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Working together TAM and SCTA initiated a contractor procurement process by releasing a Request for 
Information (RFI) to initially identify the latest technologies, models, and costs for bike share vendors along 
with the size and appropriate system.  Based on input from the RFI process, the Marin-Sonoma Bike Share 
Program Request for Proposals (RFP) was issued to solicit proposals to implement and operate a 300-bike 
share program using Global Positioning System (GPS) enabled technology.   
 
The RFP yielded eight proposals which were reviewed by a seven-member review committee.  The 
committee was comprised of staff from the following seven agencies: TAM, SCTA, City of Santa Rosa, 
City of Petaluma, City of Novato, City of San Rafael, and SMART.  Three interviews were conducted, and 
the committee recommended the selection of Gotcha Mobility, LLC (Gotcha Mobility) as the operator of 
the Marin-Sonoma Bike Share Program.   
 
TAM and SCTA staff negotiated the scope of the program with Gotcha Mobility to develop the proposed 
contract being recommended to the SCTA Board this month.  With this agreement in place, Gotcha Mobility 
will begin program development to launch the program. 
 
 
DISCUSSION 
 
The Marin-Sonoma Bike Share Program has been scoped to include a fleet of 300 electric bikes under the 
agreement with Gotcha Mobility, along with an optional task to expand the system with an additional 50 
electric bikes dependent upon future demand and system performance. The initial system network will be 
established through a demand analysis considering densities around SMART stations, a survey of potential 
sites with participating agencies, and through soliciting input from the public to confirm appropriate 
distribution of bikes.    
 
Program Development & Coordination 
 
The program will include participation from the City of Santa Rosa, City of Rohnert Park, City of Cotati, 
City of Petaluma, City of Novato, City of San Rafael, City of Larkspur, and SMART through a technical 
advisory committee, with potential expansion to additional nearby public agencies with properties along 
the corridor.   Participating agencies and properties will be confirmed along with their respective roles and 
responsibilities within the coming months.   Staff representatives which included public works and 
transportation professionals from the abovementioned agencies convened as a technical advisory committee 
in January and will continue to meet regularly as the program develops.   
 
SCTA and TAM are in the process of developing a coordination agreement modeled after the agreement 
that MTC utilized for the Bay Area Bike Share Program it manages. The purpose of the coordination 
agreement is to establish roles and responsibilities of the participating agencies, SCTA, TAM and the 
operator, as well as a process for new jurisdictions to join the program as it matures. SCTA and TAM will 
be seeking input on the coordination agreement from the technical advisory committee and developing a 
process for agencies involved to seek approval for participation in the program prior to initial operations. 
 
Prior to launching the system, Gotcha Mobility will: 
 
• Develop and implement a customized outreach and marketing campaign; 
• Establish local warehouse spaces and rebalancing vehicles; 
• Procure and install equipment; 
• Develop website and branding; and  
• Hire local staff to manage, operate, and maintain the system. 
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In addition to working closely with the technical advisory committee, Gotcha Mobility will work with each 
participating agency directly to explore locations for bikes within its respective jurisdiction.    
 
Program Operating Period 
 
While MTC’s grant was initially established to specifically support bike share capital equipment costs, 
SCTA and TAM reached an agreement with MTC to allow for a leasing or use arrangement of a bike share 
system during a pilot period rather than requiring the purchase of equipment that may become outdated 
with rapid technology development.  The pilot program under the agreement with Gotcha Mobility will 
cover a three-year operating period to initially include 300 electric bikes with an optional task of adding up 
to 50 more bikes after the initial network is established.  The contract total is for $826,000 (the full amount 
of the MTC Grant) which includes a $165,000 optional task for system expansion with the 50 additional 
bikes.  
 
During the three-year operating period, Gotcha Mobility will receive revenue from ridership as well as 
sponsorships and advertising, with the goal of building a program which is self-sustaining without 
additional public funding after the completion of the three-year pilot program.  TAM and STCA will 
provide the contractor with information regarding previously expressed interest among potential sponsors.  
Program expansion above and beyond the scope of the contract, either within or outside the pilot service 
area, will not be precluded through the contract but would require negotiations directly between local 
agencies and the operator for additional bikes and services.  
 
Riders will be able to access the bikes at hubs throughout the SMART corridor by using the Gotcha Mobility 
smart phone app or Clipper® card with memberships. Gotcha Mobility will also work with local 
organizations to set up memberships for individuals without access to smart phones or Clipper® cards.  The 
program will be promoted heavily by Gotcha Mobility throughout Marin and Sonoma to build ridership 
and promoted through the local outreach departments of the participating agencies. 
 
 
FISCAL IMPACTS 
 
The MTC Bike Share Funding Agreement provides $826,000 to SCTA for the implementation of a bike 
share pilot program. A complementary Cooperative Agreement between TAM and SCTA, approved by the 
TAM Board in July 2018, established a shared funding and project management arrangement based on the 
grant award from MTC.  This provided that up to $413,000 of the funds in the MTC Bike Share Funding 
Agreement will be used for TAM on behalf of agencies in Marin to benefit the Marin County portion of the 
program.   The remaining half of the funds would be for the benefit of Sonoma County.  It also clarified 
that SCTA and TAM must provide a local match of 11.47% or $94,700, which can be covered through in-
kind staff time divided between the two agencies.   Since SCTA was designated as the fiscal agent by MTC, 
SCTA will provide reimbursement requests to MTC for charges billed by the operator.  Therefore, other 
than staff time associated with implementing the program, there is not a direct budget impact for TAM 
based on the program structure. 
 
 
NEXT STEPS 
 
SCTA staff is recommending to its Board on February 10, 2020 to sign the agreement with Gotcha Mobility 
as the contracting entity on behalf of the program.  With this agreement in place, Gotcha Mobility will 
begin program development to launch the program.  TAM and SCTA staff will work with Gotcha Mobility 
and the technical advisory committee to finalize a service area analysis to confirm the public rights-of-way 
necessary for bike share parking.   With input from the technical advisory committee, a coordination 
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agreement will be developed and approved by each of the participating agencies.   As the program develops, 
TAM staff will provide updates to the TAM Board on progress. 
 
 
ATTACHMENTS 
 
Power Point Presentation 
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Marin-Sonoma Bike Share Pilot Program

FUNDING, PROGRAMS & LEGISLATION
EXECUTIVE COMMITTEE

February 10, 2020

Item 6 - Attachment
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Bike Share Pilot Program Goals
• Support transit ridership by 

providing new first and last mile 
option near SMART stations

• Support VMT and GHG reduction 
goals 

• Support Marin employers and 
employees

• Provide additional alternative 
transportation option for the 
public

• Reduce automobile dependency

Item 6 - Attachment
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Program Overview
• Joint Marin (TAM) and Sonoma (SCTA) program 

oversight

• Focus at SMART stations and key destinations, 
including downtowns and employment centers

• 300+ bicycles in 7 cities along the SMART 
Corridor, may include additional properties or 
jurisdictions based on demand analysis

• Participating agencies: SMART, Santa Rosa, 
Rohnert Park, Cotati, Petaluma, Novato, San 
Rafael, Larkspur, and may expand to include 
additional partners

• Demand analysis and input from Technical 
Advisory Committee (TAC) and public outreach to 
establish network

• MTC Grant $826k, in-kind match from SCTA/TAM

Novato Downtown SMART

Item 6 - Attachment
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Nov. ‘17 July ‘18 Sept. ‘18 Summer/
Winter ‘19

Feb. 2020Spring ‘19

Process to Date
Item 6 - Attachment
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Bike Share Procurement Process
• Eight proposals submitted by Bike Share Operators
• Three companies were selected for interviews
• Seven-Member Review Panel included staff from 

TAM, SCTA, Santa Rosa, Petaluma, San Rafael, 
Novato, SMART

• Gotcha Mobility was recommended by the review 
panel

Item 6 - Attachment

15



MARIN-SONOMA BIKE SHARE 
PROGRAM
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• Hiring local staff
• Warehousing facilities and call center
• Service area and parking hub planning
• Outreach, marketing and public relations
• Provide and maintain hardware, equipment, software, app, and 

website
• Set up physical sign-up locations 
• Safety program, including free or discounted helmets for members
• Equity Program with discounted memberships
• System rebalancing and maintenance
• Ongoing marketing and customer service
• Data reporting

Contractor Scope of Work Summary
Item 6 - Attachment
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Program Details
• $826k Contract between SCTA and Gotcha Mobility for launch 

and 3-year pilot program

• Local match of $94,700 required by MTC grant, to be provided 
through SCTA and TAM with in-kind staff support

• Local participating agencies will contribute staff time to assist 
with TAC participation and to help promote the program

• Sponsorship and advertising revenues to be collected by 
contractor to assist with operations

• Deployment of 300 e-bikes

• Optional task to add 50 additional e-bikes

Item 6 - Attachment
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Program Details, cont.
• Hub-based system
• Modular bike racks (or stenciled parking hubs if 

approved by local jurisdictions)
• Smart bicycles – locate with app
• Unlock with app or Clipper® card
• Pricing and memberships include: Pay as you go, 

Monthly, Bulk purchase, Low-Income option

Item 6 - Attachment
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• Purpose: coordinate activities of the program and make 
decisions when appropriate 

• Makeup: one designated staff representative from each of the 
coordinating agencies and one from each participating agency 

• Meetings: held regularly through launch and as needed during 
operations

• Near-term Goals: TAM, SCTA, TAC and Gotcha to establish 
cooperative agreement defining: roles and responsibilities of 
entities, sample staff reports, and resolutions for agencies to 
join as participating agencies

• Ongoing Goals: Work together on permitting and promotion of 
the program through launch and operations

Role of Technical Advisory Committee 
Item 6 - Attachment
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Summary of Next Steps
• February-Summer 2020 – Participating 

Agencies Develop Coordination 
Agreement for Permitting, System 
Operations, Site Planning

• From Summer 2020 until Program 
Launch - Final Program Development 
through TAC Review, Launch Event for 
Program

• Operation of 3-Year Pilot Program 
• Program to be evaluated by TAC and 

adjusted as needed based on demand

Item 6 - Attachment
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Questions
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