CHAPTER IX

Preferred Transit Plan -
Southern Kenai Peninsula

OVERVIEW

Chapter IX presents the details of the preferred transit service plan for the South-
ern Kenai Peninsula including the levels of service, route schedule, operating
costs, and capital needs. The preferred transit service plan is based upon the
demand for services, input from the Working Group, and through public meetings.
The preferred transit plan encourages coordination in the Southern Kenai
Peninsula area which allows for increased services and greater flexibility with

funding.

PREFERRED TRANSIT SERVICE PLAN

LSC and the Working Group discussed the various service alternatives and came
to a consensus on the preferred transit service. Based on comments from partici-
pants at this meeting, the preferred service plan would focus on:

* Local services (demand-response) within Homer

¢ Route-deviation service from Anchor Point to Homer and from Ninilchik to
Homer

* Seasonal service between the Homer CBD and the End of the Spit

This preferred transit service would provide demand-response services within the
Homer city limits. Demand-response service allows users to call ahead and
schedule door-to-door service with a dispatcher. Riders are taken from their origin
to their destination for a set fare with possible stops to pick up or drop off other
passengers. Various requirements need to be put in place to specify the
regulations associated with these services. This includes the required amount of
call-ahead time for dispatch. The proposed service plan establishes the hours of
operation for this service as 6:00 a.m. to 7:00 p.m. Monday through Friday within

Homer.
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LSC

In addition to the demand-response services within the City of Homer, a seasonal
deviated-route service is recommended between May and September. This service
would transport users between the central business district of Homer to the End
of the Spit and back. While this service would have set stops, there would be
flexibility to allow for deviations from the route to cater to riders’ needs and
accommodate passengers with disabilities. Because the geographic service area
is relatively small, deviations are possible up to three-quarters of a mile on either
side of the route. It is proposed that this service operate between 6:00 and 10:00

a.m. and again between 3:00 and 7:00 p.m.

Lastly, the preferred service plan recommends having two separate regional routes
in place. The first of these routes would operate between Anchor Point and Homer
four times daily, Monday through Friday. The second proposed regional route
would transport users between Ninilchik and Homer with two round-trips twice
aweek. This is currently proposed on Tuesday and Thursday. Both of the regional
routes will also have the ability to deviate from the route within three-quarters of
a mile to meet customer needs. Figure IX-1 gives a graphic representation of the
preferred transit service plan. The entire package of services is expected to be
implemented gradually. The preference of the working group was to begin with a

one-year demonstration program for the homer demand-response.
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Preliminary Schedule

Table IX-1 presents the preliminary schedule for the regional service. There has
been a small amount of time added into the regional schedules to account for the
potential route deviations that may occur. Thisis also true for the seasonal service
schedule shown in Table IX-2. No schedule is provided for demand-response
service as the schedule is determined based on demand. While these schedules

were developed using distance and vehicle speed, they will need to be driven and

refined before the routes are implemented.

LSC

Table IX-1

Regional Routes

Ninilchik to Homer (Tuesday and Thursday)

Ninilchik Anchor Point Homer Anchor Point Ninilchik
6:45 AM 7:35 AM 8:15 AM 8:55 AM 9:45 AM
3:15 PM 4:05 PM 4:45 PM 5:25 PM 6:15 PM
Anchor Point to Homer (Weekday)
Anchor Point Diamond Ridge Homer Diamond Ridge Anchor Point
Road Road
7:20 AM 7:45 AM 8:00 AM 8:15 AM 8:40 AM
9:20 AM 9:45 AM 10:00 AM 10:15 AM 10:40 AM
2:20 PM 2:45 PM 3:00 PM 3:15 PM 3:40 PM
4:20 PM 4:45 PM 5:00 PM 5:15 PM 5:40 PM

Source: LSC, 2010.
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CAPITAL COSTS AND NEEDS

Transit Vehicles

The preferred plan will require five vehicles—one van for demand-response oper-
ations, three small buses or body-on-chassis vehicles for the regional and sea-
sonal routes, plus one spare vehicle. The primary federal source for transit capital
fundingis the Federal Transit Administration Section 5311 program.This provides
up to 80 percent of the cost of equipment. The local match for acquisition of these
vehicles could be around $68,400. Unlike the match for operating assistance, this

match must be in cash.

Bus Stops, Shelters, and Facilities

The Southern Peninsula will need bus stops and amenities to accommodate
passengers. The cost of these bus stops will depend upon the amenities at each
bus stop and can range from $1,500 to $12,000. Given the service area and the
type of service in the Southern Peninsula area, few fixed stops may be necessary.
Stop improvements are planned to accommodate roughly 20 fixed stops through-

out the area at an estimate of $27,200 over six years.

Fare Structure

LSC

The proposed fares are set based on a zone fare structure as shown in Table IX-3.

The service area is divided into three zones.

* Zone 1: Within the Homer city limits
e Zone 2: To/from Anchor Point

* Zone 3: To/from Ninilchik
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Table IX-3
Preferred Fare Structure*

Fare Category Cost
General Public Cash Fare (within zone) $1.00
Senior, Disabled Cash Fare (within zone) $0.50
Zone Fare (per zone) $0.50
Senior, Disabled Zone Fare (per zone) $0.25
Children Age 5 and Younger Accompanied by Adult Free
General Public Monthly Pass (within the same zone) $20.00
General Public Monthly Pass (travels through two zones) $30.00
General Public Monthly Pass (travels through three zones) $40.00

Senior, Disabled, Youth (up to 15 years) Monthly Pass (50%  cost varies
discount off the general public monthly pass)

*Subject to change based on actual experience and funding partner input.
Source: LSC, 2010.

ORGANIZATIONAL PLAN

The preferred organizational structure to provide transit services in Homer and its
surrounding area is for the service to be managed and administered by the City
of Homer or the Central Area Rural Transit System, Inc. (CARTS). CARTS has the
legal authority to receive funds from the Federal Transit Administration. CARTS
may choose to directly operate the preferred transit service or contract services to

a private provider such as a taxicab company or a potential provider.

These organizational decisions must be made before other steps can be taken as

the organizational structure will directly affect the implementation steps.

FINANCIAL COMMITMENTS

This is a critical element of implementing a transit service in the Southern Penin-
sula. Local entities must commit to providing funding for public transportation
service. Until commitments are made for local funding, implementation cannot

move forward.

FUNDING PLAN

The following section presents the proposed financial plan for six years for the

proposed service. Table IX-4 presents the expenditures and revenues for transit
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service in the Southern Peninsula region for 2011 through 2016, with the

assumption of an annual five percent inflation rate.
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IMPLEMENTATION PLAN

The following is a list of activities that need to be completed to operate the pre-
ferred transit service.

* Finalize routes and then create a schedule.

¢ Determine bus stop locations.

* Develop route and schedule brochures.

* Develop job descriptions.

* Hire an operations position.

* Hire and train drivers.

¢ Hire and train dispatcher.

* Purchase a vehicle.

* Lease a facility for transit operations and vehicle storage.

e Set up administrative and dispatch space.

* Set up communications system.

e Prepare and conduct publicity prior to startup.

* Begin service.

As mentioned before, shelters at heavily used stops and designated stops are cer-
tainly preferred but not required. Various other Federal Transit Administration
(FTA) and state requirements must be met such as certifications and assurances,
and compliance with drug and alcohol testing requirements. The following bench-
marks or steps are required to implement services. This should serve as a guide

only.
Implementation Steps

1.  Whether service is contracted or operated by CARTS, drivers will need to be
trained on how to operate route-deviation service.

2. CARTS will act as a call center, dispatching services based on requests
received.

3. If CARTS contracts services from human service agencies or with taxicabs in
the region, draft operating agreements will need to be developed.

4. An education program for the new transit service should begin at least three
months before the service is implemented. This should include public meet-
ings to inform the public about the new transit service and allow for public
comments.
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5. The operator will need to conduct test runs of the proposed service and
develop final schedules.

6. CARTS, along with the other funding partners and other interested entities,
should educate the public about the new transit service.

7. CARTS, along with the other funding partners and other interested entities,
should print and distribute copies of the new transit service schedules and
brochures throughout the service area.

8. CARTS, along with the other funding partners and other interested entities,
should advertise the new transit service with the local newspaper, radio, and
television stations.

9. CARTS should collect passenger ridership data and, along with the funding
partners and other interested entities, should evaluate the new transit ser-
vice on a monthly basis.

Operations Position
Following agreement on the funding commitments and operating responsibilities,
a operations position should be hired. This should be a person who has some
experience in transit operations. A person in this position is needed to carry out
many of the implementation steps, to work with CARTS to start the Southern
Peninsula transit system, and to manage the service under the appropriate legal

authority after service has started.

Communications
An important operational tool fortransit is the ability to communicate between the
dispatch service and the drivers on the road. Traditionally, this is done via a two-
way radio network. A base station is established in the dispatch office and then
radios with the same frequency are installed in the transit agency’s vehicles. In
recent years, however, new technologies have been invented that can accomplish

the same functions as a two-way radio network.

The agency could use cellular telephones—specifically cellular telephones that
have a “walkie-talkie” feature, if such a system is available. A telephone and tele-
phone number will be necessary for the dispatcher and one for each vehicle that
is in service. A phone for the operations position may be useful, but is not
necessary. Cellular phones are far less expensive than two-way radios and can be
purchased with state and federal funds since their purpose will be for the transit
system’s operations communication system. The cost of purchasing a cell phone
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and paying the monthly rate for the cellular service has decreased dramatically in
recent years. Not only can the phones be used for communication between
dispatch and the drivers in service, they can also be used by drivers to contact the

police or fire department in case an emergency occurs on the road.

If the transit agency decides to place advertising on the buses, the operations
position may be able to barter with the cellular phone provider to lower the cost

of the cellular phone service in exchange for free advertising on the bus.

For safety reasons, it is strongly recommended that the drivers’ phones be
equipped with a headset so that the driver does not need to take his/her hands
off the steering wheel to use the phone. Another safety precaution could be that
the driver needs to pull to the side of the road and stop the bus to take incoming

calls or if the driver needs to make a call.

Administrative/Organization Recommendations

For the proposed transit system, itis recommended that the service be managed
by an operations position and a dispatcher. Listed below are the duties that need

to be performed by these positions.

Operations Position

LSC

1. Administers operating policies and procedures; enforces compliance with
rules and regulations.

2. Administers and monitors the transit budget to include overseeing and
approving purchasing procedures.

3. Researches and resolves complaints and problems; develops customer sur-
veys to determine customer satisfaction.

4. Represents the transit agency at meetings and on committees for transpor-
tation.

5. Supervises staff to include assigning and reviewing work, ensuring staff are
properly trained, evaluating performance, approving time off, handlingdisci-
plinary actions, and making hiring and termination recommendations.

6. Acts as the transit agency’s liaison on transit matters with the Alaska
Departmentof Transportation and Public Facilities (Alaska DOT & PF)and the
Federal Transit Administration.

7. Prepares transit reports; researches and works with the City Grant Admin-
istrator to apply for local, state, and federal funding.
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8. Actively promotes public transportation within the community and develops
marketing strategies to increase ridership and positive public perception.

9. Develops transit goals and objectives; develops short- and long-range plans.

10. Performs contract management to include negotiating contracts, preparing
contracts, and making or receiving payments.

11. Develops Annual Report on transit operations.

Dispatcher (Reports to the Operations Position or CARTS Transit Manager)

1. Assigns and monitors work; provides employee training on proper methods
and procedures.

2. Coordinates the repair and maintenance of fleet vehicles by development of
work orders, scheduling and monitoring work, service schedules, and track-
ing expenditures.

3. Orders and picks up supplies and other materials.

Completes and maintains required reports including updating databases,
coding and tracking expenditures, and informing supervisor of daily divi-
sional activities.

S. Conducts daily road supervision and responds to vehicle accidents involving
transit vehicles.

Implementation Tasks
After hiring the operations position, the following tasks are necessary to begin

operation of the new service.

Policies and Procedures

Established CARTS policies and procedures will be used including:
* Employee manual, salaries, benefits, dress code
» Safety training policies and procedures
* Fare policy (as noted above)
* Equal Opportunity Employment (EEQO) policy
* Hiring policy and procedures

* Drug and alcohol policy (pre-employment screening, random testing)

Timin
Policies and procedures should be written prior to hiring drivers and dispatch
staff.
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Responsibility

The operations position and CARTS Transit Manager will be responsible for all
policies and procedures. The policies and procedures should be reviewed by the

funding partners with recommendations for approval by CARTS.

Hire and Train Staff

Drivers must be hired and trained in advance of the service. Training will include

vehicle operations and passenger assistance. Drivers must fulfill drug testing
requirements. The positions may be a combination of part-time and full-time

employees depending on the preferred service plan.

The driver’s salary should be approximately $12.00 per hour, depending on

experience and other salary levels.

Recommended Training Programs
The following training programs should be considered at a minimum:
1. Vehicle operations
Winter driving techniques
Defensive driving
Passenger assistance
Lift operations

Lift maintenance

No g s b

Customer service

Timing
Recruiting should begin well enough in advance to allow time for hiring and train-
ing prior to starting the service. Training should begin so that the drivers and the

dispatcher are fully trained prior to the start-up.

Responsibility

The operations position will be responsible for hiring and training all drivers.
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Monitor Service

Once the service is implemented, the operations position should monitor the per-
formance of the service. These service performance measures will track service
quality and performance. A monitoring program is essential to determine the effi-
ciency and effectiveness of the service that is being provided. Monthly reports
should be prepared by the operations position and presented to the funding
partners and CARTS. Periodic reports should be submitted to the funding part-

ners. Information in these reports should include productivity and costs.

Productivity measures for the transit service should be reported monthly. Pro-
ductivity should be reported by route (the route-deviation service and the senior
center bus), indicating the number of passengers per revenue-hour and passen-
gers per revenue-mile. The actual productivity should be compared with system

standards.

Cost information should also be reported monthly. The average net cost per
passenger should be reported, along with cost per passenger by route, ridership
by route, and the average fare. The monthly reports should be prepared in a

spreadsheet format for continuing analysis of monthly data and trends.

Timing

Performance monitoring should begin immediately after the service is initiated.

Responsibility
The operations position will be responsible for preparing monthly and annual
reports for review by the funding partnersand CARTS. The operations position will
also be responsible to providing reports to the Alaska Department of Trans-

portation and Public Facilities.

SUMMARY

The preferred plan links the areas that need transportation services with entities
to make transportation services in the Southern Peninsula more effective and

efficient. The outlined services are designed to provide a high level of service to
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local residents while being conscious of the fiscal restrictions. The recommended
operations create a stable base for future expansion of services in the coming

years.
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