
and maintenance, market rent, transportation, etc


Who already does it? Eagle River Water and Sanitation 
District; Vail Health; CDOT
Who would it help? Employees not in employee-housing


• In the Eagle River Water & Sanitation District, the 
housing stipend is currently set at $442/month and is 
subject to change over time. It equals the average of 
tax benefit of employee housing rent prices, estimated 
between $300-$400


• CDOT provides a housing stipend, with amount based 
on work location, to “highway maintainer” employees 
in the mountains
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Housing Loan Program


STRATEGY EXAMPLES
Housing Savings Plan
A retirement-like structured savings account that both the 
employee and employer can contribute into and to be 
used towards new homeownership costs such as a 
downpayment or closing costs


Who already does it? N/A
Who would it help? Long-term RFTA employees


• The State of Colorado’s First-time Homebuyers 
Savings Account (FHSA) program allows employees 
to open a tax-free savings account to be used toward 
a downpayment on a new home, with provisions for 
employers to contribute a one-to-one match as a 
benefit


• If an employee ends their employment, they forfeit any 
unexpended amount of the employer contribution, and 
is entitled to the employee contribution, plus any 
interest earned


A zero- to low-interest rate loan, with payment options 
through payroll, to assist employees with rental deposits 
and/or emergency repairs


Who already does it? Eagle River Water and Sanitation 
District; Town of Silverthorne; City of Aspen; Eagle 
County
Who would it help? Qualified Employees


• Eagle River employees may be eligible for a housing 
loan up to $50,000 with a 4% interest rate and loan 
forgiveness after years of service


• For Town of Silverthorne employees, the Rental 
Deposit Assistance Program provides an interest-free 
loan to either full-time or 3/4-time employees to be 
used for a rental deposit
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STRATEGY EXAMPLES
Employee Shuttle
Either employee-driven or otherwise, a shuttle to 
transport employees between places of residence and 
work making fewer stops than a traditional bus route


Who already does it? Vail Health; Keystone Resorts
Who would it help? All commuting employees


• Vail Health offers an employee shuttle with fixed 
schedules running from 6:30 AM to 8:00 PM between 
Edwards and Vail making only three other intermediate 
stops. 


• Vail Health also offers three employee-driven shuttle 
routes – two shuttles departing at 6:00 AM and 7:00 
AM from Gypsum, one shuttle departing from Frisco at 
6:20 AM, and one departing from Leadville at 6:00 AM, 
and returning between 4:00 PM and 6:00 PM. 


• Keystone offers new employees arriving at Denver 
International Airport a 50% discount on the Colorado 
Mountain Express Shuttle to travel from Denver to 
their new place of work







DISCUSSION AND NEXT STEPS
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QUESTIONS AND DISCUSSION


Next Steps


 Confirm top tier strategies


 Draft cost estimates


 Transition strategies (from 
existing policies to new)


 Draft housing program and 
implementation plan


Future Meetings
• Draft plan in May
• Final plan in July
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