[ ransit Stra L‘eﬂ/'a Flan

FY 2020 - FY 2029

December 2019

/f} @ yoac{ time To vide

Prepared by:

Michael Baker

INTERNATIONAL

[@] FOURSQUARE ITP







(%ﬁ/f Transit - Transit Strategic Flan >> /9 2020-/7 2029

Contents

EXECULIVE SUMMAIY ...vuvivvveceeiieei e seeessesees s eesssasess s sess s ss et s e b s b e e e R st s s e s s st n s r e
ES.1 System Overview and Strategic Vision
ES.2 System Performance and Operations ANAIYSIS..........ccuruerruireerinmreesiseesissreenssssssssssessssssssssssssssssessssssesessssssssssesns ES-1
ES.3 Planned Improvements and MOGIfICALIONS .........cvuriveerrierenisessses s e e sssesssssseens ES-3
ES.4  IMPIEMENLALION PIAN w..cvviiceiecieiieisi st et s ettt
ES.5  FINANCIAI PIAN....... vttt
1. System Overview and Strategic Vision
V1S (=11 1Y PSS -
A (-1 =0 [T (o PSR -
2. System Performance and OPEerations ANGIYSIS ........ccevureerirrrirriierrissreenssssesssssseesssssessssssesss s ssssssesssssssssssssessssessssssesessssesesns -
A VS (= T U110 BT AV 0= D L USRS -
2.2.  Evaluation of Transit Market Demand and Underserved Areas
2.3, Performance EVAIUGLON .........c.ceur ittt et bbb bbbt -
2.4.  Operating and Network Efficiency EVAIURLION ... s sssesssss s ssssesnns -
2.5.  Analysis of Opportunities to Collaborate with Other Transit PrOVIAEIS ........ccoverieervnienniennsee s 2-33
3. Planned Improvements and MOGIfICALIONS .......cvvvveerirreeeicesissce e e ses s snse s ses s es s s nresnnnes 31
3.1.  Planned Service Improvements
3.2, Prioritization of Planned Service IMPrOVEMENLES .........c.ceiieuririieiriiieirineein et 3-21
3.3 SEIVICE DEVEIOPMENL ...ttt ettt ettt s bbb bbbttt -
A, IMPIEMENTALION PIAN ....coeiiteice ettt bbb bbb bbb -
4.1 ASSEEMANAGEMENT .. ..ottt bbbttt b bbb E £ bbb bbbttt -
4.2 Capital IMPIEMENTALION PIAN ...ttt bbb bbbt -
B FINANCIAI PIAN ...eetie et b 8 £ bR R bbbkt -
5.1.  Data Assumptions and SOUICES.........ccccvereunene.
5.2 OPEIALNG BUAGEL ..ottt bbb bbb bbbttt bbbt -
5.1 CAPItAI BUAGEL.....cveeeeeeeieiieeeise ettt bbb bbb bbbttt -
A.  Agency Profile and System OVerview.............cccoeuveeeee.
AL HISIOMY ettt R bbb R R bbb bbb -
A2 Governance
A3 Organizational SITUCIUIE .........cueuieuiireseieiicieee ettt et bbbt e bbb bbbt -
A4 Services Provided and ArEaS SEIVEX ..ot es bbbttt -
A5 Fare Structure, Payment, and Purchasing
A6 Transit Asset Management - Existing Fleet and FacCilities ..ot A-12
A7 TransSit SECUMLY PIOGIAM ......c.cuiiiuruiieieiriicieise ettt ettt bbb bbb bbb bbbttt 5-13
A8 Intelligent Transportation SYStem (ITS) PrOGram........coceriierurnieiniieisireeeisieisire e sesebss et 5-13
A9  Data Collection and Ridership/Revenue Reporting Method..........co.crrincirniiiesneees e A-14
A.10 Coordination with Other Transportation SErviCe PIOVIAEIS ........ccvieuririiieirieirreeinineieisee et A-14
ALL PUDBIC OUITBACK. ... te ittt bbb bbbt bbbttt -
A.12  Current Initiatives
2 T O 1111 (- Vot (ST 4110 RS -
Bl OULTEACKH TIMEIINE ...vuieiieirieiseiceeiei ettt -

B.2  Phase | - Survey Analysis
B.3  Phase Il - Survey Analysis
Bid  PhASE I = MINULES ...ttt -
B.5  Additional Input Received
C. Suffolk Transit Operator Contract




AV 2020-/7 2029 >> City of Suffolk Transit Strategic é}

//;a/aﬁe&

Figure 1-1: The location of City 0f SUFFOIK IN VIFGINIA...........curirieiriieescec bbb 11
Figure 1-2: Weekday System Map with ADA Paratransit SEIVICE ArBa.........ueuvuereurieesirseeisiessisssersssssessssssesssssssssssssessssssssssesess 1-3
Figure 1-3: Saturday System Map with ADA Paratransit SEIVICE AFB@ .........cccvuererivnirreesieesisssesssssesssss s ssssssssssesssssssssssesees 1-4
Figure 2-1: Annual Operating Cost per Route, EStimate for FY 2019........cccveiinninnincnnisesss s e ssssssssssesssssssssssesees 2-2
Figure 2-2: Annual Ridership by ROUE, FY 2018 ..ottt snnees -

Figure 2-3: Average Daily Weekday Ridership by Route, FY 2018
Figure 2-4: Average Passengers Per TrP, FY 2018 ..o s st sessssssssssssesssnsssessnsees -
Figure 2-5: Bus Stop Ridership Heat Map, March - May 2018 ..........ccccouirieinennisnissssssssssssssssssesssss s sssssssssssesssssssssssssees -
FIQUPE 2-6: TrANSIt POLENTIAL........evvrreeeiiieteiierciss ettt et et s et en e e nnen -
Figure 2-7: Transit-Oriented Population Origin Index
Figure 2-8: COMMUEET OFIgIN INUEX ...vcvuvvveviercieiicesisseiei s sess s es e st s s ea s ses s s s eb st en st s nes -
Figure 2-9: Employment Destination IndeX........c..ccoevvrveennn.

Figure 2-10: Activity Destination Index

FIgUre 2-11: 2030 POPUIALION. ......cvvereirsiceetiescieiisesissseesssssees e sesessssese s sess st ssasesssssessssasesassasessssnsssssessssesssnssessansesessssees -
Figure 2-12: 2030 Employment

Figure 2-13: Peak Period Index

Figure 2-14: All-Day INAEX ......ccvvveverrrereerriereireeeesssneseens

Figure 2-15: Existing Travel Flows, HOmMe-Based WOIK THDS ....c.vverrrrrreeiieesrerensssssssssseesssssssssesesssssssssssssssssesssssesssssssssssesees -
Figure 2-16: EXIiSting Travel FIOWS, All THPS.....cuieurirrreriireesiiereisssessesssssssssssssssesssssssssssssesssssssssssesessssssssssssssssssessssssessssssesessssees -
Figure 2-17: Passengers per Revenue Hour by ROULE, FY 2018 ........ccccovvierneinieseeess s ssssesssss s ssssssssesees -
Figure 2-18: Passengers per Revenue Mile by ROULE, FY 2018 .........ccccvieuriirininsseess s sssssssssesees -
Figure 2-19: Farebox Revenue by ROULE, FY 2018.......ccvciieriierrisecsssees s ess st sssssss s s ssssssssssesssnsssssssees -
Figure 2-20: Farebox Recovery by ROULE, FY 2018 .........cccviereriireriseceisseesseese s essssssssss st s s ssssesssssessssssssssssees -
Figure 2-21: Net Cost per Passenger by ROULE, FY 2018 ........c.coo ittt -
Figure 2-22: Maximum Average Load by Route, March — May 2018 ..o -
Figure 2-23: Passengers per Revenue Hour by Route, FY 2012 — FY 2018........coorrnierneeeeisseeisese e -
Figure 2-24: Average Ridership per Revenue Hour by Period, March — May 2018..........cccooiininnenneeneeeneesseesiseeees -
Figure 2-25: Average Speeds, March — My 2018 ..ot -
Figure 2-26: Average Schedule Deviation by Period by Timepoint for Blue Route, March — May 2018

Figure 2-27: Average Schedule Deviation by Period by Timepoint for Gold Route, March — May 2018...........ccccoveernirneenne 2-31
Figure 2-28: Average Schedule Deviation by Period by Timepoint for Green Route, March — May 2018.........cccccoeevninneennn 2-31
Figure 2-29: Average Schedule Deviation by Period by Timepoint for Orange Route, March — May 2018..........cccccoeovviinienne 2-32
Figure 2-30: Average Schedule Deviation by Period by Timepoint for Red Route, March — May 2018 ...........ccccovneerneinenne 2-32
Figure 2-31: Average Schedule Deviation by Period by Timepoint for Yellow Route, March —May 2018.............ccccocoevnieunene. 2-33
Figure 3-1: Green Route Prop0SEd AIGNMENL. ..ottt bbb bbbttt -
Figure 3-2: Red Route PrOPOSEA AlIGNMENL .........ceiiiieirieirireeeis ettt bbb bbb bbbt -
Figure 3-3: Orange Route PropoSEA AlIGNMENL...........irurieuririeeiriets ettt bbb bbb -
Figure 3-4: Blue Route Prop0Sed AIGNIMENT .........ceuriiiriieiririeeicets ettt bbb bbb bbb -
Figure 3-5: Yellow Route PropoSEad AIGNMENT...........ciiiieirieieieis ettt bbb bbb -
Figure 3-6: PropoSed PiNK AIGNMENT ...ttt ettt bbbttt -
Figure 3-7: Purple Route PropoSEA AIGNMENT ......c.uiiuiuriieeerieieiri ettt es bbbt bbb bbb -
Figure 3-8: Lunch Circulator PropoSed AIGNMENT ............ieuiiirieiiieeerieis et -
Figure 3-9: Proposed Windsor Commuter Route Alignment

Figure 3-10: Proposed On-Demand Zone iN CRUCKAIUCK..........c.coveururirririieinneeesceis e -
Figure 3-11: Proposed On-Demand Zone for HOIANG..............ccorriiircc e -
Figure 3-12: Proposed On-Demand Zone for WHalEYVIlE ..........ccv.veevrvieiesricssseseeis s e ssssssssesees -
Figure 3-13: Weekday SyStem Map (2021) ......ccveurirereriireesiereensiessesssssssssssssssesssssssssssssesssssssssssssesssssssssssessssssessssssesssansesessssees -

Figure 3-14: Saturday System Map (2021)
Figure 3-15: Weekday SysStem Map (2024) ..........cvrieeiieisierensiersisssiesssssss s ssssssss s sssssssssssesssssssssssssessssessssssesesassesessssees -




(%ﬁ/é Transit - Transit Strategic Flan >> /9 2020-/7 2029

Figure 3-16: Saturday SYStEM MaP (2024).......c.v ettt ettt bbb 3-25
Figure 3-17: Weekday SyStem Map (2026) ..........cururireuriiieirineieirineieiseeieis ettt es bbbt bbbttt 3-26
Figure 3-18: Saturday SYStEM MaP (2026).......c.veururireuriiietrireieiri ittt eis s bbbt bbb bbb 3-27
Figure 3-19: Weekday SysStem Map (2028) ........ccururireuriieeirineieini ittt ettt bt 3-28
Figure 3-20: Saturday SYSteM Map (2028).......c.veuririreereiieirieieisi ettt b bbbttt bbb 3-29
Figure 4-1: Annual Vehicle Procurement, FY 2020 -FY 2029.......c.coiiiirneeneinisee et 4-3
Figure 4-2: Total Fleet Size, FY 2020 — FY 2029 ..ottt bbb bbb 4-4
Figure 4-3: Annual Vehicle Expansion/Replacement Expenditure, FY 2020 — FY 2029 ........cccciniinnimnneenesiseneeeseisiseeens 4-4
Figure A-1 Timeline of Major Transit-related EVENES ..ot -
Figure A-2: City of Suffolk Transit Organization Chart
FIGUPE A-3: GIEEN ROULE IMABP......e ittt ettt bbb bbbttt bbbt -
FIgure A-4: Orange ROUIE M. .......oc. ettt sttt £t bbb bbbt -
Tt (=0 I U (= o T -
FIGUPE A-B: YEIIOW ROULE MAD ...vvuvereeisieeisiereisi sttt sss e ettt nnes -
FIGUPE A-7: PINK ROULE MAD.....vuvvevirreieissetsier ettt e ee e e e nen -
FIgUre A-8: PUIPIE ROUIE IMAPD ....vcvuveieiicieteieieisi ettt -
FIGUE A-9: BIUE ROULE IMAP «..uvvvvveierceicietsier et sttt s et ne s nnen -
Figure A-10: Weekday System Map with ADA Paratransit SEIVICE AT ..........ccvrrverrreerissinseeesssesssesessesessssssesssssssssssesens -
Figure A-11: Saturday System Map with ADA Paratransit SEIVICE ArBa........cccvurierrrrrerrrereeriersinsseressssessssessssssessssssesssssssssssesees -
Figure A-12: Downtown Transfer Station (left) and a Shared Suffolk Transit Bus Stop (right)
Figure A-13: A View of SPOT ETA APP ON IPRONE.......coiiiiiieeiriieisisecs et sssssss st st ssnsssessesees -
Figure B-1: Phase | - Percentage of Surveys COMPIELEd (M= 71) ....ccvvcriierieesi s s sssssssssessssssssnssnsees -
Figure B-2: Phase | - SUIVEYS BY TYPE (N = 71) wvveeecerieisreeessees ettt st snssssnness -
Figure B-3: Phase | - Do you currently ride Suffolk Transit? (0= 70) .....cccvvverenniiessneenseesssesssssesssss e sesssssssessssssssnssesees -
Figure B-4: Phase | - If you do not currently ride Suffolk Transit, what is the main reason you do not ride? (N =51)......cccceeeenne. 5-2
Figure B-5: Phase | - How often do you ride Suffolk Transit? (N = 12) ...c.cccverenriienisnsenseesssesssssesssss s sessssssssessssssssnssesees B-3
Figure B-6: Phase | - Where will you begin this one-way trip? (N = 12) ..c.cccverreeriiessneesseessessssssesssss s sessssssssssssssssssssesees B-3
Figure B-7: Phase | - Where will you end this one-way trip? (N =12)......ccovierenniienssciesssesseeesssssesssss e sessssssssesssssssssssesees B-4
Figure B-8: Phase | - If this route didn't exist, how would you make this trip? (N = 12) ....ccceviierrrcinrerreen s B-4
Figure B-9: Phase | - Which of the following describe the reasons that you use Suffolk Transit? (N1 = 17) .cccovvevvreivviesneinenns B-5
Figure B-10: Phase | - Based on your experience riding Suffolk Transit, how strongly do you agree with the following statements?
(LI ) OO TSROSO
Figure B-11: Phase | - Trade Off 1: Frequency vs. Span 0f SEIVICE (N = A7) ..ot -
Figure B-12: Phase | - Trade Off 2: Weekday vs. Weekend SErvice (N = 46) ..o -
Figure B-13: Phase | - Trade Off 3: BUS StOP SPACING (N = 46) ....vuvuevirireiriiieirineieesieisi ettt -
Figure B-14: Phase | - Trade Off 4: Frequency VS. DISANCE (N = 45) ....c.criririeeriieisreee et -
Figure B-15: Phase | - Trade Off 5: Improve Service vS. New SEIVICE (N = 46) .....cocuerieierieerreeisiieisene et eees -
Figure B-16: Phase | - Race and Ethnicity by Rider Status (N = 36).......ccouirreienierieeieisre e -
Figure B-17: Phase | - Income by Rider SLAtUS (M= 36) .....ucuvrireiriieirreciniseieisie ettt -
Figure B-18: Phase | - Gender by Rider StAtUS (N = 38)......cucuriiurieirreicirineieisie ettt bbb -
Figure B-19: Phase | - Employment Status by Rider Status (M= 38)......ccurrrriierreeenieis e -
Figure B-20: Phase Il - Percentage of Surveys Completed (N = 86) .......cccoeurreririirririeieirieisiseee et -
Figure B-21: Phase Il - SUIVEYS DY SOUFCE (1= 86) ..cuveuieeeriereiiieieiseeieisieis ettt -
Figure B-22: Phase Il - RIAEr STAIUS (M= 86) «...vuvueeerireeriiieirinereisi ettt sttt bbbt -
Figure B-23: Phase Il - Level of Support of Green Route Changes from All Respondents (n = 32)
Figure B-24: Phase Il - Level of Support of Green Route Changes by Rider Status (N =32) ....ccceverniennierneenesneens -
Figure B-25: Phase Il - Level of Support of Red Route Changes from All Respondents (n = 28).................
Figure B-26: Phase Il - Level of Support of Red Route Changes by Rider Status (N = 28)........cooeerieernennierneenesseees -
Figure B-27: Phase Il - Level of Support of Orange Route Changes from All Respondents (N = 26).........coccerieernereennieerenens B-14
Figure B-28: Phase Il - Level of Support of Orange Route Changes by Rider Status (N = 26) ......cocvvreeeveenenrnneennssennenens B-14
Figure B-29: Phase Il - Level of Support of Yellow Route Changes from All Respondents (N = 24) .....ccccocovevvevnennniesinneenns B-15

Figure B-30: Phase Il - Level of Support of Yellow Route Changes by Rider Status (N = 24) ........ccccovevveeinvensneessessnenns B-15



AV 2020-/7 2029 >> City of Suffolk Transit Strategic é}

Figure B-31: Phase Il - Level of Support of Pink Route Changes from All Respondents (N = 29)........ccccooeornirnncnnncsneenns -
Figure B-32: Phase Il - Level of Support of Pink Route Changes by Rider Status (N =29) .......cooeerierniennieineeneseseees -
Figure B-33: Phase Il - Level of Support of Purple Route Changes from All Respondents (n = 23)

Figure B-34: Phase Il - Level of Support of Purple Route Changes by Rider Status (N = 23) .....cccovrierniennierneeneseees -
Figure B-35: Phase Il - Level of Support of New Services from All Respondents (N = 39).......c.ccceevrieuren.

Figure B-36: Phase Il - Level of Support of New Services by Rider Status (N =39) ... -
Figure B-37: Phase Il - Race and Ethnicity by Rider StatUS (N = 37)...cccueieirreircereees e -
Figure B-38: Phase Il - Income by Rider StAtUS (N2 35) .....cuierririieririeieirieis et -
Figure B-39: Phase Il - Gender by RIJEr SEALUS (N = 37) ..ottt bbb -
Figure B-40: Phase Il - Employment Status by Rider StatUS (N = 37) ....c.eieerreircereeereisne et -

[ ables

Table 1-1: Suffolk Transit SEIVICE SUMMAIY .......ccveurieerreereiiersise e sssessss e sssesssss s sasessssssess s sese s e st s snsssessesessssnsesnssnsesasans -
Table 1-2: Inter-city Bus Options and the Cities Served

Table 1-3: Trade-Off ACHVIEY RESUIS .....cvvreiriieeieiereis et et e e st s s s s s s nne s s -
Table 1-4: Previous Major TDP SUFfOIK TraNSit GOAIS .......cv.veuieeririreieiieisirsseeiseseessss e sssesssssssssssssssssssessssssssssssssssssssssnssssesssnns -
Table 1-5: HRTPO LRTP 2040 GOQIS........couerrirrirrirreiseriieieisssssessessessessessessessesse st ssssssesssssesssssesssssessnssessessns -
Table 1-6: City of Suffolk GOals and OBJECLIVES .......cvveeiricieiicesise et s sas s s s s nresnnnns -
Table 1-7: Proposed Suffolk Transit Service Standards

Table 2-1; WEEKAAY LEVEI OF SEIVICE ......vriiriieeiiecieir ettt as st s et nnres s -
Table 2-2; SAUIAAY LEVEI Of SBIVICE .....cvirierrieeiriereisi e issere s ess st ss st et s et a s s s b s et s s s s st nnnn s nnans -
Table 2-3: Operating Statistics by ROUE, FY 2019........ccciieriierisecesseesse s ssss s sssssss s sssssssssnsesnnnes -
Table 2-4: Operating Statistics for Paratransit SErVICe, FY 2018 ........cccovvvriinirsieenssressseess s ssssessssssssessnnes 2-6
Table 2-5: Overloaded Trips, March - May 2018 .........cccrrrriireirieersisrsissssessssssss e sssess s s sssessssssesssssssssssssesssssessssasesasnes 2-25
Table 2-6: Fixed-Route Passengers per Mile, FY 2015 — FY 2018 ...t nnnas 2-25
Table 2-7: Paratransit Passengers per Mile, FY 2016 — FY 2018 ..ot 2-25
Table 2-8: System Accessibility to POPUIAtION @Nd JODS............ccuiiiiiriircee e 2-25
Table 2-9: Annual Fixed-Route Ridership, FY 2015 — FY 2018.......ciiiirienieineeeceis e 2-25
Table 2-10: Annual Paratransit Ridership, FY 2015 — FY 2018........cccoo et 2-26
Table 2-11: Annual Fixed-Route Passengers per Revenue Hour, FY 2015 —2018.........cccconinirnneenenneessieesse e 2-26
Table 2-12: Annual Paratransit Passengers per Revenue Hour, FY 2015 — FY 2018.........ccccooiiiirnnennienneeeneeesse e 2-27
Table 2-13: Annual Fixed-Route Operating Cost, FY 2015 — FY 2018.........cceiirinnieirneeini e esnsnas 2-27
Table 2-14: Annual Paratransit Operating Cost, FY 2015 — FY 2018.........ccocoiiiiirinieisneeinseseisee e 2-27
Table 2-15: Fixed-Route Farebox Recovery, FY 2015 = FY 2018........coiriineeeieisne e 2-27
Table 2-16: Paratransit Farebox Recovery, FY 2015 — FY 2018........cco it 2-27
Table 2-17: Fixed-Route Fare per Passenger, FY 2015 — FY 2018 ........cccorriiinienieisne et sessnsnas 2-27
Table 2-18: Paratransit Fare per Passenger, FY 2015 — FY 2018 ..o 2-28
Table 2-19: Fixed-Route Net Cost per Passenger, FY 2015 — FY 2018........ccoovuininieirneesseieisene e essnenas 2-28
Table 2-20: Paratransit Net Cost per Passenger, FY 2015 - FY 2018

Table 2-21: Span and Frequency DY ROUE, FY 2019 ...ttt -

Table 3-1: Green Route PrOPOSEA LEVEI Of SEIVICE ......c.cvriiirerieiiiricieirieisre ettt -
Table 3-2: Red Route PropoSed LEVEI Of SEIVICE..........ccuriiieiisice ettt bbb -
Table 3-3: Orange Route PropoSed LEVEI Of SEIVICE ...ttt -

Table 3-4: Blue Route Proposed Level of Service

Table 3-5: Yellow Route Prop0Sed LEVEl Of SEIVICE..........oiiriirrieerieirree ettt eb bbb -
Table 3-6: Pink Route PropoSed LEVEI Of SEIVICE .........cciiieiiirce ettt -
Table 3-7: Purple Route PropoSed LEVEI Of SEIVICE ......c.ciririieriricreiri s ssses s s sss s sessssssesesnnes -
Table 3-8: Lunch Circulator PropoSed LEVEl Of SEIVICE........ccviirieriiesicesiets e e ssss s ssssesesnnnes -

Table 3-9: Weekday Fixed-Route Ridership ESHMALES ........ccovcrieniinsisssiessssse s e sssessssssess s ssssssessssssssnssssesssnes -



(%ﬁ/f Transit - Transit Strategic Flan >> /9 2020-/7 2029

Table 3-10: Saturday Fixed-Route RIAErShiP ESHMALES........c.cv ettt -
Table 3-11: Service Improvements by Service Day, Phase, and Implementation YEar ...........cccoereeninennenesniesneesenenas -
Table 3-12: Estimated Daily Operating Costs (2019 DOHAIS) ..ottt -
Table 3-13: Estimated Capital COSS (2019 DONAIS)......cuivrireuriireirereieirieieiseeisi ettt -
Table 3-14: Daily Revenue Hours and MileS N 2021.........ceriirieieirieieiseeeisieis ettt -
Table 3-15: Daily Revenue Hours and MileS N 2024..........c.criicerieeisieis et -
Table 3-16: Daily Revenue Hours and MileS N 2026..........c.cr et ses bbb -

Table 3-17: Daily Revenue Hours and MileS N 2028..........c.co ettt -

Table 4-1: Suffolk Transit FIeet INVENLOY, FY 2019 ......coiiieiirice ettt -
Table 4-2: Suffolk Transit Vehicle Replacement and Expansion Schedule, FY 2020 — FY 2029
Table 4-3: Suffolk Transit Fleet Vehicle Replacement and Expansion Annual Cost, FY 2020 - FY 2029

Table 4-4: Transit Operations Facility Annual Cost, FY 2020 = FY 2029 ..o
Table 4-5: Passenger Amenities Annual Cost, FY 2020 = FY 2029........cccouuiinimnnennisessssessssssssssssssssssesssssssssssssssssesessssees
Table 5-1: Operating Budget FOrecast (in thOUSANGAS)..........coeirerirrrenireriees s sssessssseessssse s sessssssesesssssssssssssesssnes -
Table 5-2: Capital Budget FOrecast (in thOUSANGAS) .......c.vvrereuireeririieieisisesirseeesssseassss s sssessssssessssssessssesesssssssssssssessssessssssnsesssns -
Table A-1: SUffolk Transit SEIVICE SUMMAIY .......c.civuirirrrrereiieesisseesssssssss e sasess e ess s sssesessssssesesesesssessssssesesassesssnssnsesssnns -
Table A-2: TiCKet OPtIONS NG FAIES .....vuceeiiciriieicieirieesise s sess s s et se et s s e st s s s s s nresnnes -
Table A-3: VEICIES IN CUITENE FIEEL. ...ttt ettt -
Table A-4: Inter-city Bus Options and the CItIES SEIVEM........ccverirriinrieeieessees s ssss s essssssesesnnes -
TADIE B-1: LISt OF EVENES.....vcvvieicieietseiei sttt bbb -
Table B-2: Phase | - Breakdown of "Other" Responses

Table B-3: Phase | - ComMENtS DY TOPIC (N =19) cvuvuvureeeiieciesiieesiseeie s et sasees s ssse s sss s sssesssssssssssssesessssssnssnssnnnns -
Table B-4: Phase Il - Open-Ended Comments about the GreeN ROULE..........cceieerirrrernireisneees s ssssrsesssssssssssssssesesnnes -
Table B-5: Phase Il - Open-Ended Comments about the Orange ROULE.........ccvveerrrireeerirernieeenserssssee s ssssssssssssssesessnnes -
Table B-6: Phase Il - Open-Ended Comments about the PiNK ROULE.............cccrierinicninisnsessssssssessssssssssssssessssssessssnnes -
Table B-7: Phase Il - Open-Ended Comments about the PUIPIE ROULE .........ccevveeririieiieisneesseesss s esesnnes -
Table B-8: Phase Il - Open-Ended Comments about NEW SEIVICES .......cevvireurirreiirirernieseesinseessssssesssssessssssssssssssssssssssssesesssnes -
Table B-9: Phase Il - Additional Open-Ended COMMENLS .........veuererruriinirieeisieesssseeessssesssss s sssessssssesssssssssssssesssssssssssesesssnes -

Table B-10: Stakeholder Meeting - Trade-0ff ACtIVItY RESUILS .......cccvuriveririiericisssee s eresnnes -




AV 2020-/7 2029 >> City of Suffolk Transit Strategic é}




>&<ﬂ§fp/é Transit - Transit Strategic Flan >> /9 2020~/ 2029

Lrecative S ammary

This Transit Strategic Plan (TSP) will serve as a “road map” for public transportation improvements in the
City of Suffolk over the FY 2020 - FY 2029 ten-year period. The Virginia Department of Rail and Public
Transportation (DRPT) focuses investments in transit systems that are meeting the existing demand for public
transportation, and that have a desire to meet the growing demand for improved public transportation services
through careful coordination of transit and land use planning. As such, DRPT requires that public transit
operators receiving state funding prepare, adopt, and submit a TSP at least every five years and update it

annually each December.

The previous Transit Development Plan (TDP) for Suffolk
Transit was completed in January 2014. This TSP for the City
of Suffolk replace that TDP and will meet the new 2018 DRPT
Transit Strategic Planning Guidelines, and provide the
opportunity to:

Document the changes in transit services.

Adjust transit goals and objectives.

Assess current transit services.

Identify unmet transit needs.

Determine appropriate courses of action within the ten-
year planning horizon.

V V V V V

The TDP serves as a management and policy document for
the City of Suffolk and as the basis of capital and operating
grant requests in the Commonwealth’s Six Year Improvement
Program (SYIP), Statewide Transportation Improvement
Program (STIP), Transportation Improvement Program (TIP),
and Constrained Long-Range Plan (CLRP).

ES.1  System Overview and Strategic Vision

ES.1.1 System Overview

Suffolk Transit currently operates seven fixed-route bus
routes. Of these seven routes, five operate during weekdays
and on Saturday, while two routes operate on weekdays only,
and one route operates only on Saturday. All Suffolk Transit
fixed-route services originate or terminate in the City of
Suffolk, although one route briefly travels into the neighboring
City of Chesapeake. During the week, all routes operate
between 6:00 a.m. and 6:30 p.m. On Saturdays, routes
operate between 7:30 a.m. and 4:30 p.m. In addition to fixed-
route service, there is also paratransit service for ADA certified
individuals within three fourths of a mile from fixed-route
service. There are also various other supplementary
transportation options in Suffolk detailed in Section 1.1.1.

ES.1.2 Strategic Vision

Suffolk Transit's vision statement and goals were developed
using common themes from feedback collected from riders,
operators, and other stakeholders in the Spring of 2019. This
TSP also includes several objectives for each goal and
explains how each will be measured, the target for each, the
strategy for achieving the goal, and what data sources will be

used to measure if it is being achieved. Suffolk Transit's goals
include:

Growth / new opportunities.
Operational excellence.
Community integration.
Financial accountability.
Regulatory compliance.
Environmental stewardship.

V V. V V V V

The TSP also outlines the service standards for Suffolk
Transit, as well as other performance standards, which
provide a general framework for measuring if the system is
achieving its goals and objectives. The TSP includes details
on four performance standards and methods for measuring
each standard in Section 1.2.3. The performance standards
are:

Dependability.

Passengers Per Revenue Hour/Cost Per Revenue Hour.
Safety.

Load Factor.

V V V V

ES.2  System Performance

Analysis
An evaluation of the demand for transit and a review of
underserved areas was conducted throughout the City of
Suffolk using both current and forecasted data on population
and employment growth (Section 2.2). In order to evaluate
Suffolk Transit's existing transit system and identify areas for
improvement, both fixed-route and paratransit service was
examined based on numerous performance and operating
metrics, Sections 2.3 and 2.2. Both of these evaluations were
then used during to identify opportunities for growth and
improvement of transit throughout the Suffolk Transit service
area.

and Operations

ES.2.1 Evaluation of Transit Market Demand and
Underserved Areas

A market analysis was conducted to determine the demand for

different types of transit services throughout the City of Suffolk,

and where certain types of transit could be supported. Areas

that exhibited a high propensity or need for transit service

ES-1




included: Downtown Suffolk, Wynnewood area in northern
Suffolk, West Jericho neighborhood and the area along N.
Main Street north of downtown Suffolk were other areas that
exhibited high Transit Propensity.

A gap analysis was conducted to compare the existing transit
service to find areas that could have new or increased service.

Two types of service gaps were identified:

> Level of Service: where more service could be
implemented.
>  Coverage: where services could be expanded.

Level of Service Gaps

In terms of providing general service all day, the following
gaps in all-day service were identified: the Azalea Acres
neighborhood on W Constance Road, and southern Suffolk,
Whaleyville and Holland. The areas in Downtown Suffolk
could benefit from increased service on existing routes, while
the southern Suffolk areas could be further considered for
on-demand or flexible services.

The gap analysis also found the following areas would benefit
from enhanced services during the peak period, 6:00 a.m. -
9:00 a.m. and 3:00 p.m. — 7:00 p.m.: the Azalea Acres
neighborhood on W Constance Road, Whaleyville and Holland
in southern Suffolk, and areas of Crittenden, Hobson, and
Chuckatuck in northwestern Suffolk. Additional considerations
for these areas could be the implementation of on-demand or
peak hour only commuter services which would require less
resources and provide more flexible services.

Coverage Gaps

This analysis found Windsor has a cluster of existing work trip
flows to Downtown Suffolk, which may support transit. There
are additional strong flows into Downtown Suffolk that are
further northwest than the Green or Red routes currently
serve. These coverage gaps could be filled by peak hour
commuter services.

In terms of all types of trips, rural areas south of Downtown
Suffolk and west of Northern Suffolk have noticeable internal
flows to the area but limited external flows. Currently, no
Suffolk Transit routes serve these areas, but these areas could
be considered for on-demand or flexible service.

ES.2.2 Performance Evaluation

A performance evaluation was conducted for fixed-route
service. The Orange and Green routes performed the best in
terms of passengers per hour and mile, respectively. Across
the cost efficiency measures, farebox recovery and net cost
per passenger, the Orange Route performed the best. Finally,
trips on both the Green and Orange routes were found to be
over capacity.

ES-2
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Five routes did not meet existing service standards. Based on
their performance some opportunities for improvement
include:

> Purple Route: eliminate low-performing segments.

> Pink Route: maximize ridership by eliminating segments
without stops, such as Portsmouth Boulevard through
Great Dismal Swamp. Realign to connect to job hubs on
Progress Road.

> Yellow Route: straighten the route to make it quick for
employees to connect to distribution centers.

> Green and Orange Routes: add additional service
during the time period experiencing over capacity
passenger loads.

To improve the performance of the system as a whole, Suffolk
Transit can maximize ridership by making existing routes bi-
directional.

ES.2.3 Operating and Network Efficiency Evaluation
In the Efficiency Evaluation that was conducted, all routes met
the service standard of 60-minute headways, although there
were several routes that did not meet the minimum span of
6:30 a.m. to 6:30 p.m. The Green and Orange routes have the
highest ridership across the morning/afternoon peaks and
midday. The Gold (Purple) and Yellow routes recorded the
fastest speeds, while the other speeds were consistently
slower, likely due to the more frequent stops and more
densely-populated areas that are being served. The analysis
also found that many Suffolk Transit routes leave late,
affecting the schedule adherence of each route.

Suffolk Transit has opportunities to improve the reliability of its
routes, these include: changing the departure times of routes,
so they do not all leave on the top of the hour from the
Downtown Transfer Station, interlining routes that have longer
runtimes with routes with short runtimes, adjusting the
schedules of routes that have extreme schedule deviations.

Additionally, to meet the service standards, the weekday
spans of the Pink and Red Routes and the Saturday span of
the Pink Route should be extended.

ES.2.4 Analysis of Opportunities to Collaborate with
Other Transit Providers

The Hampton Roads Transportation Planning Organization
(HRTPO), the Metropolitan Planning Organization (MPO) for
Hampton Roads, features representatives from multiple
agencies collaborating to address issues of regional
importance. This includes representatives from all HRT
member jurisdictions and other surrounding cities. At a May
2019 meeting of the HRTPO and transit agencies (Suffolk
Transit, WATA, HRT) multiple strategies were developed to
help increase collaboration between the regional partners.
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These strategies included:

Forming joint technical committees
Joint purchasing

Coordinated services

Joint marketing

Integrated fare systems, and
Regionalization of paratransit service.

V V. V V V V

ES.3  Planned Improvements and Modifications
A number of planned service improvements were developed
as part of this Transit Strategic Plan. Suffolk Transit proposes
changes to all existing fixed routes, the implementation of two
new fixed routes (i.e., the Blue route and the Lunch Circulator),
and the introduction of commuter and on-demand service. The
proposed service changes are expected to result in a 77
percent increase in ridership on fixed-route service during
weekdays and a 74 percent increase in ridership on Saturday.
Chapter 3 provides additional details on individual
improvements, a prioritization plan and continued service
development.

ES.4  Implementation Plan

An implementation plan is also included in this Transit
Strategic Plan in Chapter 4 to quantify the capital
improvements that are necessary for implementing the service
improvements. Over the next ten years, the vehicles operated
in maximum service is expected to increase from seven to nine
vehicles, the fixed-route fleet is expected to increase by five
vehicles, and the spare ratio will decrease to 22.2 percent from
28.6 percent.

Suffolk Transit is also planning to build a transit operations
facility, which will include office space, a heated garage, large
storage space, and vehicle storage. As well as to continue to
fund improvement to passenger amenities throughout the ten-
year plan.

ES.5  Financial Plan

The Financial Plan detailed in Chapter 5 provides a planning-
level forecast of Suffolk Transit's anticipated costs and
revenues over the ten-year TSP time-frame. The Financial
Plan is composed of both an operating budget and a capital
budget.

Suffolk Transit's operating budget is funded almost entirely by
grants, with local funding totaling 43 percent of operating
revenues and federal funding totaling 33 percent.

The short-term TSP recommendations require a relatively
modest overall operating cost increase of three percent for full
implementation (in  current year dollars). Mid-term
recommendations, which are expected to start in FY 2024, will
yield a more substantial increase in net operating costs of just
over $306,000 in FY 2024 and an additional $105,000 in FY
2026. Long-term recommendations, expected to start in FY
2028, also yield an increase in net operating costs of just over
$168,000.

Suffolk Transit's capital needs are expected to total $4.28
million over the ten-year TSP planning timeframe.

ES-3
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7, 5}&5&#{ Overview and S b‘%ab‘e///a Vision

The City of Suffolk is part of the Hampton Roads region in
southeastern Virginia. The City consists predominantly of rural
areas. The historic downtown, located in central Suffolk, and
the mainly commercial/mixed use areas in northern Suffolk
mark the two major nodes of development. Additionally, there
are Villages located in rural or suburban areas that are
compact historic districts similar in character to traditional
neighborhoods®. The City of Suffolk is home to 88,057

residents as of 2017 and is one of seven major cities that form
the Hampton Roads Metropolitan Statistical Area (MSA) with
a total population of 1.6 million. Suffolk is the largest city in the
Commonwealth in terms of land mass (430 square miles) and
is close to important destinations in Virginia. As shown in
Figure 1-1, the City of Suffolk is located 20 miles from Norfolk,
90 miles from Richmond, and 200 miles from Washington,
D.C.

Figure 1-1: The location of City of Suffolk in Virginia

1.1 System Overview
1.1.1.  Service Provided and Areas Served

Fixed Route Service

The City of Suffolk currently operates six fixed-routes Monday
through Friday: Green, Orange, Red, Yellow, Pink, and Purple
routes. These routes operate on one-hour headways and
originate at the Downtown Transfer Station to allow timed
transfers between routes. Five routes, Green, Orange, Pink,
Purple and Blue operate on Saturday with one-hour
headways. Fixed-route transit services are summarized in
Table 1-1. Appendix A provides a detailed overview of each
individual fixed route.

1 City of Suffolk Comprehensive Plan, April 1, 2015.

Washington D.C.
ool

ADA Paratransit

The Virginia Regional Transit contracts with Virginia Regional
Transit to provide paratransit for ADA certified individuals.
Eligibility for ADA paratransit services is through an application
process that requires completion by a medical professional
who is knowledgeable of the applicant’s disability. The service
is door-to-door within % of a mile from the fixed route service
(Figure 1-2 and Figure 1-3). Passengers are required to
schedule their trip at least the day before the trip is to take
place.
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Table 1-1: Suffolk Transit Service Summary

Headway Peak
(minutes) | Vehicles

Service Days

Weekdays Saturday
Green Weekdays/Saturday 6:30 a.m.—6:30 p.m. 7:30 a.m.-4:30 p.m. 60
Orange Weekdays/Saturday 6:00 a.m.—6:30 p.m. 7:30 a.m.-4:30 p.m. 60
Red Weekdays 8:30 a.m.—2:30 p.m. 60
Yellow Weekdays 6:30 a.m-6:30 p.m. 60
Pink Weekdays/Saturday fOSSOaamm_%%% %rrnn 7:30 a.m.-3:30 p.m. 60
Purple Weekdays/Saturday 6:30 a.m.—6:30 p.m. 7:30 a.m.-4:30 p.m. 60
Blue Saturday 7:30 a.m.-4:30 p.m. 60
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Figure 1-2: Weekday System Map with ADA Paratransit Service Area
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Figure 1-3: Saturday System Map with ADA Paratransit Service Area
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Other Transportation Services

In addition to the regular fixed-route and paratransit services
offered by Suffolk Transit, several supplementary transit
options are also available for the residents of Suffolk. Some of
these options are provided in adjacent or neighboring
jurisdictions of Suffolk, and therefore, are not directly available
for the Suffolk riders.

Hampton Roads Transit

HRT continues to service one stop in Suffolk, at College Drive
and 1-664 in northern Suffolk. HRT's Route 47 allows for travel
to Chesapeake and Portsmouth by public transit.

Suffolk Parks and Recreation

The City of Suffolk's Parks and Recreation department
operates a vehicle to transport participants to and from
department programs. This service is provided on an as-
needed basis and does not operate on specific days or at
specific times.

Suffolk Redevelopment and Housing Authority

The Suffolk Redevelopment and Housing Authority partners
with  community transportation providers to provide
transportation for low to moderate income residents when
possible, for daily living, shopping, recreation and social
events. The Authority owns and operates one 15-passenger
van to transport residents to Authority sponsored events,
community programs, and residential engagements.

Taxi Services
United Taxi Service, All City Taxi and Greenbrier Taxi provides
the local taxi service.

Intercity Bus

Greyhound service to the City of Suffolk was discontinued.
Current Greyhound bus service to the surrounding area
includes service to Hampton, Norfolk, and Virginia Beach. In
addition to Greyhound a handful of curbside bus companies
serve Hampton Roads as well. Table 1-2 provides further
detail on these services and the area served.

Table 1-2: Inter-city Bus Options and the Cities Served

Cities Served

rovIcer Hampton el Norfolk IR

R News Beach
Bus2NYC X X
Megabus X
New Everyday X X X
Number1Bus X X
NYC
Shuttle/Sprinter X X X X
NYTiger X

Amtrak

Currently there are no Amtrak rail stations located in Suffolk,
although Amtrak service passes through Suffolk. The closest
stations are in Norfolk, Newport News and Virginia Beach,
served by the Northeast Regional route. This route connects
the Hampton Roads region to Boston, Mass. via Richmond,
Va., Washington, D.C., Baltimore, Md., Philadelphia, Pa., New
York, N.Y., and New Haven, Conn. The City of Suffolk
supports the establishment of a Western Tidewater Amtrak
station. Were this station created, Suffolk Transit would seek
to establish direct service to the station.

Private Transportation

Additionally, there are several faith-based, medical,
employment and education related transportation options
available for Suffolk residents for Sunday church services,
medical appointments, work places as well as education
facilities.

1.1.2.  Current Initiatives

Starting July 2018, Suffolk Transit introduced several transit
enhancements including route name changes as well as the
addition of Saturday services. To avoid similarity in colors on
maps, the Gold route was changed to the Pink route, and the
Blue Route was renamed the Purple route. The Saturday
service is offered on five routes with various operating hours.
In addition to the existing Green, Orange, Pink and Purple
routes, the Saturday service is provided on a new Blue route
which is a modified combination of Yellow and Red routes.
Saturday services are available from 7:30 a.m. to 4:30 p.m. on
all routes except the Pink route which ends its service at 3:30
p.m., instead. The Purple route has also been through slight
route modification to serve Harbour View Boulevard area
better. Additional hours were added to the Red, Yellow, and
Pink routes for their weekday service as well.

A total of 180 bus stop signs are already installed by Suffolk
Transit throughout its service areas. Each bus stop sign is
reachable by wheel-chairs and contains essential stop
information including a QR code. The riders may get bus
arrival information through the Suffolk Transit App and its web-
based portal.

1.2. Strategic Vision

In March 2019, stakeholders and staff from Suffolk Transit met
to discuss the Transit Strategic Plan progress and give input
to be incorporated into a strategic vision. As part of the
exercise, stakeholders and Suffolk Transit staff participated in
a trade-off activity. This activity asked attendees to choose
between two options and vote using live polling software. The
results are listed in Table 1-3.
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Table 1-3: Trade-Off Activity Results

Question

A. More frequent bus service vs. B. Longer service hours (n = 14)

A. More weekday service vs. B. more weekend service (n = 14)

accessibility and less walking (n = 14)

streets but less frequently (n = 16)

A. Fewer bus stops for faster bus service vs. B. More bus stops for more

A. Buses run more frequently but serve fewer streets vs. B. Buses run on more

A. Improve existing services vs. B. Expand service to new areas (n = 15)

43% 57%
57% 43%
36% 64%
56% 44%
21% 3%

Following input from stakeholder and Suffolk Transit staff
engagement, several recurring themes were identified:

Continually advance accessibility.

Deploy limited resources effectively.

Strengthen community presence.

Foster a positive/safe work environment.

Fully leverage technology in outreach/branding.
Straight-forward, easy to comprehend service delivery.
Increased regional connections.

Bring innovative ideas to increase ridership.

V VV V V V V V

These themes were incorporated into an agreed upon vision
statement as follows:

Operate an innovative transit system that works
to increase access, delivers easy-to-understand
services, and responds to the changing needs of
the City of Suffolk residents.

1.2.1.  Goals and Objectives

The goals and objectives in this section have been categorized
into six areas of activity for the public transit operator. These
categories summarize the wide variety of goal/objective
statements present in the relevant agency, municipal, and
regional planning documents. Categories with limited
coverage were targeted for enhanced goallobjective
development during the TDP process. These categories are:

GROWTH / NEW OPPORTUNITIES: Objectives related
to the expansion of service geographically or in terms of
frequency, including development of new ridership
markets, new connections with other service providers,
or expanded facilities and fleet.

@ OPERATIONAL EXCELLENCE: Objectives that
enhance the training and effectiveness of the workforce,
address the monitoring and continual improvement of
service delivery, and utilize studies or resources to
support streamlined operations or project
implementation.

COMMUNITY INTEGRATION: Objectives that further
coordinate transit with economic development and local
land use preferences and represent participation in
studies or locally-based planning initiatives.

@ FINANCIAL ACCOUNTABILITY: Objectives that

address efficiency of operations and cost recovery, as
well as the pursuit of expanded or new revenue sources.

@ REGULATORY COMPLIANCE: Objectives that support

meeting the agency’s regulatory requirements. These
should align with guidance and reporting requirements
while establishing or exceeding any applicable
performance metrics.

@ ENVIRONMENTAL STEWARDSHIP: Objectives that

seek to reduce emissions via technology, promote travel
alternatives other than driving alone, and reduce energy
consumption at facilities.

The results of a review of relevant and recent planning
documents that addressed transit goals, objectives, and
service standards for the region are presented in the following
sections

Previous Goals and Objectives

The previous TDP for Suffolk Transit analyzed existing issues,
concerns and opportunities, and identified three goals and
presented four recommendations, that are incorporated as
objectives into Goal #1, to the City Council. Suffolk Transit's
initial goals were identified during a kick-off meeting in 2013
as part of the initial TDP development process. Table 1-4
categorizes the previous goals and objectives, as well as
assigns a “status” of whether it was a one time or continuous
activity.




(%ﬁ/f Transit - Transit Strategic Flan >> /9 2020-/7 2029

Table 1-4: Previous Major TDP Suffolk Transit Goals

Goals/Objectives Category Status

Expand Downtown Suffolk Ongoing
service
Provide a circulator in Ongoing
northeastern Suffolk
Introduce connecting service One-Time
between downtown and the
northeast area of the City
Schedule services a few times a Ongoing

week to different towns in rural
Suffolk

QURO 6 6 6 60

Alignment with Regional
Federal)

This section reviews the alignment of previous goals and
objectives developed for Suffolk Transit with relevant
transit/transportation goals for the region or by localities within
the service area. This TDP update will afford the opportunity
to further incorporate and/or strengthen Suffolk Transit goals,
objectives, and service standards to align with the strategic
planning elements of these adopted plans, especially those
adopted since the last major TDP update.

Goals/Regulations (State,

Federal Transit Administration Rulemaking (2016): In
August 2016, FTA published a final rule for the Public
Transportation Safety Program, which provides the overall
framework for FTA to monitor, oversee, and enforce safety in
the public transportation industry. This builds upon
implementing a Safety Program that is both scalable and
flexible through the application of Safety Management System
(SMS) principles. SMS builds on existing transit safety
practices by using data to proactively identify, avoid, and
mitigate risks to safety.

Just prior to this rulemaking, in July 2016, the FTA published
a Final Rule for Transit Asset Management (TAM). The rule
requires FTA grantees to develop asset management plans for
their public transportation assets, including vehicles, facilities,

equipment, and other infrastructure. FTA's national Transit
Asset Management System Rule:

Defines "state of good repair";

Requires grantees to develop a TAM plan;
Establishes performance measures;

Establishes annual reporting requirements to the
National Transit Database; and

> Requires FTA to provide technical assistance.

vV V V V

These federal rules also inform DRPT updates of TDP
guidance and performanced-based monitoring of transit
grantees throughout the Commonwealth.

HRTPO Long-Range Transportation Plan 2040 (2016):
The Hampton Roads Long-Range Transportation Plan (LRTP)
was adopted on July 21, 2016, by the HRTPO Board, and
serves as a guiding document for transportation investments
in the HRTPO area. The City of Suffolk is a member of the
HRTPO, and it is important to align Suffolk Transit's future
goals with those set forth in the 2040 LRTP. Out of 13 goals
identified in the 2040 LRTP document, seven goals are directly
related to transit. These goals highlight a variety of areas such
as safety, public engagement, environmental protection, and
coordination between various initiatives that need further
improvement and enhancement. In Table 1-5 these goals are
categorized, and their respective status is noted.

As of writing, the HRTPO is currently drafting the 2045 LRTP.
This will be the first LRTP to include Suffolk Transit and its
initiatives.

Table 1-5: HRTPO LRTP 2040 Goals

Goals/Objectives Category Status

Increase the safety of the
transportation system for all users,
including minimizing conflicts
between motorized and non-
motorized modes.

Ongoing

Protect and enhance the
environment, promote energy
conservation and improve the

quality of life.

Ongoing

Consider the impact of
transportation investments on the
environment.

Ongoing

Promote compatibility between
transportation improvements and
planned land use and economic
development patterns.

Ongoing

Promote an efficient and reliable
regional transportation system.

Ongoing



https://www.gpo.gov/fdsys/pkg/FR-2016-07-26/pdf/2016-16883.pdf

Goals/Objectives Category Status

Engage a diverse public in the
development of the region’s
transportation system

Ongoing

Continue to work towards finding
dedicated and sustainable revenue
sources for transportation to close

the funding gap

Ongoing

City of Suffolk Comprehensive Plan 2035 (2015): The
current City of Suffolk Comprehensive Plan was adopted on
April 1, 2015 and has a 20-year implementation horizon. This
comprehensive plan has a Transportation Plan component
that identifies themes, policies and actions for the future years
within the City. These themes include promoting a less car-
dependent lifestyle for Suffolk residents, active participation in
regional planning activities, preserving the rural character of
the city, and revitalization of certain areas of the city through
financial incentives. The transportation goals and objectives,
or Policies and actions, presented in the comprehensive plan
is categorized into the classes mentioned at the beginning of
this chapter, and the current implementation status of each
goal and objective is noted in Table 1-6.

Table 1-6: City of Suffolk Goals and Objectives

Goals/Objectives Category Status

Policy 4-1: Provide opportunities
for residents to adopt a lifestyle
that is less dependent on auto

travel.

Ongoing

Action 4-1D: Promote the
development of an internal transit
circulator system within the two
mixed use cores.

Ongoing

Policy 4-2: Suffolk will be a
responsible participant in the
regional planning and programming
process.

Ongoing

60 O 060

Action 4-2A: Develop roadway and
transit improvement programs to
be consistent with those adopted
by the Hampton Roads Planning

District Commission.

Ongoing

Action 4-2C: Expand the type and
location of transit service
connections between routes within
Suffolk and those serving regional
destinations. Options for regional

Ongoing

8
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Goals/Objectives Status

cooperation and connectivity
should be considered

Category

Policy 4-4: The City will employ
appropriate regulatory and financial
incentives to ensure that access to

and within the central core area

supports private sector initiatives.

Ongoing

Action 4-4A: Prioritize
transportation investments to
ensure adequate access from

Growth Areas to regional markets.

Ongoing

Action 4-4D: Maintain the City's
commitment to incorporate
Transportation System
Management Strategies (TSM) and
Transportation Demand
Management Strategies (TDM) in
order to improve operational
management and better utilize
existing and new roadways.

Ongoing

00 ©O ©60

Policy 4-5: Provide facilities and
policies that ensure adequate
multi-modal access throughout the
growth areas of the City.

Ongoing

Action 4-5E: Consider options to
mitigate impacts of rail traffic
through grade separation, new
road connections, or rail relocation.

Ongoing

Action 4-5G: Assure the
incorporation of transit related
features in conjunction with design
and construction of new roadways
and road improvements.

Ongoing

Rationale for Change

The goals and objectives in the previous TDP were identified
prior to Suffolk Transit initiating service with a new service
contractor in 2012. The initial transit services were limited to
certain areas of the city such as Downtown Suffolk. Therefore,
expansion of service to other areas of the city (northern Suffolk
in particular) and creating a recognizable brand for Suffolk
Transit were set as primary goals to achieve. With the addition
of new routes and reorganizing of old ones, and with service
hours extended to Saturdays, key goals/objectives set forth in
the previous TDP are already accomplished. Now, Suffolk
Transit can further diversify its goals and objectives based on
these accomplishments to date.

The regulatory environment has also changed since the initial
TDP development and new performance-based state/national
requirements need to be incorporated. The Suffolk Transit
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goals/objectives and service standards need to address the
Transit Asset Management (TAM) minimum standards to
show its compliance toward smooth and efficient operation of
its assets.

It is noted that most of the previous TDP goals are related to
service expansion. A review of local and regional planning
documents, including DRPT guidance to transit providers,
indicates that goals and objectives related to Financial
Accountability, Regulatory Compliance, as well as Community
Integration are recurring themes not extensively reflected in
Suffolk Transit’s current goals and objectives. Additionally,
safety, security and customer service-related objectives
should be introduced to reflect Suffolk Transit now as an
established service.

Lastly, the previous TDP included several goals without
measurable objectives. This is also important to better

integrate with the Service Standards set forth in this chapter.
Some performance standards can be associated with relevant
objectives to monitor and gauge progress toward ideal level of
service.

New Goals and Objectives

New goals and objectives were developed based on the vision
statement of Suffolk Transit and by incorporating agency,
regional, and state priorities. Several objectives and/or
recommendations from the past TDP were carried forward as
ongoing initiatives. Examples of potential measures, desired
targets, and strategies for reaching/maintaining targets in a
timely fashion are provided. Additional detail is provided on
potential sources of data or technology necessary to facilitate
the measurements. Measures have been selected that best
reflect Suffolk Transit's unique operating environment.

GOAL 1: Provide reliable fixed-route and paratransit service that meets the needs throughout downtown Suffolk and

surrounding areas.

Measure Target

Route  metrics compiled for
passengers per hour, passengers
per mile, operating expense per
passenger trip, and operating
expense per capita.

for the metrics identified.

Preventable bus accident rate per
100,000 miles.

Number of vandalism incidents for | No vandalism events
system vehicles. consecutive months.

Objective 1.1: Maintain and monitor system performance on a monthly basis. @ @

Conduct service adjustments for
routes 60 percent below system
averages for 12 consecutive months

Objective 1.2: Monitor and deliver bus service in a safe manner. @

Less than 1 per 100,000 miles.

Objective 1.3: Identify a safe and secure location for bus storage. @

Strategy Data Sources

Farebox data, APC data,
schedule data, operations
logs, financial data

Use monthly reports to
determine candidate routes
for potential re-alignments,
service frequency, or span of
service changes.

Establish/maintain  driver
safety recognition program,
conduct refresher training for
routes/operators as needed.

Operations logs, farebox
data, APC data

12 | Identify new secure | In-house documentation
locations downtown, and/or
retrofit existing storage with
lighting, cameras  and

fencing.
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GOAL 2: Promote the image of existing transit services through outreach and service improvement initiatives.

Measure

Outreach events held on an annual
basis

Amount of mailing or contact with
outside agencies/organizations.

Load factor

Amenities installed at stops with
more than 25 daily boarding

On-time performance

Target

At least four events focused on the
local community needs.

Grow list by 5 percent annually.

Objective 2.2: Deliver quality service and responsive customer care. @

Not to exceed 1.25 on any route for
more than 15 minutes.

90 percent of high-volume stops with
an accessible shelter installed.

70 percent on-time service (0 to 5
minutes late) -- No trips leaving early.

Strategy

Include “Try Transit" and
other promotional events,
increase business outlets to
provide schedule
information,
develop/streamline
graphical materials.

Maintain a mailing list of
organizations and social
service agencies that feature
likely transit riders and
provide information to those
organizations.

Use APC data to identify
routes that may have
crowding  issues. Take
action only if crowding is
observed to be recurring.

Provide sufficient amenities
at high-volume stops and
transfer locations.

Identify any patterns in train
schedule.  Continue to
explore routing or advocacy
for infrastructure solutions to
train delays.

Data Sources

Objective 2.1: Educate the public about existing public transportation options throughout the service area. o

In-house documents

In-house documents

APC data, operation logs,
field observations (trains)

APC data

APC data, operation logs,
field observations (trains)
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GOAL 3: Improve financial efficiency and demonstrate accountability to current and new partners.

Measure

Operating expense growth (non-
fuel).

Miles Between Service Road Calls.

Percent of fleet exceeding lifespan
(years/miles).

Missed trips due to operational
failures.

Findings from compliance reviews.

Target

Not to exceed 4 percent per year.

Objective 3.2: Maximize and preserve the existing transit system. @

6,500 miles

No more than 20 percent of fleet.

95 percent or more of all scheduled
trips operated.

95 percent of all pull outs dispatched.

No more than 1 finding per year. No
consecutive findings.

Strategy

Monitor cost trends, adjust
service in line with budgetary
constraints.

Maintain preventative
maintenance schedules.

Adherence to FTA Useful
Life Benchmarks for vehicle
classifications.

Reconcile schedule data
with operating data/dispatch
logs monthly.

Establish ~ recommended
processes, timely close-out
of any identified issues.

Data Sources

Obiective 3.1: Contain operating costs by monitoring and adjusting system performance while exploring cost savings measures.

Financial data, operations
logs

Maintenance logs, TAM
reporting, fleet inventory

TAM reporting

Maintenance logs, TAM
reporting, fleet inventory

Objective 3.3: Maintain compliance with all applicable outside guidance and reviews of Suffolk Transit operations. @

In house documentation

GOAL 4: Monitor and improve the overall customer satisfaction with Suffolk Transit Services.

Measure

Participation in coordination
studies.

Presence on social media.

Website
organized. Minimum of one social
media post per month.

Objective 4.1: Seek opportunities to increase regional transit connectivity. O

Target Strategy
Identify one coordination pilot project | Develop  new/more  efficient
per year. service delivery options  or

connections collaboratively.

and call center information dissemination.

content current, well

Monitor
content of website regularly, push
out service alerts.

applications,  refresh

Data Sources

In-house
documentation/rider surveys

Objective 4.2: Improve communication with customers via technology applications, website enhancements, social media presence

In-house documentation




1.2.2.  Service Design Standards

Service design standards are critical planning tools to evaluate
the effectiveness of existing service and to assure impartiality
in service modification decisions. Service standards are
typically developed in several categories of service, such as
service coverage, passenger convenience, fiscal condition,
and passenger comfort. The most effective service standards
are straightforward and relatively easy to calculate and
understand. Service standards reinforce the performance
measurement necessary to meet many of Suffolk Transit's
objectives.

Suffolk Transit will continue to revisit, refine, and incorporate
their service design standards based upon statewide goals
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and system performance monitoring. New service design
standards during this update reflected an emphasis on safety,
security, and reliability of services. Future and continued
incorporation of statewide goals (SMART Scale, TAM) have
been identified to include design standards that address asset
conditions,  accessibility, ~ economic  development,
environmental quality, land use compatibility, and congestion
mitigation as applicable. Each existing service standard has
been identified with a status of either maintained, modified, or
new for the purposes of this TDP update. Modifications are
underlined to identify the newly proposed changes. Each
measurable service standard is also associated with the most
relevant objective (if applicable) in Table 1-7.

Table 1-7: Proposed Suffolk Transit Service Standards

Service Standard

Hours of Operation

Frequency of Service

30 minutes when feasible.

Loading Standard

Accessibility

Residential Areas:

Major Activity Centers:

Health centers

Middle and high schools

Shopping centers with over 25 stores or 100,000 sq. ft.
Social service/government centers

vV V V V

Bus Shelters and Benches

and other developments.

Bus Stop Signs

Passenger Productivity

Maintain current span of Monday through Friday from 6:30 a.m. to 6:30 p.m., maintain Saturday service
from 7:30 a.m. to 4:30 p.m. Increase evening services as appropriate and feasible.

Maintain hourly headways on current routes or any new fixed route services; reduce headways to 45 or

Standees for short periods acceptable, but up to 25 percent of total passenger load.

> Areas with population densities of 2,000 people per sq./mile

> Employers or employment concentrations of 200+ employees

Located at bus stops with 10 or more boardings per day; incorporated into site plans for major shopping

Located at scheduled stops and key destinations; include system name and contact information.

Status Objective
Modified 11
Maintained 11
Maintained 2.2
Maintained
Maintained 2.2
Maintained 2.2
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Service Standard Status Objective
Review service and consider modifications if productivity falls below the FY2018 average of 8.1 Modified 31
passenger trips per revenue hour.
Cost Effectiveness
Review service and consider modifications if operating costs exceed the FY2018 average of $7.12 net Modified 3.1
cost per passenger trip for fixed route service and $48.95 net cost per passenger trip for ADA paratransit
services.
Review service and consider modifications if the farebox recovery ratio is below the FY2018 average of New 31
seven percent for fixed route service.
Schedule Adherence
70% on-time service (0 to 5 minutes late) — No trips leaving early. Modified 2.2
Public Information
Timetable, maps, and website maintained and updated as needed to be accurate. Maintained 4.2
Safety
0.10 or fewer “reportable incidents” per 100,000 miles, as defined by the National Transit Database. New 12
Security
No security incidents or losses due to vandalism. New 1.3
Maintaining a record of incidents, vandalism losses, etc. New 1.3
Service Reliability
Maintain fewer than 6,500 miles between service road calls. New 32
No more than 20 percent of fleet in excess of the FTA Useful Life Benchmarks (ULB) for the vehicle New 3.2
classification.
Less than five percent missed trips due to operational failures. New 3.2

1.2.3. Performance Standards

This section provides additional details on the definition and
measurement approaches for some of the service standards
presented in Table 1-7. These approaches should be
monitored on a recurring basis with adjustments made to
avoid any excessively cumbersome data collection and/or
measurement practices. Where possible, the agency will
leverage technology (operations, maintenance, or financial
systems) to streamline measurements. The measurement
methodology should be documented in policy/procedures
and the results should be reported as part of recurring (no
less than quarterly) reporting unless otherwise noted.

Dependability

The system should be resilient to impacts caused by
accidents, breakdowns, traffic delays, driver/vehicle
availability, and other factors that could cause a scheduled
trip to be missed. Service should also not be curtailed due
to the unavailability of either a driver or a vehicle upon initial
pull out from the garage. Keeping the age/miles per vehicle
within the FTA Useful Life Benchmark can also help to
promote more reliable operations. A related component for
this reliability is tracking the average distance in service
miles between when all vehicles in revenue service incur
mechanical failures that prevent starting or finishing a run.
The inclusion of dependability measures is new for Suffolk
Transit.



Measurement Approach

> Logs shall be maintained and updated daily to
accurately reflect vehicle status at the start of the trip.
Vehicles unable to begin their assigned trip or that
require an additional vehicle to be dispatched due to
operability shall be reported as a missed trip.

> Anoperations/maintenance logs shall be maintained to
record all service failures of a vehicle in revenue
service. This measurement can be calculated each
month by dividing the number of revenue miles
operated by the number of road calls.

Passengers Per Revenue Hour / Cost Per Revenue Hour
These represent measures of passenger productivity and
cost effectiveness. These measures represent industry wide
standards used to assess overall performance and route
efficiency. Existing Suffolk Transit service measures include
these metrics, currently re-baselined as a result of this TDP
update to the observed results for FY2018. Suffolk Transit
may wish to explore an indexed threshold percentage of the
system average, as this reflects the practice at other
agencies within the Commonwealth. This accommodates for
the variation among routes, which is not always best
reflected in the system wide average alone, nor do specific
targets account for inflationary adjustments during the
lifetime of this TDP.

Measurement Approach

> Look at historic Suffolk Transit system trends by route
in conjunction with financial data to establish
appropriate benchmarks of productivity considering
expected financial outcomes of operating that route
(ridership vs. coverage). A conservative target starting
point can be 60 percent of the historic average to
identify the need for potential service adjustments. This
would reflect routes with less than 60 percent of the
average passenger productivity or routes 60 percent
above the average cost per hour measure.

> Potentially establish a more aggressive intervention
approach for route adjustments if under performance is
observed during consecutive intervals or if the deviation
from the system averages is excessive (larger
percentage).
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Safety

The National Transit Database (NTD) defines a reportable
incident as one in which one or more of the following
conditions apply: 1) A fatality; 2) Injuries requiring medical
attention away from the scene for one or more persons; or
3) Property damage equal to or exceeding $25,000.

Measurement Approach

>  Suffolk Transit should maintain and review quarterly
safety logs of all incidents. As a limited NTD reporter,
even if this information is not required to be reported, it
would provide valuable operation insight. The incident
logs should be reviewed no less than a quarterly basis
for determination of any trends requiring
serviceltraining adjustments. As necessary, Suffolk
Transit should use incident forms to record whether
incidents were preventable, caused by other drivers, or
caused by outside influences. For preventable
incidents, the measurement should also identify
operators who may need additional training following
one or more occurrences.

Load Factor

Load standards are thresholds of the ratio of passengers on
board to seats available. A fully seated passenger load
would have a load factor of 1.0. Other considerations include
the timing of maximum load and allowing for higher loads at
peak periods. Also, other transit agencies consider the
overall length of time the bus operates above a 1.0 load
factor, with a desire to limit the maximum time a passenger
may be left standing. Suffolk Transit's current Load Factor,
of 1.25, should be taken into consideration with the average
trip length (if known). Given the expanse of Suffolk Transit’s
service area, the load factor may be better evaluated in
terms of average passenger trip length. A load factor of 1.25
would best be suited for short travel around downtown.

Measurement Approach

> Suffolk Transit should utilize APC data for estimation of
overall loading and duration of peak loads on each
route. Routes that show potential issues should also
include on-board observation to confirm the duration of
crowding and other issues that come from excessive
loads (such as increased dwell times or, pass bys, etc.)
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2.1. System and Service Data

Suffolk Transit has operated since January 2012. It consists
of both fixed-route and paratransit service. It has grown from
two routes to six fixed-routes since its inception. The Suffolk
Transit service area is approximately 73 square miles and
encompasses over 87,000 people, resulting in
approximately 1,191 people per square mile. Figure 1-2 and
Figure 1-3 show the existing weekday and Saturday
services, respectively.

2.1.1.  Fixed-Route Service
There are currently six routes that operate during the
weekday and five routes that operate on Saturdays. The

service operates between 6:00 a.m. and 6:30 p.m., Monday
through Friday, and 7:30 a.m. to 4:30 p.m. on Saturdays. All
routes operate at a 60-minute headway all day long. Table
2-1 and Table 2-2 detail the level of service by route. In July
2018, Suffolk Transit renamed the Blue and Gold routes to
Purple and Pink, respectively. When discussing data from
before the renaming, the old route colors are used.

Most routes meet the Weekday hours of operation service
standard of 6:30 a.m. to 6:30 p.m., but Pink and Red routes
currently do not. Similarly, most routes meet the Saturday
hours of operation standard of 7:30 a.m. to 4:30 p.m., but
the Pink route ends early at 3:30 p.m. All routes meet the
frequency service standard of 60-minute headways.

Table 2-1: Weekday Level of Service

Number of Trips

Headway (Minutes)

Off-Peak
Green 12 6:30 a.m. - 6:30 p.m. 60 60
Orange 13 6:00 a.m. - 6:30 p.m. 60 60
2 Loan 530pm “ 60
Purple 12 6:30 a.m. - 6:30 p.m. 60 60
Red 6 8:30 a.m. - 2:30 p.m. 60 60
Yellow 12 6:30 a.m. - 6:30 p.m. 60 60

Table 2-2: Saturday Level of Service

Number of Trips

Blue 9 7:30 a.m. — 4:30 p.m. 60
Green 9 7:30 a.m. - 4:30 p.m. 60
Orange 9 7:30 a.m. — 4:30 p.m. 60
Pink 8 7:30 a.m. - 3:30 p.m. 60
Purple 9 7:30 a.m. — 4:30 p.m. 60

Headway (Minutes)




Operating Statistics

Each Suffolk Transit route needs one vehicle during peak
periods, totaling six peak vehicles. The fleet consists of nine
vehicles, making the spare ratio 33 percent. For FY 2019,
Suffolk Transit will run over 19,000 revenue hours and over
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357,000 revenue miles. The Pink Route has the most
revenue miles with 99,000, over 70 percent more revenue
miles than the next route, the Purple. Table 2-3 shows peak
vehicle need, route mileage, and revenue hours and
revenue miles by route by service day.

Table 2-3: Operating Statistics by Route, FY 2019

Peak Route Mileage Revenue Hours Revenue Miles
Vehicle
Need Outbound Weekday | Saturday Weekday | Saturday
Blue - 5.6 10.3 468 468 7,660 7,660
Green 1 6.2 9.4 3,120 468 3,588 47,723 7,158 54,882
Orange 1 5.3 113 3,380 468 3,848 57,697 7,989 65,686
Pink 1 137 19.4 2,600 416 3,016 85,458 13,673 99,131
Purple 1 7.3 11.3 3,120 468 3,588 50,126 7,519 57,645
Red 1 34 11.7 1,560 1,560 21,127 21,127
Yellow 1 8.2 8.8 3,120 3,120 51,065 51,065
Total 6 49.7 82.2 16,900 2,288 19,188 313,197 43,999 357,196
Operating Cost As seen in Figure 2-1, the Orange, Green, and Purple

Suffolk Transit's cost per revenue hour is $61.23. The total
operating cost for FY 2019 is estimated to be $1.21 million.

routes have the highest operating cost because they have
the most revenue hours per year. The Red and Blue routes
have the lowest operating costs due to their limited service.

Figure 2-1: Annual Operating Cost per Route, Estimate for FY 2019
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Annual Ridership

In FY 2018, Suffolk Transit provided 110,659 unlinked
passenger trips. Figure 2-2 summarizes the ridership by
route during this period. Overall, the Orange Route carried
the most passengers with 38,628 unlinked trips, while the
Green Route was second with 34,902 unlinked trips. Of the
other four routes, the Blue Route had the lowest level of
ridership with 6,427 unlinked trips.

Average Daily Ridership

The average number of daily riders on Suffolk Transit
service varies considerably depending on the route. On the
Orange and Green routes, an average of 153 and 139
passengers rode each weekday, respectively. The Blue
Route had the lowest number of average daily riders during
this period, with 26 people using the route each weekday.
Figure 2-3 summarizes the average daily weekday ridership
by route.

Figure 2-2: Annual Ridership by Route, FY 2018
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Figure 2-3: Average Daily Weekday Ridership by Route, FY 2018
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Ridership by Trip

The average number of riders by trip also varied by route.
Figure 2-4 shows the average ridership numbers per trip for
each route. The Orange Route had the most passengers per
trip with 11.8, followed closely by the Green Route with 11.5
passengers per trip. The Blue Route had 2.1 riders per trip,
significantly less than the other five routes.

Ridership by Stop

Bus stop level ridership is highest at the Downtown Transfer
Station where five routes converge, making it an important
transfer point. In addition to this location, there are high
levels of ridership at and around the Main Street
Marketplace stops. Within this area, there are many
commercial businesses that riders can use Suffolk Transit
service to access, which explains the relatively elevated
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ridership levels at these stops. Additionally, the two stops
that serve Sentara Obici Hospital are also well used,
although ridership at these stops is not as high as the other
commercial areas along North Main Street.

In addition to these stops, the North Suffolk Library and
Chesapeake Square stations have high levels of ridership.
Like the Downtown Transfer Station, both stations allow
riders to transfer to other routes or transit services, at the
North Suffolk Library stop, riders can transfer between the
Blue and Gold Routes, while at the Chesapeake Square
station riders can transfer from Suffolk Transit's Gold Route
to Hampton Roads Transit (HRT) Routes 44 and 967.
Figure 2-5 shows a heatmap of ridership activity throughout
the Suffolk Transit network.

Figure 2-4: Average Passengers per Trip, FY 2018
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Figure 2-5: Bus Stop Ridership Heat Map, March - May 2018

Ridership Heat Map

Points of Interest Ridership

Civic Building Low Ridership

[ ]
Education Facility |:]
[ ]

Medical Facility Medium Ridership

Park and Ride

Location I:l
Retail Center
High Ridership
Transit Center |:J
—@— Existing Routes

0 2 4
Miles

(B BOR X =)




2.1.2. Paratransit Service

The City of Suffolk provides complementary paratransit
service within three-quarters of a mile from fixed routes.
Riders are certified, and trips are reserved up to 24 hours
before the pick-up time. Service is available during the span
of the route within three-quarters of a mile, and trips can be
made for all purposes. One personal care attendant may ride
at no charge, and one family member or friend can ride by
paying the basic fare of $3.00.

Operating Statistics

To run paratransit three-quarters of a mile from fixed routes,
Suffolk Transit has one paratransit vehicle in its fleet. In FY
2018, Suffolk Transit operated over 1,000 revenue hours
and ran almost 7,000 revenue miles. Table 2-4 shows the
operating statistics for paratransit service.

Table 2-4: Operating Statistics for Paratransit Service, FY 2018

Peak Vehicle Revenue Hours | Revenue Miles
Need
1 1,028 6,986
Operating Costs

Like Suffolk Transit's fixed-route service, paratransit costs
$61.23 per revenue hour. In FY 2018, Suffolk Transit spent
$64,752 on paratransit service, averaging approximately
$5,400 a month.

2.1.3.  Service Design / Schedule Standards

Service design and schedule standards are critical planning
tools to evaluate the effectiveness of existing service and to
assure impartiality in service modification decisions. These
standards are typically developed in several categories of
service, such as service coverage, passenger convenience,
fiscal condition, and passenger comfort. The most effective
standards are straightforward and relatively easy to
calculate and understand. Service design and schedule
standards reinforce the performance measurement
necessary to meet many of Suffolk Transit's objectives.
Table 1-7 lists all of the service design and schedule
standards.

2.1.4.  Customer Service Survey

Suffolk Transit has not completed a customer intercept
survey. This survey will be included in the next TSP update
cycle.

AV 2020-/7 2029 >> City of Suffolk Transit Strategic Plan 7

2.2, Evaluation of Transit Market Demand and
Underserved Areas

2.2.1. Transit Demand and Underserved Area
Evaluation

The following market analysis maps the current density and
population of Suffolk to determine the demand for different
types of transit services throughout Suffolk. The market
analysis is broken into multiple sub-analyses

Transit Potential

Transit-Oriented Populations Origin Index
Commuter Origin Index

Employment Destination Index

Activity Destination Index

V V V V V

The purpose of these analyses is to determine where certain
types of transit could be supported, where transit is needed
and where transit could be supported.

Transit Potential

Transit Potential is a measure to identify where different
types of transit services could be sustained. It illustrates the
density of jobs and population per acre. According to the
Transit Cooperative Research Program (TCRP) Transit
Capacity and Quality of Service Manual, 2" Edition,
densities of three households per acre (approximately six
people per acre) or four jobs per acre can support hourly
fixed route transit service. Blocks with densities over five
jobs plus population per acre are areas considered dense
enough to support fixed transit, while blocks with densities
between one and five jobs plus population per acre may still
benefit from alternative transit options such as flexible or on-
demand service.

The densest areas of Suffolk are in Downtown Suffolk, along
with some pockets along Godwin Boulevard and in Northern
Suffolk. Outside of Downtown Suffolk, areas in Crittenden,
Driver, Holland, Whaleyville, and near Suffolk Executive
Airport have densities of one to five jobs and people per
acre. A small block group near Holland Road and Lummis
Road, and a Dominion Power location south of Chuckatuck
have densities between five to 15 jobs and people per acre.
Figure 2-6 illustrates the Transit Potential across the City of
Suffolk.
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Figure 2-6: Transit Potential
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Transit Propensity Analysis

The transit propensity analysis identifies where the
opportunity and need for transit service exist. The following
indices highlight where transit-oriented and commuter
populations live and take trips. This is important in
understanding how people are moving throughout a region.

Transit-Oriented Population Origin Index

The Transit-Oriented Population Origin index shows where
residents who are likely to use transit live. This includes
populations of young and senior citizens, low-income
residents, households with one or fewer cars, and persons
with disabilities. In Suffolk, the highest propensity areas are
throughout Downtown Suffolk and east on Portsmouth
Boulevard. These high propensity areas correspond with
the strong levels of ridership on the Orange and Green
routes. Northern Suffolk has large areas of moderate-low
propensity around the Blue (now Purple) route. Figure 2-7
illustrates the Transit-Oriented Population Origin Index
across the City of Suffolk.

Commuter Origin Index

The Commuter Origin index shows where commuters live.
The data sources for this index include residents who are in
the labor force or are employed, including those identifying
as transit or non-single occupancy vehicle driver
commuters. Suffolk has many high propensity areas for this
index, including downtown Suffolk, neighborhoods near

AV 2020-/7 2029 >> City of Suffolk Transit Strategic Plan 7

Sentara  Obici  Hospital on Godwin  Boulevard,
neighborhoods near North Suffolk Library off of Shoulders
Hill Road, and other Northern Suffolk neighborhoods.
Figure 2-8 illustrates the Commuter Origin Index across the
City of Suffolk.

Employment Destination Index

The Employment Destination index shows where jobs are
heavily concentrated in the city. In Suffolk, job densities are
highest in Downtown Suffolk and along Godwin Boulevard,
which are served by Orange, Green, Red, and Yellow
routes. In Northern Suffolk, Sentara BelleHarbour Hospital
and multiple shopping destinations have high densities of
employment, which are served by the Blue (now Purple)
route. Figure 2-9 illustrates the Employment Destination
Index across the City of Suffolk.

Activity Destination Index

The Activity Destination index shows other than work
destinations where residents might use transit to travel.
These destinations include retail, health care, social
assistance, education, government facilities, recreation, and
restaurants. Similar to the Employment Destination Index,
the highest propensity areas are Washington Street and
Constance Street in Downtown Suffolk, Godwin Boulevard,
and Sentara BelleHarbour Hospital in Northern Suffolk.
Figure 2-10 illustrates the Activity Destination Index across
the City of Suffolk.
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Figure 2-7: Transit-Oriented Population Origin Index

Transit-Oriented Population Origin Index

Paoints of Interest Propensity

Civic Building B ign

Education Facility

Medical Facility Moderate

Park and Ride
Location Low

Retail Center

Transit Center .@. Existing Routes

0 2 4 8 12
Miles

OO+ ep

b ——— s
Downtown Suffolk Northern Suffolk
e
i
L -
‘ i
}_/ @ 0051 2
. Miles - T Viles




Figure 2-8: Commuter Origin Index
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Commuter Origin Index
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Figure 2-9: Employment Destination Index

Employment Destination Index
s of |

Pain nterest Propensity

Civic Building B ign

Education Facility

Medical Facility Moderate

Park and Ride
Location Low

Retail Center

Transit Center .@. Existing Routes

0 2 4 8 12
Miles

OO+ ep

b ———
Downtown Suffolk

Northern Suffolk

2

Miles




AV 2020-/7 2029 >> City of Suffolh Transit Strategic Plan 7

Figure 2-10: Activity Destination Index
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Population and Employment Projections

The Hampton Roads Transportation Planning Organization
(HRTPO) also provides data on population and employment
growth in the greater Hampton Roads area through the
HRTPO model. Overall, the City of Suffolk's population will
grow 17 percent, from 90,426 people in 2015 to 105,370 in
2030. Employment will grow 4 percent, from 34,147 jobs in
2015 to 35,644 in 2030.

Figure 2-11 shows a map of the projected 2030 population
for each Transportation Analysis Zone (TAZ) within the City
of Suffolk. Many of the areas that are projected to have high
populations are in North Suffolk and north of downtown
Suffolk. The map also shows population growth rates
greater than five percent within the City of Suffolk by TAZ's.

Figure 2-12 shows the number of 2030 jobs projected for
each TAZ according to the HRTPO model. The TAZ north of
downtown Suffolk exhibits high amounts of employment,
likely due to the many retail and service centers in the area.
There are also high levels of employment in Northern Suffolk
near the Wynnewood area, where other shopping centers
are located. The third area with high levels of employment is
the Magnolia area, located northeast of downtown Suffolk.
There are several large retail stores in this area, as well as
large factories, that are contributing to employment in this
area. The map also shows TAZs with growth rates greater
than five percent. The area in between downtown Suffolk
and the Suffolk Executive airport has a higher employment
growth rate, as well as the area along Holland Road west of
the Westgate area. Suffolk Transit serves both of these
places via the Orange and Yellow routes respectively.
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Figure 2-11: 2030 Population

Population Growth (2030)

Points of Interest Population
Civic Building 0-800
Education Facility 801 - 1,600

Medical Facility - 1601 -2.400
Park and Ride ' '

Location B 24013200

Retail Center
B 20 a0
Transit Center
Annual Growth Rate > 5%

8 12
Miles

OH@+ ¢p

o
N1
IS




(%%% Transit - Transit Strategic Flan >> /9 2020~/ 2029

Figure 2-12: 2030 Employment
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2.2.2.  Transit Demand and Underserved Area
Opportunities for Improvement

After determining the market for different types of transit
services, a gaps analysis was conducted to compare the
existing transit service to find areas that could have new or
increased service.

Two types of service gaps were identified:

> Level of Service: where more service could be
implemented.
>  Coverage: where services could be expanded.

Level of Service Gaps

Level of service gaps refer to the frequency and span of
service available during certain time periods as compared to
the demand during that time period. The results of the
propensity analysis were combined to highlight where peak
period and all-day transit services have demand throughout
the region.

Peak Period Index

The Peak Period index looks at where commuter
populations live and where they travel to determine the best
placement of peak period service. The span of peak period
service is most commonly 6:00 a.m. — 9:00 a.m. and 3:00
pm. — 7:00 p.m. In Suffolk, many large areas can support
peak service, including Downtown Suffolk, Godwin
Boulevard, Kings Fork Road, and Portsmouth Boulevard. In
Northern Suffolk, the Blue Route service area has high
propensity levels for peak service (Figure 2-13).
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While Suffolk Transit serves most high peak period
propensity areas, there are some gaps. In Downtown
Suffolk, the Azalea Acres neighborhood on W Constance
Road has moderate peak period propensity. Whaleyville and
Holland in southern Suffolk have moderate-low peak period
propensity, as do areas of Crittenden, Hobson, and
Chuckatuck in northwestern Suffolk. These areas would
benefit from enhanced services during the peak period, 6:00
am. — 9:00 am. and 3:00 p.m. — 7:00 p.m. Additional
considerations for these areas could be the implementation
of on-demand or peak hour only commuter services which
would require less resources and provide more flexible
services.

All-Day Index

The All-Day index looks at where transit-oriented
populations live and where they travel to determine areas
than can support all-day service. Downtown Suffolk and
Godwin Boulevard have high all-day propensities and
Northern Suffolk has moderate all-day propensity (Figure
2-14).

Suffolk Transit already serves the majority of high and
moderate all-day propensity areas, but there are some small
gaps. In Downtown Suffolk, the Azalea Acres neighborhood
on W Constance Road has moderate propensity, and in
southern Suffolk, Whaleyville and Holland have moderate-
low propensity. The areas in Downtown Suffolk could benefit
from increased service on existing routes, while southern
Suffolk could be further considered for on-demand or flexible
services.
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Figure 2-13: Peak Period Index
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Figure 2-14: All-Day Index

All-Day Index
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Coverage Gaps

To find gaps in trip connections inside the City of Suffolk,
origin and destination data from Hampton Roads
Transportation Planning Organization's (HRTPO) 2009
travel demand forecasting model was mapped. Traffic
analysis zones (TAZs) are used as the origins and
destinations, but TAZs in Downtown Suffolk and Northern
Suffolk were joined to summarize the data at a higher level.

The Town of Windsor and City of Franklin were included in
the analysis to determine if there was a market travel
between those jurisdictions and Downton Suffolk.

Home-Based Work Trips

Home-based work trips are trips originating at home and
ending at a place of employment. Most trips are to external
areas, although there are internal flows in Northern Suffolk
and Downtown Suffolk (Figure 2-15). Downtown Suffolk is
the most popular destination for employment inside the City
of Suffolk. Existing Suffolk Transit routes Orange, Green,
Yellow, and Red serve the trips into and through Downtown
Suffolk, while the Purple route serves the internal trips in
Northern Suffolk. The Pink route serves trips between
Northern and Downtown Suffolk.

While Franklin has few flows to Suffolk, Windsor has more
existing work trip flows to Downtown Suffolk, which may
support transit. There are additional strong flows into
Downtown Suffolk that are further northwest than the Green
or Red routes currently serve. These coverage gaps could
be filled by peak hour commuter services.

All Trips

All Trips include home-based work trips, home-based other
trips, and non-home-hased trips. Most trips are internal to
the area, including Downton Suffolk, north of Downtown
Suffolk, west of Downtown Suffolk, and Northern Suffolk
(Figure 2-16). Existing Suffolk Transit routes serve these
internal flows, including Orange, Green, Yellow, Red, and
Purple. External flows are between Downton Suffolk, north
of Downtown Suffolk and west of Downtown Suffolk, and
are served by Pink, Yellow, and Blue routes.

Rural areas south of Downtown Suffolk and west of Northern
Suffolk have noticeable internal flows but limited external
flows. Currently, no Suffolk Transit routes serve these areas,
but these areas could be considered for on-demand or
flexible service. Neither Windsor nor Franklin have strong
flows into Suffolk.



Figure 2-15: Existing Travel Flows, Home-Based Work Trips
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Figure 2-16: Existing Travel Flows, All Trips
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2.3. Performance Evaluation

In the following system analyses, average daily and trip
weekday ridership and service productivity data is derived
from data collected during March - May 2018. Annual data was
derived from FY 2018. The following analysis does not reflect
the service and name changes that were implemented in July
2018. In July 2018, Suffolk Transit renamed the Blue and Gold
routes to Purple and Pink, respectively. When discussing data
from before the renaming, the old route colors are used.

2.3.1. Performance Evaluation

Fixed Route Service Effectiveness

Service effectiveness, which is expressed by showing the
number of passengers per revenue hour and passengers per
revenue mile, reflects the return that Suffolk Transit receives
on its investment. Each Suffolk Transit route requires an
investment of resources which is quantified by revenue hours
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and revenue miles. The relative success of each investment is
measured by the ridership that each route generates.

Ridership

Passengers per Revenue Hour

During FY 2018, Suffolk Transit carried an average of 8.1
passengers per revenue hour, which set the performance
standard. Figure 2-17 shows the number of passengers per
revenue hour for each route in the Suffolk Transit System. The
Orange Route has the highest passengers per revenue hour
with 12.8 riders, while the Blue Route has the lowest riders per
revenue hour with 2.1. The Blue Route’s total passengers per
revenue hour is not only considerably less than the highest
performing routes, such as the Green Route and Orange
Route, but is also less than the other moderately performing
routes, which are the Gold, Red, and Yellow routes.

The Blue, Gold, and Yellow routes do not meet the service
standard of 8.1 passengers per revenue hour.

Figure 2-17: Passengers per Revenue Hour by Route, FY 2018
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passengers per revenue mile. Figure 2-18 shows the
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during this time period. The Green Route is the best performer
with 0.75 passengers per mile. Much like the passengers per
revenue hour, the Blue Route is the least productive with 0.13
passengers per mile.

Figure 2-18: Passengers per Revenue Mile by Route, FY 2018
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Cost Efficiency

Farebox Recovery

During FY 2018, Suffolk Transit generated $67,789 in farebox
revenue, with $60,438 (89 percent) coming from farebox
purchases and $7,352 (11 percent) from pass sales at VRT or

at the treasurer’s office. Riders can also purchase passes
directly from the farebox. Figure 2-19 summarizes farebox
revenue on Suffolk Transit's fixed routes. The Orange Route
collected the most revenue with $28,939. The Green Route
had the next highest amount of revenue with $10,878. The
Red Route generated the least revenue with $4,225.

Figure 2-19: Farebox Revenue by Route, FY 2018
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The farebox recovery measure finds the percentage of
operating expenses recovered by fare revenue, which helps
determine a service's cost effectiveness. In FY 2018, Suffolk
Transit recovered seven percent of its operating expenses,
which set the performance standard. Figure 2-20 shows the
farebox recovery by route. The Orange Route recovered the
highest percentage of its operating expenses, with 15 percent

recovered, reflecting the fact it is the most productive route in
the system. The Yellow and Green Routes recovered six
percent, followed by the Red and Yellow routes with five
percent. The Blue Route recovered the lowest percentage,
with only two percent of its operating expenses recovered
through fares.

Figure 2-20: Farebox Recovery by Route, FY 2018
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Net Cost per Passenger

Net cost per passenger shows the cost efficiency of a service
based on its ridership, with a lower dollar amount signifying
higher efficiency. Net cost per passenger is calculated by
dividing the net costs of each route by unlinked passenger
trips. In FY 2018, the system net cost per passenger was
$7.12, which set the standard. Figure 2-21 shows the net cost
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per passenger at the route level. The Orange route has the
lowest net cost per passenger at $4.18. The Blue Route has
the highest at $28.90.

The Blue, Gold, and Yellow route did not meet the service
standard of $7.12 net cost per passenger.

Figure 2-21: Net Cost per Passenger by Route, FY 2018
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Safety Overloaded Trips

Suffolk Transit does not currently track data related to safety,
such as crashes and injuries. As part of this plan, incidents, as
defined by the National Transit Database, has been added as
a new performance measure.

Suffolk Transit defines an overloaded trip as having more than
25 percent standees. All vehicles used by Suffolk Transit have
21 seats, which makes 26 passengers the maximum
acceptable load. As seen in Figure 2-22, the maximum
average load for each route is well below the threshold.

Figure 2-22: Maximum Average Load by Route, March — May 2018
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While the average maximum load for each route is under the
threshold of 26 riders, six trips during the study period had
maximum loads over the threshold. As seen in Table 2-5,
three trips on the Green route in the morning period and three
trips on the Orange route in the afternoon had over 26
passengers on at once.

Table 2-5: Overloaded Trips, March - May 2018

Route Trip Start Time Maximum Load
Green 7:30 a.m. 36
Green 9:30 a.m. 31
Green 7:30 a.m. 29
Orange 4:30 p.m. 32
Orange 4:30 p.m. 27
Orange 4:30 p.m. 27

Like passengers per revenue hour, passengers per revenue
mile shows how productive Suffolk Transit vehicles are. The
measure, shown in Table 2-6, is calculated by dividing annual
unlinked passenger trips by annual revenue miles. Between
FY 2015 and FY 2018, fixed-route passengers per revenue
mile remained the same, but there was a significant decrease
between FY 2015 and FY 2016, and a significant increase
between FY 2016 and FY 2018.

Table 2-6: Fixed-Route Passengers per Mile, FY 2015 - FY 2018

Fiscal Passengers per Year-Over-Year
Year Mile Change
2015 0.43

2016 0.39 -10%
2017 0.42 9%

2018 0.43 1%

Paratransit passengers per revenue mile has decreased nine
percent between FY 2016 and FY 2018. Table 2-7 shows the
change in passengers per revenue mile in paratransit service.
Revenue miles data for FY 2015 is not available.

Table 2-7: Paratransit Passengers per Mile, FY 2016 — FY 2018

Year-Over-Year

Passengers per

Mile Change
2016 0.20
2017 0.21 6%

2018 0.18 -14%

System Accessibility

While the City of Suffolk is geographically the largest in
Virginia, 77 percent of the population can access Suffolk
Transit (Table 2-8). In addition, 88 percent of jobs in Suffolk
can be accessed by Suffolk Transit.

Table 2-8: System Accessibility to Population and Jobs

M Service Percentage
Bl Area Covered
Resident 66,102 86,184 7%
Access
Access to 23,059 26,270 88%
Jobs

Sources: American Community Survey, 2015 and Longitudinal
Employer-Household Dynamics, 2015

Trend Analysis

The following trend analysis compares service productivity
and cost efficiency system-wide for FY 2015 — FY 2018. The
Yellow Route was introduced in August 2013. The Blue
(renamed Purple) and Gold (renamed Pink) Routes were
introduced in August 2014. By 2015, all six routes were in
service for the entirety of the year.

Service Productivity

Annual fixed-route ridership figures show how the system has
been used overall. Table 2-9 shows annual Suffolk Transit
ridership between FY 2015 and FY 2018. Over four years,
fixed-route ridership grew 43 percent but has decreased two
percent between FY 2017 and FY 2018. The overall increase
is likely due to riders making newer routes (Yellow, Blue, and
Gold) part of their transportation choices and using them more
regularly.

Table 2-9: Annual Fixed-Route Ridership, FY 2015 - FY 2018

Fiscal Year | Total Passengers | Year-Over-Year Change
2015 77,631
2016 101,616 31%
2017 113,084 11%
2018 110,659 -2%




Table 2-10 shows annual paratransit ridership between FY
2015 and FY 2018. Over the past four years, paratransit
ridership has decreased eight percent but saw growth
between FY 2015 and FY 2017.

Table 2-10: Annual Paratransit Ridership, FY 2015 - FY 2018

Fiscal Year | Total Passengers | Year-Over-Year Change
2015 1,353
2016 1,537 14%
2017 1,917 25%
2018 1,247 -35%

Between FY 2015 and FY 2018, passengers per revenue hour
on fixed routes grew 36 percent. Table 2-11 shows the fixed-
route passengers per revenue hour. Suffolk Transit became
more productive over the four-year span due to fixed revenue
hours and increased ridership, likely due to riders
incorporating Suffolk Transit's new routes into their
transportation choices.
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Table 2-11: Annual Fixed-Route Passengers per Revenue Hour,
FY 2015 - 2018

Hour
6.0
7.3
8.2

8.1

Year-Over-Year
Change

As seen in Figure 2-23, all six routes have experienced
significant increases in passengers per revenue hour from
their introductions into service. From FY 2017 to FY 2018,
the Orange, Gold, and Blue Routes experienced increases in
passengers per revenue hour, while the Green, Red, and
Yellow experienced decreases. The increases in Blue and
Gold are likely due to riders’ growing awareness of the
routes’ availability. The Orange Route saw increases likely
due to its connections to multiple activity centers, making it
an attractive choice. The Green, Red, and Yellow Routes
may have seen decreases due to significant overlap
downtown and alignment extensions, making the routes run
more revenue hours that might not be as efficient, such as
increased layovers.

Figure 2-23: Passengers per Revenue Hour by Route, FY 2012 — FY 2018
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Paratransit passengers per revenue hour has decreased three
percent between FY 2015 and FY 2018. Table 2-12 shows the
change in passengers per revenue hour in paratransit service.

Table 2-12: Annual Paratransit Passengers per Revenue Hour,
FY 2015 - FY 2018

Fiscal Paratransit Passengers Year-Over-Year
per Hour Change
2016 12 -3%
2017 13 9%
2018 12 -8%
Cost Efficiency

Annual Operating Cost

Annual operating cost is the total cost of operating the service
for the year. Table 2-13 shows annual operating cost for FY
2015 to FY 2018. Between FY 2015 and FY 2018, operating
costs grew four percent while inflation was six percent for the
same time period2. As operating cost is based on revenue
hours, the stable delivery of revenue hours contributes to the
minimal growth in operating cost.

Table 2-13: Annual Fixed-Route Operating Cost, FY 2015 - FY

2018
Fiscal Year Operating Cost Year-Over-Year Change
2015 $819,252
2016 $872,928 %
2017 $870,975 0%
2018 $856,076 2%

Table 2-14 shows the change in annual operating cost for
paratransit service. Between FY 2015 and FY 2018, operating
costs decreased five percent. As operating costs for
paratransit service are based on the revenue hours, serving
fewer passengers will reduce the annual operating cost.

Table 2-14: Annual Paratransit Operating Cost, FY 2015 - FY 2018

Fiscal Year Operating Cost Year-Over-Year Change
2015 $68,106
2016 $80,073 18%
2017 $91,350 14%
2018 $64,752 -29%

Farebox Recovery

Farebox recovery shows how much of the annual operating
cost is recovered by farebox revenue. This measure, shown in
Table 2-15, is calculated by dividing farebox revenue by
operating cost, yielding a percentage. A higher percentage
signifies that farebox revenue is covering more of the
operating cost. While farebox recovery has historically been
low, it has increased 23 percent since FY 2015, likely due to
increased ridership.

Table 2-15: Fixed-Route Farebox Recovery, FY 2015 — FY 2018

Fiscal Year | Farebox Recovery | Year-Over-Year Change
2015 5.7%
2016 6.6% 16%
2017 6.9% 3%
2018 7.1% 3%

Table 2-16 shows the change in farebox recovery for
paratransit service. Between FY 2015 and FY 2018, farebox
recovery grew slightly, less than one percent, from 5.6 to 5.7
percent.

Table 2-16: Paratransit Farebox Recovery, FY 2015 — FY 2018

Fiscal Year | Farebox Recovery | Year-Over-Year Change
2015 5.6%
2016 4.8% -14%
2017 5.9% 24%
2018 5.7% -3%

Fare per Passenger

Fare per passenger shows how much the average passenger
is paying. This measure, shown in Table 2-17 is calculated by
dividing farebox revenue by unlinked passenger trips. The
average fare paid per passenger has decreased 10 percent
since FY 2018, likely due to the increased use of passes.

Table 2-17: Fixed-Route Fare per Passenger, FY 2015 - FY 2018

Year-Over-Year

Fare per Passenger

Fiscal Year

Change
2015 $0.61 -
2016 $0.57 -6%
2017 $0.53 -8%
2018 $0.55 3%

2 Based on the Bureau of Labor Statistics’ Consumer Price Index Inflation
Calculator.




Table 2-18 shows the change in average fare paid per
passenger for paratransit service. Between FY 2015 and FY
2018, average fare paid has increased to $2.98, close to the
$3.00 paratransit fare.

Table 2-18: Paratransit Fare per Passenger, FY 2015 - FY 2018

Year-Over-Year

Fare per Passenger

Fiscal Year

Change
2015 $2.80
2016 $2.50 -11%
2017 $2.83 13%
2018 $2.98 5%

Net cost per passenger shows how much the system pays per
passenger. This measure, shown in Table 2-19, is calculated
by subtracting farebox revenue from operating cost and
dividing by unlinked passenger trips, yielding a dollar amount.
Net cost per passenger decreased by 28 percent from FY
2015 to FY 2018. This reduction in net cost per passenger is
due to the system becoming more productive.

Table 2-19: Fixed-Route Net Cost per Passenger, FY 2015 - FY
2018

Fiscal Net Cost per
Passenger

$9.92

Year-Over-Year
Change

$7.96
$7.08
$7.12

Table 2-20 shows net cost per passenger for paratransit.
Between FY 2015 and FY 2018, net cost per passenger
increased three percent. This increase in net cost per
passenger is in spite of an increase of fare paid per passenger,
suggesting that trips are taking more revenue hours per
passenger than previous years.

Table 2-20: Paratransit Net Cost per Passenger, FY 2015 - FY
2018

Fiscal Net Cost per Year-Over-Year

Passenger Change
2015 $47.54 -
2016 $49.60 4%
2017 $44.82 -10%

2018 $48.95 9%
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2.3.2. Performance-Based Opportunities for
Improvement

Five routes did not meet existing service standards. Based on

their performance some opportunities for improvement

include:

> Blue (Purple) Route: eliminate low-performing
segments.

> Gold (Pink) Route: maximize ridership by eliminating
segments without stops, such as Portsmouth Boulevard
through Great Dismal Swamp. Realign to connect to job
hubs on Progress Road.

> Yellow Route: straighten the route to make it quick for
employees to connect to distribution centers.

>  Green and Orange Routes: add additional service
during the time period experiencing over capacity
passenger loads.

To improve the performance of the system as a whole, Suffolk
Transit can maximize ridership by making existing routes bi-
directional. Currently, all route alignments have large loops,
which can prevent riders from using the route in both directions
of their trip. Removing these loops could attract new riders who
might be deterred to use a system that doesn't give them a
way to get back from their destination intuitively.

2.4. Operating and Network Efficiency
Evaluation

2.4.1. Efficiency Evaluation

The following efficiency evaluation analyzes frequency, span,
and ridership during different time periods, recorded speeds,
reliability, and the effectiveness transit network design and
network connectivity of fixed-route services.

Suffolk Transit does not collect reliability or ridership data from
its demand response operator. This data will be proposed to
be collected.

Span and Frequency

While all routes meet the service standard of 60-minutes
headways, there is some variation in span. During weekdays,
the Pink route and Red routes do not meet the minimum span
of 6:30 a.m. to 6:30 p.m. Additionally the Blue route does not
run on weekdays. On Saturdays, the Pink route does not meet
the minimum span of 7:30 a.m. to 4:30 p.m., and the Red and
Yellow routes do not run. Table 2-21 shows the span and
frequency by route by day type for the Suffolk Transit system.
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Table 2-21: Span and Frequency by Route, FY 2019

Headway (Minutes)

Weekday Span Saturday Span

Saturday
Green 6:30 a.m. — 6:30 p.m. 7:30 a.m. —4:30 p.m. 60 60 60
Blue No Service 7:30 a.m. — 4:30 p.m. 60
Orange 6:00 a.m. — 6:30 p.m. 7:30 a.m. —4:30 p.m. 60 60 60
Pink fosgoaamm'_gjgoapmm 7:30 a.m. - 3:30 p.m. 60 60 60
Purple 6:30 a.m. — 6:30 p.m. 7:30 a.m. — 4:30 p.m. 60 60 60
Red 8:30 a.m. —2:30 p.m. No Service 60 60
Yellow 6:30 a.m. — 6:30 p.m. No Service 60 60

*Deviations from standards in red

The Blue and Gold Routes attract higher ridership in the PM
Peak than in other periods. The Yellow Route has high AM
Peak and PM Peak ridership, but low ridership midday. The
Red Route mostly operates midday with half an hour of service
during the AM Peak. Figure 2-24 shows average ridership per
revenue hour by time period for the Suffolk Transit system.

Ridership by Period

In this analysis, AM Peak is defined as 6:00 a.m. to 9:00 a.m.,
Midday is defined as 9:00 a.m. to 3:00 p.m., and PM Peak is
defined as 3:00 p.m. to 6:30 p.m. The Green and Orange
Routes consistently have high ridership in all three periods.

Figure 2-24: Average Ridership per Revenue Hour by Period, March — May 2018
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long, uninterrupted segments. The Blue, Green, and Red
Routes recorded slower speeds due to frequent stops and
service on neighborhood roads. Figure 2-25 illustrates the
average speeds for each route in miles per hour.

Recorded Speeds

Speed was calculated by finding the average runtime by day
type and dividing by the length of each route. The Gold and
Yellow Routes recorded the fasted speeds because of their
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Figure 2-25: Average Speeds, March — May 2018
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Reliability

These following charts show when each route deviates from
its schedule. In general, Suffolk Transit routes leave late,
affecting the schedule adherence of each route. This trend is
likely caused by buses waiting at the Downtown Transfer
Station for other late routes so that riders can make their
connections. Figure 2-26 through Figure 2-31 show schedule
deviation for each route by time period.

Blue Route

The Blue Route leaves close to on-time from the North Suffolk
Library during all periods but loses time on its trip to Bon
Secours Medical Center, see Figure 2-26. It regains time in
Hampton Roads Crossing and Harbour View East, but loses

time on its trip to Belleharbour Hospital. The route arrives at
the North Suffolk Library late on average during all periods.

Gold Route

The Gold Route starts late in all three periods from the
Downtown Transfer Center (Figure 2-27). It makes up one to
two minutes of time on E Washington Street towards the
Magnolia Park and Ride but becomes later on its trip on US 58
and 1-664. The route makes up time on Nansemond Parkway
from Driver to Downtown, but the route still arrives late back at
the Downtown Transfer Center. In the PM Peak, the route is
on average 15 minutes late, or six minutes late after
accounting for the late departure.

Figure 2-26: Average Schedule Deviation by Period by Timepoint for Blue Route, March — May 2018
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Figure 2-27: Average Schedule Deviation by Period by Timepoint for Gold Route, March — May 2018
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Green Route

As seen in Figure 2-28, the Green Route leaves late from the
Downtown Transfer Station during all three time periods. While
traveling north on N Main Street, the bus regains about three
minutes and even becomes early during the AM Peak period.
However, during all three periods, the bus loses time when
traveling between Obici Hospital and Kings Fork Middle
School. Through the loop to the Pruden Center and back, the
Green Route makes up some lost time and generally arrives
late to the Downtown Transfer Station.

Orange Route

The Orange Route leaves between six and ten minutes late
from the Downtown Transfer Station (Figure 2-29). While
traveling south to Dill Road and Nancy Drive, the Orange
Route gains some time, but loses it on its ways to Whitemarsh
Plaza. While traveling east on E Washington Street and
through the West Jericho neighborhood, the Orange Route
comes close to becoming on schedule. Trips during Midday
and PM Peak on average run late, while the trips during AM
Peak on average arrive on-time at the Downtown Transfer
Station.

Figure 2-28: Average Schedule Deviation by Period by Timepoint for Green Route, March — May 2018
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Figure 2-29: Average Schedule Deviation by Period by Timepoint for Orange Route, March — May 2018
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Red Route

The Red Route only operates during the midday period. On
average, the route leaves nine minutes late from the
Downtown Transfer Station, but it regains its time for most of
the route. As seen in Figure 2-30, the Red Route loses a
minute traveling southbound on N Main Street and arrives to
the Downtown Transfer Station three minutes late.

Dill & Nancy Whitemarsh Portsmouth Clarys & bth

Downtown
Transfer
Station

Plaza & Suburban

PM Peak

Yellow Route

The Yellow Route leaves late from the Downtown Transfer
Station during all three periods but regains time throughout the
route (Figure 2-31). In the AM Peak, the Yellow Route arrives
three minutes early and during midday, the Route arrives one
minute early to the Downtown Transfer Station. In the PM
Peak, the route arrives one minute late to the Downtown
Transfer Station. This suggests that the runtime is significantly
shorter than the scheduled arrivals for each stop.

Figure 2-30: Average Schedule Deviation by Period by Timepoint for Red Route, March — May 2018

18
8 15
£ 1
= 9
=
T 6
=
Q
o 3 ]
o e S
= O
@
o -3
)
-6
Downtown  Constance & Suffolk Plaza VDOT District YMCA Downtown
Transfer Main Outbound Office Transfer
Station Station
e\ Peak ==@==\idday PM Peak

2-32




(%ﬁ/f Transit - Transit Strategic Plan >> /9 2020-/7 2029

Figure 2-31: Average Schedule Deviation by Period by Timepoint for Yellow Route, March — May 2018
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Network Design and Connectivity

Suffolk Transit's network design and connectivity has
strengths and weaknesses. Routes with high ridership per
revenue hour, such as the Green and Orange routes generally
have high ridership during all time periods, suggesting that the
routes are well-designed to reach the demand for transit.
However, routes with low ridership per revenue hour, such as
the Blue and Gold routes likely do not cover the right areas or
are not direct enough to be attractive to potential riders.

While the current pulse system of each bus departing from the
Downtown Transit Center at the same time (referred to as a
“huddle” at Suffolk Transit) allows for each passenger to make
their transfer, it appears to contribute to many late departures
across all routes.

2.4.2. Efficiency-Based Opportunities for

Improvement

Suffolk Transit has opportunities to improve the reliability of its
routes. Three changes could improve reliability in different
ways. First, Suffolk Transit could change the departure times
of routes, so they do not all leave on the top of the hour from
the Downtown Transfer Station. By changing the scheduling,
buses would not need to wait for late arriving buses. Second,
Suffolk Transit could interline routes that have longer runtimes
with routes with short runtimes, such as the Gold and Yellow
Routes. Finally, Suffolk Transit could adjust the schedules of
routes that have extreme schedule deviations, such as the
Gold Route.

Additionally, to meet the service standards, the weekday
spans of the Pink and Red Routes and the Saturday span of
the Pink Route should be extended.

Holland & California Kilby Shores Wellons & Carolina & Downtown

Transfer
Station

Inbound Ashley Granby

PM Peak

2.5. Analysis of Opportunities to Collaborate
with Other Transit Providers

2.5.1.  Collaboration Analysis

The Hampton Roads Transportation Planning Organization
(HRTPO), the Metropolitan Planning Organization (MPO) for
Hampton Roads, features representatives from multiple
agencies collaborating to address issues of regional
importance. The HRTPO Board includes representation from
each of Hampton Roads Transit member jurisdictions, and
also includes representation from the Cities of Franklin,
Poquoson, Suffolk, and Williamsburg, and the Counties of
Gloucester, Isle of Wight, James City, Southampton, and York.

Relevant collaboration forums of the HRTPO include the Rail
and Public Transportation Task Force and the Transportation
Technical Advisory Committee (TTAC). The Hampton Roads
Transportation Operations subcommittee (HRTO) is a
subcommittee of TTAC dedicated to improving transportation
operations in the region. Suffolk Transit currently does not
directly participate in the HRTO.

The following regional transit service providers work
collaboratively with Suffolk Transit either directly or as a
regional partner:

> Hampton Roads Transit (HRT) provides bus, light rail,
ferry, ridesharing, and paratransit service in
Chesapeake, Hampton, Newport News, Norfolk,
Portsmouth and Virginia Beach. Two Suffolk Transit
routes connect with HRT: The Suffolk Transit Pink
Route connects with HRT Routes 44 and 967 in
Chesapeake at Portsmouth Boulevard and Capri Circle,
and the Suffolk Transit Purple Route connects with HRT



Route 47 at College Drive and Lakeview Parkway in
North Suffolk.

>  Williamsburg Area Transit Authority (WATA)
provides bus and paratransit service in Williamsburg,
James City County, and York County. WATA does not
connect with Suffolk Transit, but features regional
connections to HRT at the Williamsburg Transportation
Center and Lee Hall in Newport News.

> Virginia Regional Transit (VRT) is contracted by
Suffolk Transit to provide bus and paratransit service to
Suffolk’s core downtown service area.

2.5.2. Collaboration Based Opportunities for
Improvement

A meeting of the HRTPO and transit agencies (Suffolk Transit,
WATA and HRT) was held on May 29, 2019 to initiate further
discussion  on  opportunities  for  sharing  across
ongoing/planned efforts and to further outline methodological
approaches for future regional transit collaboration. During this
inter-agency discussion, the following was identified:

>  Potential strategies with the least barriers to
implementation.

> Initial discussions of a recurring collaboration forum
under the HRTPO.

> Aprocess to affirm documented TSP opportunities
across all agencies.

As the regional methodology for transit collaboration evolves
under the HRTPO, the progression of opportunities for Suffolk
Transit to collaboratively participate, ranging from readily
actionable to longer-term concepts, are outlined in the
following section.

The anticipated benefits to the region from collaboration-
based opportunities include many areas such as improved
access to regional trip planning to integrated payment
systems. Some opportunities are recognized as more straight-
forward while others, due to alignment of technology, assets,
or management approaches, are deemed more complex. The
opportunities presented below progress from least to greatest
complexity, based on experiences reported at agencies that
have been engaged in these types of activities, and include
the following improvement areas?:

> Joint technical committees — Leveraging the planned
new HRTPO-based collaboration forum noted above,
this will allow for the continuation of agency
collaboration discussions on a recurring basis, with a
focus on aligning service coordination, funding
advocacy, capital investments, grant writing and
procurement, and marketing.

3 Select regionally identified activities, as defined by “TCRP Report 173,
Improving Transit Integration Among Multiple Providers, Volume I:

2-34
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> Joint purchasing — Through the collaboration forum,
Suffolk Transit could work with the other regional
agencies to potentially participate in a vehicle/equipment
purchase program to leverage more favorable prices.

>  Coordinated service — Approaches may include better
alignment of schedules and operations at transfer
locations, shared provision of bus stop amenities, and
establishment of an agreed upon regional backbone of
key routes/corridors.

> Joint marketing and rider information tools —
Examples of common information tools developed jointly
include regional transit maps, transit
schedules/brochures, or a trip planning website.

> Integrated fare system — Strategies include multiple
agencies developing common fares for similar types of
services, shared transfer policies, with an ultimate goal
of using a single fare mechanism and agreement on
revenue allocation.

> Regionalization of paratransit services - Includes the
designation of a regional paratransit service operator
across jurisdictions. This could involve a regional shared
contract with oversight from a mobility manager.

The initial collaboration actions for Suffolk Transit and its
regional partners are recommended to include:

> Participation in the formal establishment of a HRTPO
joint technical committee to meet regularly and develop
specific initiatives related to the opportunities outlined
herein.

>  Subsequent steps of the joint technical committee will
proceed with action plans to further meet the
established goals and objectives, including but not
limited to:

e  Establishing information sharing in support of
joint purchasing among HRT, WATA and
Suffolk Transit.

e Coordinating on moving forward with on-
demand service in lower-demand areas, a new
service type that is being considered by Suffolk
and HRT.

e Integrated fare structures and fare payment.

e Developing a truly regional backbone transit
system on priority corridors.

Transit system coordination and collaboration can realize a
variety of benefits. Collaboration success for Suffolk Transit
will be measured by the ability to reinvest resources gained
through greater efficiency back into the system to foster
increased mobility and better access for current and potential
riders.

Transit Integration Manual”, Transportation Research Board, 2014.
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3. Planned /M/ﬁaue/ﬂe/(f@ and /%ia//f/bat/w(&

3.1 Planned Service Improvements

This section details the planned service improvements, levels
of service, and ridership estimates. Suffolk Transit proposes
changes to all existing fixed routes, the implementation of two
new fixed routes (i.e., the Blue route and the Lunch Circulator),
and the introduction of commuter and on-demand service.

3.1.1. Improvements to Fixed-Route Service

Green Route

Description of Change

Suffolk Transit intends to improve the Green route (Table 3-1)
by realigning the route into bi-directional service, preserving
the most productive segments of the route and creating new
direct connections to popular destinations. The proposed
Green route would operate between Kings Fork High School,
Downtown Transfer Station, and the Saratoga neighborhood
south of West Washington Street (Figure 3-1). Segments on
Pruden Boulevard will be served by the Red route. The
segment between Kings Fork High School and Pruden
Boulevard will be discontinued. Additionally, deviations into
the Main Street Shoppes and Western Tidewater Community
Service Board will discontinued.

Key destinations include:

Kings Fork High School and Community Center
Social Security Office

Sentara Obici Hospital

Aldi

Wal-Mart

Saratoga neighborhood

Downtown Transfer Station

V V. V V V V V

Justification

This realignment addresses Goals 1 and 3 as it will increase
reliability, better meet the needs of riders, and maximize the
existing route. The Green route is one of the best performing
Suffolk Transit routes; the proposed alignment changes will
maximize the route by removing low-performing segments and
reducing deviations into shopping center parking lots.

In Section 2.3.2 Performance-Based Opportunities for
Improvement, the addition of more frequent service on the
Green route was identified as a way to reduce over-capacity
trips. The alignment, coupled with the realignment of the Red
route, will create an effective 30-minute headway on its high-
ridership segments.

Table 3-1: Green Route Proposed Level of Service

Day Type

Weekday
Saturday

Span of Service

6:30 a.m. — 6:30 p.m.
7:30 a.m. - 4:30 p.m.

Frequency (Minutes)

60

Red Route

Description of Change

Suffolk Transit intends to improve the Red route (Table 3-2)
by offering bi-directional service through the downtown area
and by extending the route to Pruden Center (currently part
of the Green route), see Figure 3-2, while also adding
extended hours on weekdays and Saturdays. The segments
of the existing Red route that operate in the Azalea Acres
neighborhood will now be served by the Yellow route and
segments on East Constance Avenue will be served by the
Pink Route.

Key destinations include:

> Pruden Center

> Lakeview Medical Center
> Kroger

> Downtown Transfer Station
Justification

This re-alignment addresses Goals 1 and 3 as it will increase
reliability, better meet the needs of riders, and maximize the
existing route. The addition of hours meets the service
standard of 6:30 a.m. to 6:30 p.m. on weekdays and 7:30
a.m. to 4:30 p.m. on Saturdays.

Table 3-2: Red Route Proposed Level of Service

Day Type Span of Service Frequency (Minutes)
Weekday 6:30 a.m. — 6:30 p.m. 60
Saturday 7:30 a.m. — 4:30 p.m. 60




Figure 3-1: Green Route Proposed Alignment
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Figure 3-2: Red Route Proposed Alignment

Pruden
Center

Draft Recommendations

essmmme Existing Segment

x)\?’\gog

QT\\%

Lakeview
Medical

Cent
e New Segment RNEEL ~ -
Magnolia
Transferred Segment Park and
Suffolk Ride
Points of Interest Plaza ®)
Civic Building

- Education Facility
+ . aps
N Medical Facility “ceg‘d-
P) Park and Ride Location . 00“5\8

W Downtown
= Retail Center Transfer
!WW I Station
& Transit Center .58 3 ashihgton St 4 "Ningy Ave

7 13
m N
0 0.5 e SN ~
I Miles S & o "
o S
o) Q)@




Orange Route

Description of Change

Suffolk Transit intends to improve the Orange route (Table
3-3) by splitting the existing route into two new routes: the
Orange route and the Blue route. The current Orange route
loops through multiple neighborhoods and crosses over the
railroad tracks nine times. Splitting the Orange route into two
will make riders’ trips more direct.

The proposed new Orange Route will continue to serve the
Downtown Transfer Station, the West Jericho neighborhood,
the Food Lion on Portsmouth Boulevard, and Magnolia
Gardens. On the western portion of the proposed Orange
Route, the service will operate southbound via Factory Street
and northbound via Carolina Road (Figure 3-3). The proposed
Blue route is similar in construction to the proposed Orange,
but the Blue route will serve the neighborhoods south of East
Washington Street and will operate southbound via Carolina
Road and northbound via Culloden Road.
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Key destinations include:

Obici Industrial Park

Suffolk Social Services Office
West Jericho neighborhood
Magnolia Gardens Apartments
Food Lion

Downtown Transfer Station

V V. V V V V

Justification

Splitting the existing Orange Route into two new services
addresses Goals 1, 2, and 3 as it will better meet the needs of
riders and adhere to the load factor of 1.25. The Orange route
has the highest ridership of all Suffolk Transit routes. By
adding a new route that compliments the Orange route, this
proposal maximizes the available service by reducing the
number of overcrowded trips.

In Section 2.3.2 Performance-Based Opportunities for
Improvement, the addition of more frequent service on the
Orange route was identified as a way to reduce over-capacity
trips. The alignment, coupled with the introduction of the new
Blue route, will create an effective 30-minute headway on its
high-ridership segments.

Table 3-3: Orange Route Proposed Level of Service

Day Type Span of Service Frequency (Minutes)
Weekday 6:00 a.m. — 6:30 p.m. 60
Saturday 7:30 a.m. — 4:30 p.m. 60

Blue Route

Description of Change

Suffolk Transit's current Blue (Table 3-4) route runs only on
Saturdays and serves similar destinations served by the
existing Red and Yellow route. Suffolk Transit proposes the
creation of a new Blue route by splitting the existing Orange
route into two services that will operate with schedules that
meets the Suffolk Transit service standards. The new Blue
route will be similar to the realigned Orange route but will
instead serve the neighborhoods south of East Washington
Street (Figure 3-4). Where the proposed Orange route will
provide northbound service via Carolina Road and
southbound service via Factory Street, the Blue route will
serve Carolina Road southbound and Culloden Street
northbound.

Key destinations include:

> Suffolk Social Services Office

>  Blythewood Lane/Truman Road neighborhood
> Food Lion

> Downtown Transfer Station

Justification

This re-alignment addresses Goals 1, 2, and 3 as the new
route will better meet the needs of riders and reduce
overcrowded trips on the Orange route.

Table 3-4: Blue Route Proposed Level of Service

Day Type Span of Service Frequency (Minutes)
Weekday 6:00 a.m. — 6:30 p.m. 60
Saturday 7:30 a.m. — 4:30 p.m. 60




{

>

W Transit - Transit Stategic Pl >> /7 2020~/ 2029

Figure 3-3: Orange Route Proposed Alignment
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Figure 3-4: Blue Route Proposed Alignment
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Yellow Route

Description of Change

Suffolk Transit intends to improve the Yellow Route (Table
3-5) by creating a more direct route that will promote faster
system-wide connections between the CenterPoint Industrial
Park area, the Food Lion on Holland Road and the Downtown
Transfer Station area. By making the Yellow Route more
direct, riders who connect to the distribution centers off
Holland Road will have a faster trip to the Downtown Transfer
Station. The new Yellow Route (Figure 3-5) will serve a short
segment on North Broad Street and West Constance Road
that is currently served by the Red Route. The Green route will
now provide service in the neighborhood south of West
Washington Street, which is part of the existing Yellow route.

Key destinations include:

Paul D. Camp Community College
Ace Distribution Center

Target Distribution Center

Food Lion

Lipton Plant

Downtown Transfer Station

V V.V V V V

Justification

As per the modified service standards, the Yellow route was
initially reviewed because productivity fell below the FY 2018
average of 8.1 passenger trips per revenue hour. In addition,
the route was reviewed because operating costs exceeded the
FY 2018 average of $7.12 net cost per passenger trip.

This re-alignment addresses Goals 1 and 3 as it will increase
reliability, better meet the needs of riders, and maximize the
existing route. In Section 2.3.2 Performance-Based
Opportunities for Improvement, making the route more
direct was identified as a possible strategy for improving
ridership on the route. Additionally, in Section 2.4.2
Efficiency-Based Opportunities for Improvement, the
Yellow route was identified as a candidate for interlining 4 with
a route with a longer runtime. Suffolk Transit plans to interline
the realigned Yellow route with the realigned Pink route.

Table 3-5: Yellow Route Proposed Level of Service

Day Type Span of Service Frequency (Minutes)
Weekday 6:30 a.m. — 6:30 p.m. 60
Saturday 7:30 a.m. — 4:30 p.m. 60

4 Interlining is the term used for scheduling a vehicle to operate from one
route to another during a service day. The interlining of two routes with non-
optimal cycle times at a common location can create overall compatible
cycle times for the route pair, reducing operating costs and the need for

additional vehicles. (TCRP. (1998). Report 30: Transit Scheduling: Basic and
Advanced Manuals, http:/onlinepubs.trb.org/onlinepubs/tcrp/tcrp_rpt 30-
a.pdf).



http://onlinepubs.trb.org/onlinepubs/tcrp/tcrp_rpt_30-a.pdf
http://onlinepubs.trb.org/onlinepubs/tcrp/tcrp_rpt_30-a.pdf
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Figure 3-5: Yellow Route Proposed Alignment
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Pink Route

Description of Change

Suffolk Transit intends to improve the Pink route (Table 3-6)
by making the route more direct and by offering bi-directional
service across the entire proposed alignment. The current
Pink Route operates on Portsmouth Boulevard without
stopping. By running the route on Nansemond Parkway,
Progress Road, and Wilroy Road instead of Portsmouth
Boulevard, riders will have service in both directions and have
closer connections to job centers. Additionally, the HRT
Transfer Station in Chesapeake will now be served in both
directions, helping riders from both Downtown and Northern
Suffolk connect to HRT routes and the region. This new route
alignment (Figure 3-6) will result in a runtime that exceeds the
hourly headway, which will be addressed by interlining with the
Yellow Route.

Suffolk Transit will expand the weekday span of service from
6:30 a.m. to 5:30 p.m.

Key destinations include:

North Suffolk Library

Chesapeake Square Transfer Station
Distribution Centers on Progress Road
Downtown Transfer Station

V V V V

Justification

Suffolk Transit will add an hour of service on weekdays,
making the span of service 6:30 a.m. to 5:30 p.m. The reason
for ending earlier than the service standards is because of the
Pink route’s function as a connector route.

The Pink route was reviewed because productivity fell below
the FY 2018 average of 8.1 passenger trips per revenue hour.
In addition, the route was reviewed because operating costs
exceeded the FY 2018 average of $7.12 net cost per
passenger trip.

This re-alignment and addition of hours addresses Goals 1
and 3 as it will better meet the needs of riders and maximize
the existing route. In Section 2.3.2 Performance-Based
Opportunities for Improvement, eliminating segments
without stops was identified as a possible strategy for
improving the route’s productivity.

Interlining the Pink Route with the Yellow Route will not only
reduce the need to increase operating costs and add an
additional vehicle on the Pink Route, but will also provide a
direct connection between the CenterPoint Industrial Park and
North Suffolk.

Table 3-6: Pink Route Proposed Level of Service

Day Type Span of Service Frequency (Minutes)
Weekday 6:30 a.m. — 5:30 p.m. 60
Saturday 7:30 a.m. — 3:30 p.m. 60
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Purple Route

Description of Change

Suffolk Transit intends to improve the Purple route (Table 3-7)
by removing unproductive segments and making the route
more direct. Currently, the Purple Route loops around Walmart
using Hampton Roads Parkway and then travels north along
Harbour View Boulevard. By eliminating Hampton Roads
Parkway, the Purple Route (Figure 3-7) will instead operate
through the retail area in both directions, connecting residents
in North Suffolk to grocery stores and shopping.

Key destinations include:

North Suffolk Library

Sentara BelleHarbour Hospital
Harbourview Shopping Center
Wal-Mart

Kroger

Pughsville neighborhood

V V.V V V V

Justification

The Purple route was reviewed because productivity fell below
the FY 2018 average of 8.1 passenger trips per revenue hour.
In addition, the route was reviewed because operating costs
exceeded the FY 2018 average of $7.12 net cost per
passenger trip.

This re-alignment addresses Goals 1 and 3 as it will better
meet the needs of riders and maximize the existing route. In
Section 2.3.2 Performance-Based Opportunities for
Improvement, eliminating low-performing segments was
identified as a possible strategy for improving ridership on the
route.

Table 3-7: Purple Route Proposed Level of Service

Day Type

Weekday
Saturday

Span of Service

6:30 a.m. — 6:30 p.m.
7:30 a.m. —4:30 p.m. 60

Frequency (Minutes)
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Figure 3-7: Purple Route Proposed Alignment
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3.1.2. New Fixed-Route Service

North Suffolk Lunch Circulator

Description of Change

The North Suffolk Lunch Circulator (Table 3-8) will connect
workers along Harbour View Boulevard and College Drive to
several lunch destinations (Figure 3-8) during a limited
midday span between 11:30 a.m. to 2:00 p.m. This service
would be provided on these corridors instead of providing this
service as part of the Purple Route service, and frequency
would be increased to 30 minutes. By transferring these
segments to the Lunch Circulator, the Purple Route will be
more direct for North Suffolk residents and more productive
overall.

In the future, due to proposed economic development along
the route, increased hours of service should be considered.

Key destinations include:

Department of Defense Complex

Harbour View East (Wal-Mart)

Employment at College Drive & Armstead Road
Harbour View Marketplace (Buffalo Wild Wings)
Bon Secours Health Center

Kroger Shopping Area

V V.V V V V

Justification

This new route would help Suffolk Transit meet Goal 2 by
promoting the image of transit services and increasing the
quality of service. In Section 2.2.2 Transit Demand and
Underserved Area Opportunities for Improvement, the
level of service gaps analysis showed that this area could
support midday service. In Section 2.3.2 Performance-
Based Opportunities for Improvement, eliminating low-
performing segments was identified as a possible strategy for
improving ridership on the route.

Table 3-8: Lunch Circulator Proposed Level of Service

Day Type Span of Service Frequency (Minutes)
Weekday 11:30 a.m. — 2:00 p.m. 30
Windsor Commuter Route Justification

Description of Change

As part of its planned service expansions, Suffolk Transit
proposes starting a commuter route to the Town of Windsor,
located in Isle of Wight County (Figure 3-9). Specific details
about operations or fares have not been decided and would
be subject to negotiations with a contractor. Additionally,
collaboration with the Town of Windsor would be needed, as
well as coordination for a designated park-and-ride spot. The
Food Lion grocery store on Windsor Boulevard is both
centrally located and has adequate parking, but Suffolk Transit
has not conferred with store management.

Key destinations include:

Twin Ponds Mobile Home Community
Windsor Manor Park

Food Lion on Windsor Boulevard
Godwin Park and Ride

Walmart on N Main Street

Downtown Transfer Station

V V. V V V V

This introduction of service would meet Goal 1 as it would
meet the needs of the surrounding areas of Suffolk. Workers
would have increased opportunities to jobs by having reliable
transit access. Commuter service would also meet Objective
4.1 by increasing regional transit connectivity outside of
Suffolk. In Section 2.2.2 Transit Demand and Underserved
Area Opportunities for Improvement, the existing travel
flows for home-based work trips showed 150 trips from
Windsor to Downtown Suffolk. Based on this quantity of trips,
Suffolk Transit would provide one morning trip from Windsor
to Downtown Suffolk and one PM trip from Downtown Suffolk
to Windsor.
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Figure 3-8: Lunch Circulator Proposed Alignment
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Figure 3-9: Proposed Windsor Commuter Route Alignment
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3.1.3. Introduction of On-Demand Service

On-Demand Service

Description of Change

Based on the Transit-Oriented Populations Propensity Index
and the Transit Potential, three areas in Suffolk could support
on-demand transit service: Chuckatuck, Holland, and
Whaleyville.

Residents who live within the zones defined by Suffolk Transit
could call or use an app to request a ride, likely one business
day in advance. Riders would be able to be dropped off within
the same zone or at the Downtown Transfer Station or Godwin
Park-and-Ride lot, where they could use the fixed-routes to
connect to their ultimate destinations. On-demand service
would operate as a curb-to-curb service.

On-demand service would be offered during weekdays within
the midday service period (for example, 10:00 a.m. to 3:00
p.m.). ltis likely that service would be available for each zone
one or two times per week. For example, Holland may be
available Monday and Wednesday, Chuckatuck available
Tuesday, and Whaleyville available Thursday. Specific details
about operations or fares have not been decided and would
be subject to negotiations with a contractor.
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Crittenden and Eclipse have densities to support on-demand
transit service but has low levels of transit-oriented
populations. Other areas to be considered include the Village
of Driver (Nansemond Parkway & Kings Highway) and the
developed area along Bennetts Pasture Road to Route 17.
These areas could be included if a pilot proves successful.

Figure 3-10, Figure 3-11, and Figure 3-12 show the proposed
zones for on-demand service in Chuckatuck, Holland, and
Whaleyville.

Justification

The introduction of on-demand service would support Goal 1
by meeting the needs of Suffolk residents that live outside of
the current fixed-route service area. It would also support Goal
3 by connecting more riders to the existing fixed-route system.
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Figure 3-10: Proposed On-Demand Zone in Chuckatuck
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Figure 3-11: Proposed On-Demand Zone for Holland
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Figure 3-12: Proposed On-Demand Zone for Whaleyville
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3.1.4. Ridership Estimations

Fixed-Route Service

Ridership estimates for fixed-route service are shown in Table
3-9 and Table 3-10. Estimates were calculated using the
existing average daily ridership by service day for each stop.

The methodology for estimating ridership is as follows:

> If astop was eliminated from the system, the existing
ridership was subtracted from the route.

> If astop was transferred to another route, the existing
ridership was assigned to the new route.

> Ifastop had an increase in span, the existing ridership
was increased using an elasticity.
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> Ifastop had an increase in frequency, the existing
ridership was increased using an elasticity.

> Ifaroute had a new segment, the length of the segment
was multiplied by the route’s average ridership per mile.

> Ifan existing segment had new bi-directional service,
the one-way length of the segment was multiplied by the
route’s average ridership per mile.

The ridership estimation for the North Suffolk Lunch Circulator
is a conservative estimate based on the Purple route’s
average ridership per mile. It is likely that, with enhanced
marketing, the Lunch Circulator will attract different riders than
those that currently ride the Purple route.

Table 3-9: Weekday Fixed-Route Ridership Estimates

Existing Daily Ridership

Green 122

Red 35
Yellow 77

Orange 149
Blue 0

Pink 56
Purple 31
Lunch Circulator 0

Total 470

Projected Daily Ridership Percent Change
210 72%
86 146%
57 -26%
159 %
165
105 88%
38 23%
10 -
830 7%

Table 3-10: Saturday Fixed-Route Ridership Estimates

Existing Daily Ridership

Green 69
Red
Yellow
Orange 76
Blue (old) 30
Blue (new, paired with Orange) 0
Pink 26
Purple 19
Total 220

Projected Daily Ridership Percent Change

100 45%
28

23

75 -1%

0 -100%

83

51 96%
23 21%
383 74%
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Commuter Service

Based on the HRTPO model, 150 daily home-based work trips
are made from Windsor to Suffolk. Using the regional mode
share of 1.8 percent, it is likely that about three people, or six
trips, would be made daily using the Windsor-to-Suffolk
commuter service. This is a conservative estimate and could
increase based on the commuter route’s connection to transit-
oriented populations and direct connections to jobs centers
like Walmart.

On-Demand Service

Using a population-based model from the National Center for
Transit Research, > Suffolk Transit could expect an average of
13 daily trips taken on its on-demand service if operated four
days a week and charged $3.00 a trip, the current paratransit
fare. Based on the model, the ridership estimate would
decrease if the fare increased.

The National Center for Transit Research found that the
biggest contributor to ridership was lacking access to a car. If
the population without a car increases by one percent,
ridership increases by 21 percent. According to the 2015
American Community Survey, the Holland on-demand zone
has 59 households without a car, the Whaleyville on-demand
zone has 34, and the Chuckatuck on-demand zone has 24.
Additionally, the percentage of population aged 65 and older
also impacted ridership. If the senior population increases by
one percent, ridership increases by eight percent. According
to the 2015 American Community Survey, the Holland on-
demand zone's population is 62 percent seniors, the
Whaleyville on-demand zone is 56 percent seniors, and the
Chuckatuck on-demand zone is 23 percent seniors. Overall,
residents of Holland are more likely to ride Suffolk Transit's on-
demand service.

3.2, Prioritization of Planned Service

Improvements

This section explains the phase each service improvement will
be implemented, as well as the operating and capital costs
associated with each phase.

3.2.1.  Phasing of Service Improvements

The phasing of service improvements was first determined
using a ranking method. Each change was ranked based on
the change in ridership, projected cost per rider, and the
results of the public survey asking about level of support. The
changes with the highest rankings were splitting the Orange
route into two bidirectional routes; realigning the Pink route
and adding hours of service; and realigning the Green route to
bidirectionally serve Godwin Boulevard/N Main Street. Table
3-11 shows each service improvement by its service day,
phase, and implementation year.

Then, high-ranking changes were paired with necessary
changes for ease in implementation. Green and Red were
paired as their changes work together, and Pink and Yellow
were paired because they are proposed to be interlined.

Finally, operating and capital costs were considered. While no-
cost or low-cost changes are easy to make in the short-term,
higher cost changes like adding new routes were phased later.
The exception was realigning the Orange into two bidirectional
routes as the ridership impact is expected to be strongly
positive.

Figure 3-13 to Figure 3-20 show the system as it changes
through each implementation year.

Table 3-11: Service Improvements by Service Day, Phase, and Implementation Year

Service Improvement Service Day Phase Implementation Year
Realign Green and Pink Weekday and Saturday Short-term 2021
Realign Yellow, replacing Blue on Saturdays Weekday and Saturday Short-term 2021
Realign Red Weekday Short-term 2021
Increase operating hours on Pink Weekday Short-term 2021
Realign Orange to Orange and Blue Weekday and Saturday Mid-term 2024
Increase operating hours on Red Weekday Mid-term 2024
Introduce Red route on Saturday Saturday Mid-term 2026
Realign Purple to Purple and Lunch Circulator Weekday and Saturday Mid-term 2026
Introduce on-demand service Weekday Mid-term / Long-term 2028
Introduce commuter service Weekday Mid-term / Long-term 2028

5 Jeremy Mattson, “Estimating Ridership of Rural Demand-Response Transit
Services for the General Public,” National Center for Transit Research,
August 2016.
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Figure 3-13: Weekday System Map (2021)
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Figure 3-14: Saturday System Map (2021)
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Figure 3-15: Weekday System Map (2024)
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Figure 3-16: Saturday System Map (2024)
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Figure 3-17: Weekday System Map (2026)
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Figure 3-18: Saturday System Map (2026)
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Figure 3-19: Weekday System Map (2028)
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Figure 3-20: Saturday System Map (2028)

Points of Interest

Civic Building

Medical Facility

Park and Ride
Location

Retail Center

Oni@+ep

Transit Center

o
[N
IS

Education Facility

Saturday System Map (2028)

Fixed-Route

Blue

Green

Lunch Circulator
w— Orange
=== Pink
— Purple
e Red
Yellow

Commuter Route

/7 on-Demand Zones

8 12 0

Miles

=
Downtown Suffolk

Northem Suffolk




3.2.2.  Operating and Capital Cost Estimates

Operating Cost Estimates

Table 3-12 shows estimated daily operating costs for weekday
and Saturday service. Revenue hours are estimated using run
times and multiplying by the number of trips. On-demand
revenue hours are an estimate based on average trip time to
Holland, Chuckatuck, and Whaleyville multiplied by the
estimated number of trips. Operating cost estimates are
determined by using the current cost per revenue hour of
$61.23.

Table 3-12: Estimated Daily Operating Costs (2019 Dollars)

Route Weekday Weekqay Saturday Saturd.ay
Revenue | Operating | Revenue | Operating

Blue 125 $787.50 9 $567.00
Green 12 $756.00 9 $567.00
Lunch 5 $315.00 0 $0.00
On- 9 $567.00 0 $0.00
Demand
Orange 12,5 $787.50 9 $567.00
Pink 11 $693.00 8 $504.00
Purple 12 $756.00 9 $567.00
Red 12 $756.00 9 $567.00
] 4 $252.00 0 $0.00
Commuter
Yellow 12 $756.00 9 $567.00
Total 102 $6,426.00 63 $3,906.00

Capital Cost Estimates

Table 3-13 shows estimated vehicle needs and capital costs
associated with the service changes. Capital costs are
estimated based on the book value of the most recent model
of each vehicle type.

Table 3-13: Estimated Capital Costs (2019 Dollars)
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3.3. Service Development

This section shows the planned levels of service for each
implementation year and discusses policies and issues that
may affect the existing or planned Suffolk Transit system.

3.3.1. Planned Levels of Service

Based on the phasing in Section 3.2.1, Table 3-14 through
Table 3-17 show the daily revenue hours and miles for each
year of implementation.

Table 3-14: Daily Revenue Hours and Miles in 2021

Weekday | Weekday | Saturday | Saturday

Revenue Revenue | Revenue | Revenue
Green 12 184 9 138
Orange 125 206 9 149
Pink 11 459 8 334
Purple 12 223 9 167
Red 8 140 0 0
Yellow 12 164 9 123
Total 67.5 1,376 44 910

Table 3-15: Daily Revenue Hours and Miles in 2024

Weekday | Weekday | Saturday | Saturday
Revenue Revenue Revenue Revenue
Hours Miles Hours Miles
Blue 125 204 9 147
Green 12 184 9 138
Orange 125 191 9 137
Pink 11 459 8 334
Purple 12 223 9 167
Red 12 211 0 0
Yellow 12 164 9 123
Total 84 1,635 53 1,046

Table 3-16: Daily Revenue Hours and Miles in 2026

Route Nev,ill g/e%hsicle Capital Costs
Orange/Blue 1 bus $109,000
On-Demand 2 van $81,000
Purple 1 bus $109,000
Windsor Commuter 1van $81,000
Total 4 vehicles $300,000

Facility Improvements

Suffolk Transit expects to build a city-owned transit operations
facility to replace existing facilities. Additional information
about the phasing and costs of this facility is in Chapter 4:
Implementation Plan.

3-30

Saturda
\év:\?g:jg W&?:;dsay giwg SZ Rev_enuz,l/
Hours Hours Miles

Blue 125 204 9 147
Green 12 184 9 138
Lunch 5 16 0 0
Orange 125 191 9 137
Pink 11 459 8 334
Purple 12 284 9 213
Red 12 211 9 158
Yellow 12 164 9 123
Total 89 1,712 62 1,250
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Table 3-17: Daily Revenue Hours and Miles in 2028

Weekday | Weekday | Saturday | Saturday
Revenue | Revenue | Revenue | Revenue
Hours VHES Hours Miles

Route
Blue 12,5 204 9 147
Green 12 184 9 138
Lunch 5 16 0 0
On-
Demand® 9 286 0 0
Orange 125 191 9 137
Pink 11 459 8 334
Purple 12 284 9 213
Red 12 211 9 158
Windsor 4 51 0 0
Commuter
Yellow 12 164 9 123
Total 102 2,049 62 1,250
3.3.2.  Planned Service Changes and Title VI

During each implementation year, Suffolk Transit will be
required to complete a service equity analysis as part of its
Title VI program. Suffolk Transit will consult its Major Service
Changes policy and Disparate Impact/Disproportionate
Burden thresholds to determine if any changes must be
mitigated.

The Red route has multiple proposed changes that may affect
the service equity analyses. After the Green route alignment,
the Pruden Boulevard segment is proposed to be temporarily
discontinued on Saturdays in 2021. By introducing the Red
route on Saturdays, the Pruden Boulevard segment would be
re-introduced in 2026. The Red route would also receive
additional service hours on weekday in 2024.

Other proposed changes that may have an effect on the
service equity analyses include the introduction of more
service hours on the Pink route (2021), the introduction of the
Blue route on Weekdays (2024), the elimination of the Harbour
View Boulevard segment on Saturdays (2026), the increase in
frequency on the Harbour View Boulevard segment on
Weekdays (2026), and the introduction of commuter service
(2028).

This list is not meant to be exhaustive; Suffolk Transit will
complete a full-service equity analysis before each major
service change is implemented.

& On-Demand revenue hours and miles are estimates based on average trip
time and mileage to Holland, Chuckatuck, and Whaleyville.

3.3.3.  Current or Anticipated Issues Affecting
Operations
King’s Highway Bridge

Separate from this Transit Strategic Plan effort, the City of
Suffolk hopes to restore King's Highway Bridge. The bridge
previously connected Chuckatuck and Driver over the
Nansemond River but was closed in 2005 and demolished in
2007. A detour has been in place since the closing of the
bridge which limits efficient transit connections. If the City of
Suffolk were to receive funding to restore the bridge, Suffolk
Transit should perform a study to review possible fixed-route
connections between the Godwin Park and Ride, Chuckatuck,
Driver, and North Suffolk. If the study deems fixed-route
service as feasible, either a realigned existing Suffolk Transit
service or a new fixed-route could replace the on-demand
zone in Chuckatuck to create more efficient connections
throughout the area.

Besides the King's Highway Bridge project, there are no
policy, planning, funding, or operating issues that may affect
the operations of the existing or planned transit system.

3.3.4.  Current Project Schedules

Suffolk Transit has capital funding for an operations facility, but
there is currently no anticipated project start date set for the
construction of the facility, nor for the move-in and use of this
facility. This facility will be mostly for administrative use and
bus storage and may include limited maintenance facilities for
minor repairs.

3.3.5.  Transportation Network Company (TNC)

Policy
Currently, the City of Suffolk and Suffolk Transit do not have a
Transportation Network Company (TNC) policy to regulate the
use of rideshare companies like Uber, Lyft, or Via. Before
implementing the on-demand service in 2028, it is
recommended that the City of Suffolk create a guiding policy
for TNC's in the area, especially if a TNC is contracted to.
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This chapter quantifies the capital improvements necessary
for implementing the service improvements identified in
Chapter 3. All elements of this chapter form the basis for a
capital improvement program (CIP) to guide Suffolk Transit
throughout a ten-year planning horizon. Primary capital
components include the fleet (replacements, ongoing
maintenance, and expansion) and facilities (stations, and
operation/maintenance facilities). Essential maintenance,
rehabilitation, and state of good repair projects are
emphasized to inform Suffolk Transit's ongoing transit asset
management program. Funding for project costs will be
identified from federal, state, and local sources.

41 Asset Management

41.1 Rolling Stock Utilization

This section presents the vehicle replacement and
expansion needs to provide envisioned services throughout
this TSP period. Included in this section are the implications
of realignment of service routes, introduction of on-demand
service, opening of new fixed-route services, vehicle life-

cycle maintenance to the overall utilization of the fleet during
the implementation of new services outlined in Chapter 3.

Fleet Inventory

Suffolk Transit has a total fleet of 13 vehicles. There are 11
light duty buses that provide fixed-route service, and there
are two minivans that provide paratransit service. There are
no support vehicles in the fleet. Among the 11 light duty
buses in the fleet, two buses are currently inactive. One bus
is in the process to be auctioned, and the other one was
placed in the emergency contingency fleet.”

As of July 2019, the default Useful Life Benchmark (ULB)
service years for the light duty buses and minivans are
specified as four and eight years, respectively, by the
Federal Transit Administration (FTA).8 DRPT's requirement
on the ULB for vehicle types are concurrent with the FTA’s
requirements.

All vehicle information for Suffolk Transit's fixed-route and
paratransit vehicles is provided in Table 4-1. Vehicle
replacement and retirement analysis in the subsequent
sections will begin starting with FY 2020.

Table 4-1: Suffolk Transit Fleet Inventory, FY 2019

Make/Model Numper g Inventory Number sz
Vehicles
2012 CMD Chevrolet Express <30 19 4 1 7268° Fixed-route
2013 | FRD Ford Challenger <30 19 4 4 ;g;? 7279, 7280%%, | pied route
2015 FRD Ford Challenger <30 19 4 2 7282, 7283 Fixed-route
2016 FRD Ford Challenger <30 19 4 1 7284 Fixed-route
2017 FRD Ford Challenger <30 19 4 1 7285 Fixed-route
2019 STR-ALLSTAR <30 19 4 2 7288, 7289 Fixed-route
2018 BRA-Minivan Minivan 8 8 2 7286, 7287 Paratransit
Total Fleet (In service) 13

Vehicle Replacement

From FY 2020 to FY 2029, Suffolk Transit's baseline fleet
requirements would entail retiring a total of 31 vehicles and
replacing 29 vehicles. As mentioned in the previous section,
two vehicles of the current fleet were already inactive. The
spare ratio will decrease from 57.1 percent in FY 2019 to
28.6 percent in FY 2020, this reduction won't affect normal

7 Vehicles that will not be activated into service unless there are absolutely
no spare vehicles to run the service.
8https://www.transit.dot.gov/sites/fta.dot.gov/files/docs/FTA%20TAM%20U
LB%20Cheat%20Sheet%202016-10-26.pdf

transit service. Table 4-2 provides a detailed replacement
schedule for the existing fleet.

Vehicle Expansion

For Suffolk Transit to operate services based on the
recommended improvements identified in Section 3.1:
Planned Service Improvements, the current fleet would
need to expand. To realize the realignment of the Orange
and Purple lines, introduction of on-demand service and

9 Vehicle is currently inactive and to be auctioned.
10 Vehicle is currently inactive and placed in the emergency contingency
fleet.


https://www.transit.dot.gov/sites/fta.dot.gov/files/docs/FTA%20TAM%20ULB%20Cheat%20Sheet%202016-10-26.pdf
https://www.transit.dot.gov/sites/fta.dot.gov/files/docs/FTA%20TAM%20ULB%20Cheat%20Sheet%202016-10-26.pdf

commuter service, Suffolk Transit needs to add two
additional light duty buses, three vans, and one SUV as
support vehicle to its fleet. In order to space procurements
across the years, some vehicles will exceed their ULB by
one or two year.

The timing and implementation of service recommendations
that increase Vehicle of Maximum Service (VOMS) are as
follows:

> FY 2021: Support Vehicle — Addition of a support
vehicle (one additional vehicle - SUV)

> FY 2024: Orange Route — Realignment into two routes
(one additional vehicle - bus)

> FY 2026: Purple Route — Realignment and adding
Lunch Circulator (one additional vehicle - bus)

> FY 2028: Introduction of On-demand and Commuter
Service (three additional vehicles - vans1t)
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From FY 2020 to FY 2029, Suffolk Transit's fleet expansion
would require six additional vehicles over baseline. Because
of the fleet expansion and increase in VOMS, the spare ratio
drops steadily from 28.6 percent in FY 2020 to 22.2 percent
in FY 2029 for light duty buses, slightly above the 20 percent
recommendation by the FTA. The expansion and
replacement vehicle schedule and analysis are presented in
Table 4-2. The costs of the expansion vehicle acquisitions
and baseline replacement program for the existing fleet is
presented in Table 4-3.

Table 4-2: Suffolk Transit Vehicle Replacement and Expansion Schedule, FY 2020 - FY 2029

Fiscal Year
Carryover 13 11 12 12 12 13 13 14 15 16
Retire 2 1 2 4 3 2 5 3
Replacement 4 2 1 2 4 3 2
Expansion 12 1 1 1
Total Fixed-route Fleet 9 9 9 9 10 10 11 11 14 14
Total Paratransit Fleet 2 2 2 2 2 2 2 2 2
Total Support Fleet 1 1 1 1 1 1 1 1 1
Vehicles Operated in Maximum 7 7 7 7 8 8 9 9 11 11
Light Duty Buses 28.6% | 28.6% | 28.6% | 28.6% | 25.0% | 25.0% | 22.2% | 222% | 22.2% | 22.2%
Van 50.0% | 50.0%

1 |ncludes a spare van

12“Expansion” vehicles in this table refers to the number of vehicles added

to the fleet for the first time. The subsequent replacements of these
vehicles are incorporated into the “Replacement” line.
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Table 4-3: Suffolk Transit Fleet Vehicle Replacement and Expansion Annual Cost, FY 2020 — FY 2029

Fiscal Year

Vehicle Type

Ford Challenger /
Starcraft-ALLSTAR 4 2 ! 2 5 2 2 2 5 2
CurbSmart Van - - - - - - - - 3 -
Braun-Minivan - - - - - - 2 - - -
Support Vehicle SUV - 1 - - - 1 - - - 1
Total Vehicles 4 3 1 2 5 3 4 2 8 3
Total Cost $453 $273 $123 $255 $663 $319 $402 $298 $1,121 $373
Replacement and Expansion Comparisons Figure 4-2 represents the net effect on the total Suffolk
This section contrasts replacement and expansion Transit fleet size over the same ten-year period. Figure 4-3
acquisition requirements. Figure 4-1 represents the total represents the expenditures over the entire ten-year
annual vehicles acquired for the ten-year period from FY duration for both the replacement and expansion programs.

2020 to FY 2029 for both replacement and expansion plans.

Figure 4-1: Annual Vehicle Procurement, FY 2020 -FY 2029
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Figure 4-2: Total Fleet Size, FY 2020 — FY 2029
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4.2 Capital Implementation Plan

4.2.1  Major Operations Facilities

Suffolk Transit is expecting to build a transit operations
facility through a phased approach. The new facility includes
office space, a heated garage, and a large storage space of
approximately 2,000 square feet. The operations facility is
outside fenced and gated and allows for safe parking and
storage of 20 large vehicles. Suffolk Transit will not be able
to conduct maintenance operations in this facility. Suffolk
Transit expects the newly proposed fleet facility to consider
providing the transit services with the possibility of
conducting maintenance operations. Suffolk Transit is at the

beginning stage of the design of the building, and a selected
location is not yet decided. Funding for a site feasibility study
was granted in FY 2019, the funding in FY 2020 will cover
the design and engineering of the new facility, and
construction is slated to begin in FY 2025 and is expected to
be completed by FY 2027 (Table 4-4).

4.2.2  Passenger Amenities

In terms of passenger amenities, Suffolk Transit foresees
improvements on sidewalks, lighting, signage, as well as the
possibility of adding cameras at some bus stops. The Five-
Year Capital Budget for FY 2020 - FY 2024 and FY 2021 -
FY 2025 includes these improvements (Table 4-5).

Table 4-4: Transit Operations Facility Annual Cost, FY 2020 - FY 2029

Transit

Operations
Facility 2020 2021 2023

Total Cost (in 000s)

Fiscal Year

2024 2025 2027 2028

Table 4-5: Passenger Amenities Annual Cost, FY 2020 — FY 2029

Passenger Amenities &

Fiscal Year

Safety Improvements

Total Cost (in 000s)

| $300 | $300 | $300 | $300 | $30.0 | $30.0 | $30.0 | $300 | $300 | $300




AV 2020-/7 2029 >> City of Suffolh Transit Strategic Plan 7




(%ﬁ/é Transit - Transit Strategic Flan >> /9 2020~/ 2029

5. Financial Plax

The purpose of the Financial Plan is to provide a planning-
level forecast of Suffolk Transit's anticipated costs and
revenues over the ten-year TSP time-frame. The Financial
Plan is composed of both an operating budget and a capital
budget.

The operating budget includes regularly reoccurring costs
such as labor, maintenance, insurance, and administration.
These costs are generally stable over time and are tied to
the amount of service provided. The operating budget for
this TSP has been broken down further by the cost of
operating existing service and the cost associated with
implementing the TSP recommendations. The additional
costs associated with the TSP recommendations would
require additional funds above Suffolk Transit's current
projected funding allocation.

Capital costs reflect investments replacement or expansion
assets such as vehicles, as well as purchases or major
changes to facilities and IT systems. Capital costs can
fluctuate considerably year over year.

5.1 Data Assumptions and Sources

To develop this financial plan, a range of assumptions were
made. Long-range budgets are a projection based on a
snapshot in time and, as such, should be updated regularly
to ensure accuracy. Generally, certainty over costs and
revenues decreases further into the future.

5.1.1.  Operating Budget Assumptions

Direct Revenue

Direct operating revenue includes funds raised from fares,
contracted services, sale of assets, advertising, or any other
revenue-generated directly by a transit property. The direct
revenue figures are based on estimates for FY 2020
reported in DRPT's FY 2020 Six-Year Improvement Plan
(SYIP). They are broken into two categories: fare revenue
and advertising; currently, Suffolk Transit does not derive
any revenues from contracted services or the sale of its
assets.

These figures have been escalated over time based on the
DRPT three percent annual growth assumption. The only
exceptions to this escalation are fare revenues, which are
assumed to grow by 1.2 percent annually based on the City's
population growth.

Fare revenue increases resulting from new service are
based on the estimated change in ridership developed in
Section 3.1.4: Ridership Estimations, multiplied by Suffolk
Transit's average fare revenue per trip of $0.60.

Operating Grant Revenue

The federal government and the Commonwealth of Virginia
provide operating assistance to Suffolk Transit in the form of
grants. The base year allocation for federal and state funding
is derived from DRPT’s FY 2020 Six-Year Improvement Plan
(SYIP). Local funding from the City of Suffolk covers the
remaining balance after all other revenues (fares,
advertising, federal grants, and state grants) are taken into
account.

Suffolk Transit's federal funding for operations comes from
Section 5307 Urbanized Area formula funds. This funding is
expected to grow year-over-year by 2.1 percent, the
nationwide average growth of the Federal formula fund
program.

State funding is escalated from the FY 2020 base year
according to DRPT's projected statewide transit operating
assistance budget from FY 2021 to FY 2024, as reported in
the FY 2020 SYIP. After FY 2024, state operating
assistance is assumed to grow annually by three percent.

Operating Costs

Operating costs are assumed to grow by three percent a
year over the FY 2019 cost per revenue hour of $61.23. The
operating budget assumes that the TSP short-term
recommendations are implemented in FY 2021; two phases
of mid-term recommendations are introduced in FY 2024
and FY 2026; and long-term recommendations are
introduced in FY 2028.

5.1.2. Capital Budget Assumptions

Capital Revenue

Suffolk Transit relies on Federal Flexible STP/RTSP/CMAQ
funding for the federal portion of its capital funding. The
capital budget assumes federal funds will continue to
support 80 percent of capital needs, with 16 percent coming
from state matching funds, and four percent from local
matching funds.

Capital Costs

Suffolk Transit capital costs are derived from the Capital
Implementation Plan outlined in Section 4.2. Costs in the
Implementation Plan have been escalated from FY 2019
values by three percent a year to account for inflation.
Vehicle costs have been escalated by four percent annually.

5.2. Operating Budget

Table 5-1 presents the ten-year operating budget forecast
for Suffolk Transit. The budget includes the cost of operating
existing service, as well as the net costs associated with
implementing the TSP recommendations.



Suffolk Transit's operating budget is funded almost entirely
by grants, with local funding totaling 43 percent of operating
revenues and federal funding totaling 33 percent.

The short-term TSP recommendations require a relatively
modest overall operating cost increase of three percent for
full implementation (in current year dollars).

Mid-term recommendations, which are expected to start in
FY 2024, will yield a more substantial increase in net
operating costs of just over $306,000 in FY 2024 and an
additional $105,000 in FY 2026. No funding has been
identified to cover these costs; new sources of revenue, or
increased revenues from the current sources, will be
required to implement the mid-term recommendations.
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Long-term recommendations, expected to start in FY 2028,
also yield an increase in net operating costs of just over
$168,000. No funding has been identified to cover these
costs; new sources of revenue, or increased revenues from
the current sources, will be required to implement the long-
term recommendations.

5.1 Capital Budget

Table 5-2 presents the ten-year capital budget forecast for
Suffolk Transit. Suffolk Transit's capital needs are expected
to total $4.28 million over the ten-year TSP planning
timeframe. Needs fluctuate considerably year-over-year
based on vehicle, facility, and equipment needs.
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Fare Revenue

Advertising Revenue
Operating Revenue Subtotal
Federal Grants

State Grants

Local Grants

Grant Revenue Subtotal

Total Revenue

Existing Service

Net Cost of TDP Recommendations

Total Operating Costs

Additional Funding Need to

Implement TDP Recommendations

$81.4
$8.5
$89.9
$504.8
$239.1
$644.3

$1,388.1

$1,478.0

$0.0

$0.0

$82.3
$8.8
$91.1
$515.4
$236.7
$679.2

$1,431.2

$1,522.3

$1.9

$1.9

Table 5-1: Operating Budget Forecast (in thousands)

$83.3
$9.0
$92.3
$526.2
$242.6

$706.9

$1,475.7

$1,568.0

$2.4

$2.4

2023 |

$84.3
$9.3
$93.6
$537.2
$246.2

$738.0

$1,521.4

$1,615.0

Operating Cost
$1,615.0

$2.8

$2.8

Fiscal Year

2024

Operating Revenue

$85.3
$9.6
$94.9
$548.5
$249.9
$770.2
$1,568.6

$1,663.5

$1,663.5

$309.0

$309.0

2025

$86.3
$9.9
$96.2
$560.0
$253.7
$803.5

$1,617.2

$1,713.4

$319.3

$319.3

$87.4
$10.1
$97.5
$571.8
$261.3
$834.2

$1,667.3

$1,764.8

$424.5

$424.5

$88.4
$10.5
$98.9
$583.8
$269.1
$865.9

$1,718.9

$1,817.7

$438.3

$438.3

$89.5
$10.8
$100.3
$596.1
$277.2
$898.8

$1,772.0

$1,872.3

$606.7

$606.7

$90.6
$11.1
$101.7
$608.6
$285.5
$932.7

$1,826.8

$1,928.4

$626.1

$626.1




2021

Table 5-2: Capital Budget Forecast (in thousands)

2022

2023

Fiscal Year
| 2024

Capital Revenue

| 2025
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2026

2027

2028

y

Federal
State
Local

Total Capital Revenue

Vehicle Acquisition
Transit Facility
Passenger Amenities

Total Capital Costs

$386.4
$77.3
$19.3

$483.0

$453.0

$30.0

$483.0

$242.4
$48.5
$12.1

$303.0

$273.0

$30.0

$320.0

$122.4
$40.5
$150.6

$313.5

$123.0
$160.5
$30.0

$313.5

$228.0
$45.6
$11.4

$285.0

$255.0

$30.0

$285.0

$554.4
$110.9
$27.7

$693.0

$6630.0

$30.0

$693.0

$339.2
$55.8
$14.0

$409.0

$319.0
$60.0
$30.0

$409.0

$2,175.0
$69.1
$17.3

$2,270.0

$402.0
$1,830.0
$30.0

$2,270.0

$262.4
$52.5
$13.1

$328.0

$298.0

$30.0

$390.0

$920.8
$184.2
$46.0

$1,151.0

$1,121.0

$30.0

$1,151.0

$322.4
$64.5
$16.1

$403.0

Capital Costs

$373.0

$30.0

$403.0




(%ﬁ/f Transit - Transit Strategic Flan >> /9 2020~/ 2029

A #ﬁwwy lpmf//e and cfy@te/f( Overview

Al History

The City of Suffolk was a member of Hampton Roads Transit
(HRT) up until January 1, 2012. Four HRT routes served the
City of Suffolk, oriented to the downtown Suffolk central
business district. Following HRT's 2010 service efficiency
study which concluded that two HRT routes in Suffolk should
be discontinued due to poor performance, the city decided to
withdraw from the service district of HRT and contract with a
private vendor to operate bus services. Virginia Regional
Transit (VRT), a not-for-profit 501(c)(3) organization, was
selected and took over the operation of the City of Suffolk’s
public transportation in January 2012.

Since  VRT begin its operations in Suffolk, several
improvements have been made such as service route
expansion and an increase in service hours. A timeline of such
events is shown in Figure A-1. In August 2014, two new
service routes, the Blue Route and Gold Route, are added to
the existing four routes. This service enabled residents to
reach residential, medical, and business locations throughout
the northern part of Suffolk, and access HRT transfer points
located in Portsmouth.

Figure A-1 Timeline of Major Transit-related Events

A2 Governance

The City Council governs the City’s transit services. Two city
staff administer and coordinate transit operations with VRT: an
Assistant Director of Public Works that allocates 20-40 percent
of their time on transit-related tasks, and a full-time Transit
Manager.

A3 Organizational Structure

For Suffolk’s bus operations, as Figure A-2 shows, VRT
employs a CEO, a director of finance, a director of operations,
a Transit Manager, two Operations Supervisors three
dispatchers and 18 bus operators. The Green, Orange, Yellow
and Purple Routes are divided into six- hour shifts and are
covered by two drivers each per day, while the Red Route is
covered by one driver a day. The Pink Route is divided into
five- hour shirts and is covered by two drivers each day. The
drivers receive their schedules for two weeks at a time and
each driver rotates the days of the week and routes to which
he is assigned. According to VRT, each of the drivers is
capable of driving any of the Suffolk bus routes.

A copy of the contract between the City of Suffolk and VRT
can be found in Appendix C.

Before 2012 - Part of Hampton Roads Transit (HRT)

Jan. 2012 - Virginia Regional Transit (VRT)
contracted to run fixed-route service

Dec. 2012 - AMTRAK service to Norfolk began

Aug. 2014 - Added two new Suffolk Transit routes

Since last TDP

Dec.2014- Suffolk Transit updated operating agreement
with Senior Services of Southeastern Virginia

2015 — Downtown Transit Station opened

Dec. 2017 - Full-time Transit Manager is hired

Jul. 2018 - Saturday service started

Dec. 2018 - VRT began operating the paratransit service
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Figure A-2: City of Suffolk Transit Organization Chart

City of Suffolk Transit
Organization Chart

Patrick Roberts
City Manager

D. Scott Mills
Deputy City Manager

L} Hansen, _I'-‘.E.
Director of Public Works

Maria Prakowski
Transit Manager

[L-:mtra-:u with Virginia Reghonal Transit IUH.TBI]

Bruce Simms
VRT CEC

Sally Dehler

Phil Thompson
Director of Finance

Director of Operations

Shatae Foster-Dancy
Transit Manager

lerry Davis, Tosha Banks

Operations Supervisors
18 Bus Operators |

A4 Services Provided and Areas Served headways and originate at the Downtown Transfer Station or

. : North Suffolk Library to allow timed transfers between routes.
A4.1  Fixed Route Service Five routes, Green, Orange, Pink, Purple and Blue operate on
Saturday with one-hour headways. Fixed-route transit
services are summarized in Table A-1.

The City of Suffolk currently operates six fixed-routes Monday
through Friday, these are the Green, Orange, Red, Yellow,
Pink, and Purple routes. These routes operate on one-hour
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Weekdays

Table A-1: Suffolk Transit Service Summary

Saturday

Headway
(minutes)

Peak
Vehicles

Green Weekdays/Saturday 6:30 a.m.—6:30 p.m. 7:30 a.m.—4:30 p.m. 60 1
Orange Weekdays/Saturday 6:00 a.m.—6:30 p.m. 7:30 a.m.—4:30 p.m. 60 1
Red Weekdays 8:30 a.m.—2:30 p.m. 60 1
Yellow Weekdays 6:30 a.m.—6:30 p.m. 60 1
Pink Weekdays/Saturday f(;:sgooaé'r?ﬁjf?’oozg 7:30 a.m.-3:30 p.m. 60 1
Purple Weekdays/Saturday 6:30 a.m.—6:30 p.m. 7:30 a.m.—4:30 p.m. 60 1
Blue Saturday 7:30 a.m.—4:30 p.m. 60

down Hillpoint Boulevard to Kings Fork Road where it travels
up Route 460 to the Pruden Center and then back down Main
Street (Figure A-3). The Green route serves major
destinations such as Walmart, Food Lion, the Sentara Obici
Hospital, and office parks.

Green Route

The Green Route operates Monday through Friday from 6:30
a.m. to 6:30 p.m., and on Saturdays from 7:30 a.m. to 4:30
p.m. Starting at the Downtown Transfer Station, this route
travels on Main Street to Obici Hospital. The route continues

Figure A-3: Green Route Map
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Orange Route

A-4). From East Washington Street the route serves Hall
The Orange Route operates Monday through Friday from 6:00 Avenue, White Marsh Road, Lake Kennedy Park, and
a.m. to 6:30 p.m., and on Saturdays from 7:30 a.m. to 4:30
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Hollywood Avenue. This route also serves many residential
p.m. This route starts at the Downtown Transfer Station and neighborhoods, as well as the Health Department, and other
travels through Downtown to East Washington Street (Figure businesses.

Figure A-4: Orange Route Map

Orange Route - Starting August 1, 2013
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Red Route

The Red Route operates Monday through Friday, from 8:30
a.m. to 2:30 p.m. This route starts at the Downtown Transfer
Station and travels through Downtown to North Board Street.

It travels on Constance Road to Food Lion and Magnolia
Gardens on Prospect Street (Figure A-5). It also serves
Walmart, Obici Hospital and Goodwill.

Figure A-5: Red Route Map
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Yellow Route

The Yellow Route operates Monday through Friday, from 6:30
a.m. to 6:30 p.m. This route starts at the Downtown Transfer
Station and travels through Downtown to Holland Road. It
proceeds down Route 58 to Food Lion, Paul D. Camp and the
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Ace Hardware distribution center. On its way back into town it
travels down Military Road to Wellons Street where it serves
the Saratoga Neighborhood and then down Carolina Road to
the Obici Industrial Park (Figure A-6).

Figure A-6: Yellow Route Map
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Pink Route

The Pink Route operates Monday through Friday from 6:30
a.m. to 9:30 a.m. and from 10:30 a.m. to 5:30 p.m. (there is no
trip at 9:30 a.m.), and on Saturdays from 7:30 a.m. to 3:30 p.m.
This route serves as the connector route for Downtown
Suffolk, HRT at Chesapeake Square, and Northern Suffolk.

This route begins at the Downtown Transfer station heads to
the HRT Bus Stop on Portsmouth Boulevard in Chesapeake
and then heads to the North Suffolk Library. It leaves the North
Suffolk Library to serve Northgate Commerce Park then heads
back Downtown via Nansemond Parkway and Wilroy Road
(Figure A-7).

Figure A-7: Pink Route Map
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Purple Route

The Purple route operates Monday through Friday from 6:30
a.m. t0 6:30 p.m. and on Saturdays from 7:30 a.m. to 4:30 p.m.
The Purple route is the North Suffolk bus route. The route
starts at the North Suffolk Library and travels down Shoulders
Hill Road to Bridge Road. From Bridge Road the bus heads to
Belle Orchard and Sentara Belle Harbour. It then heads to

Figure A-8: Purple

AV 2020-/7 2029 >> City of Suffolk Transit Strategic Plan 7

Harbour View, down Hampton Roads Parkway to College
Drive where you can reach Kroger and Wal-Mart. The route
then continues to head down College Drive to serve the rest
of Harbour View Blvd. The route then heads to Bridge Road
and goes down Town Point Road and Pughsville Road as it
makes its way back to the North Suffolk Library (Figure A-8).

Route Map

Purple Route - Starting July 2, 2018
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Blue Route Street Walmart. From there, the bus goes southwest toward
The Blue route is a Saturday-only service route, it operates Westgate area of the city and then travels in southeast
from 7:30 a.m. to 4:30 p.m. Its trip starts at the Downtown direction arriving at the Obici Industrial Park. Eventually, the
Transfer Station travelling east toward Magnolia Gardens. Blue Route comes back to the Downtown Transfer Station
Then the bus travels in opposite directions along the same (Figure A-9).

route and turns north at the Suffolk Visitor Center toward Main

Figure A-9: Blue Route Map
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A4d.2

ADA Paratransit
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professional who is knowledgeable of the applicant’s disability.
The paratransit service provides door-to-door service within ¥

Virginia Regional Transit provides paratransit for ADA certified
individuals. Eligibility for ADA paratransit services is through
an application process that requires completion by a medical

of a mile from the fixed route service (Figure A-10 and Figure
A-12). Passengers are required to schedule their trip at least
the day before the trip is to take place.

Figure A-10: Weekday System Map with ADA Paratransit Service Area
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Figure A-11: Saturday System Map with ADA Paratransit Service Area
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A5 Fare Structure, Payment, and Purchasing

Suffolk Transit provides various fare classes that consider
riders’ age and special needs. The one-way fare for an adult
is $1.50, an all-day pass is $3.00, and a monthly pass is
$57.50. The fare for ADA-certified passengers using the
paratransit service is $3.00 for a one-way trip. Discounted
fares are applied to students, and the service is free for
children less than five years in age. The transit riders may
purchase the tickets and passes at the City of Suffolk
treasurer's Office on 442 West Washington Street and the
Virginia Regional Transit Office located on 139 E Washington
Street, or by paying cash on the bus. Fares are collected in
Diamond fare boxes. Table A-2 provides a breakdown of all
the fare options for different groups.

Saturday System Map .
Points of Interest Suffolk Transit Route e
m Civic Building Blue -
Education Facility Green
Medical Facility Orange ;ITK

Table A-2: Ticket Options and Fares

Ticket

Americans with
Disabilities Act
(ADA) Certified
Adult

Student

Lessthan 5
years

Seniors 55 and
over

$3.00

$1.50
$1.00

Free

$0.75

Fares -
each wa

All Day
Pass

N/A

$3.00
$2.00

Free

$1.50

N/A

$57.50
$37.50

Free

$27.50

Monthly
Pass




A6 Transit Asset Management - Existing Fleet
and Facilities

A.6.1 Fleet

On July 1, 2013, Suffolk started using a new bus fleet of its
own. Currently, there are nine fixed-route and two paratransit
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service vehicles available, and all of Suffolk’s buses are ADA
accessible and equipped with the latest wheelchair lifts and
securement systems. All Suffolk Transit buses are also
equipped with three-position bicycle racks. The current vehicle
inventory can be viewed in Table A-3.

Table A-3: Vehicles in Current Fleet

Vehicle # Make (all BOC) Mileage Seating Year of Purchase
7278 Ford Challenger 208,983 19 2013
7279 Ford Challenger 202,898 19 2013
7281 Ford Challenger 211,282 19 2013
7282 Ford Challenger 166,465 19 2015
7283 Ford Challenger 168,317 19 2015
7284 Ford Challenger 155,405 19 2016
7285 Ford Challenger 137,614 19 2017
7288 Starcraft ALLSTAR 30,455 19 2019
7289 Starcraft ALLSTAR 34,208 19 2019
7286 Braun Minivan 12,355 8 2018
7287 Braun Minivan 9,381 8 2018
AG6.2  Facilities installed. Due to difficulties in securing agreements, Suffolk

The Downtown Transfer Station is located on North Main
Street and Prentis Street. This building (Figure A-12) features
amenities such as restrooms and informational kiosks. It was
completed in 2015, and serves as the transfer location for five
out of six total routes of Suffolk Transit. Suffolk Transit
performs maintenance tasks at the facility as needed.

There is a total of 162 Suffolk Transit bus stops. A total of
eleven stops have shelters currently, and more may be

has shelter parts available, yet uninstalled, for future inclusion
at more bus stops. Some shared bus stops use shelters
installed by HRT as well.

Bus stop signage is another feature that Suffolk Transit is
investing for improvement. The agency started installing bus
stop signs starting late 2013. As of August 2018, around 40 of
the bus stops have signs installed. More bus stop signs are
already on order, and Suffolk Transit is planning to install bus
stops signs at all stops by the end of 2018.
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Figure A-12: Downtown Transfer Station (left) and a Shared Suffolk Transit Bus Stop (right)

AT Transit Security Program A8 Intelligent Transportation Systems (ITS)

To provide the passengers and drivers with sense of security, Program

Suffolk Transit equipped nine buses in service with onboard . .
cameras, as of August 2018, and the Downtown Transit Since the last TDP, Suffolk Transit has launched several ITS

Station has video surveillance in place. programs to meet the riders’ demand for information and to

SPCT \SUFFOLK TRANSIT | = SPCJT | SUFFOLK TRANSIT

S3LNOH 0L AOve

optimize service. The transit riders may plan their trips and
obtain bus arrival time on each bus stop using the Suffolk
Transit web-portal. This new feature called SPOT, developed
in partnership with ETA Transit Services, is also available in
app format (Figure A-13) for smartphone user on both 10S
and Android platform.

Figure A-13: A View of SPOT ETA App on iPhone
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A9 Data Collection and Ridership/Revenue
Reporting Method

Suffolk Transit tracks ridership in two ways: an automated
count and a manual count of passengers. As of August 2018,
each Suffolk Transit bus is equipped with Automatic
Passenger Counters (APCs) which have not yet been
validated for National Transit Database (NTD) reporting. The
drivers also take a manual tally of passengers as they board,
record passenger counts on the ETA tablet on the bus, and
monitor payments made by the riders. Once the ridership
numbers are obtained, the accuracy of the APC devices will
be tested by comparing the manual counts against the
automated counts. The fares collected are also compared to
the ridership numbers to ensure that there aren't major
discrepancies between the two.

The ridership and fare data are delivered in a monthly report
to the Transit Manager, as well as the revenue mileage, non-
revenue mileage, and number of trips for each route. The
mileage and revenue hours are also checked through regular
odometer readings at the beginning and end of each service
day and recorded in driver logs.

Suffolk Transit submits a report package to NTD at the end of
each year. The City has a transit account and it breaks out
Suffolk Transit's expenses and revenues. Suffolk Transit
prepares budget performance reports to identify how money is
being spent from the transit fund and where the revenues are
coming from.

A.10  Coordination with Other Transportation
Service Providers

In addition to the regular fixed-route and paratransit services
offered by Suffolk Transit, several supplementary transit
options are also available for the residents of Suffolk. Some of
these options are provided in adjacent or neighboring
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jurisdictions of Suffolk, and therefore, are not directly available
for the Suffolk riders.

A.10.1 Hampton Roads Transit

HRT continues to service one stop in Suffolk, at College Drive
and I-664 in northern Suffolk. HRT's Route 47 allows for travel
to Chesapeake and Portsmouth by public transit.

A.10.2 Transportation Service by Other City
Departments

Suffolk Parks and Recreation

The City of Suffolk’'s Parks and Recreation department
operates a vehicle to transport participants to and from
department programs. This service is provided on an as-
needed basis and does not operate on specific days or at
specific times.

Suffolk Redevelopment and Housing Authority

The Suffolk Redevelopment and Housing Authority partners
with community transportation providers to provide
transportation for low to moderate income residents when
possible, for daily living, shopping, recreation and social
events. The Authority owns and operates one 15-passenger
van to transport residents to Authority sponsored events,
community programs, and residential engagements.

Taxi Services
United Taxi Service, All City Taxi and Greenbrier Taxi provides
the local taxi service.

Intercity Bus

Greyhound service to the City of Suffolk was discontinued.
Current Greyhound bus service to the surrounding area
includes service to Hampton, Norfolk, and Virginia Beach. In
addition to Greyhound a handful of curbside bus companies
serve Hampton Roads as well. Table A-4 provides further
detail on these services and the area served.

Table A-4: Inter-city Bus Options and the Cities Served

Cities Served

Provider
Hampton

Bus2NYC X
Megabus X
New Everyday X
Number1Bus

NYC Shuttle/Sprinter X
NYTiger

Newport News Norfolk Virginia Beach
X
X X
X X
X X X
X
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Amtrak

Currently there are no Amtrak rail stations located in Suffolk,
and the closest stations are in Norfolk, Newport News and
Virginia Beach, served by the Northeast Regional route. This
route connects the Hampton Roads region to Boston (MA) via
Richmond, Washington D.C., Baltimore (MD), Philadelphia
(PA), New York (NY) and New Haven (CT).

Additionally, there are several faith-based, medical,
employment and education related transportation options
available for Suffolk residents for Sunday church services,
medical appointments, work places as well as education
facilities.

A.11  Public Outreach

Most of transit service-related information is available on
Suffolk Transit as well as VRT’s website. A concise summary
of Suffolk Transit services is also stored in the Virginia 2-1-1
database. Hardcopy brochures are available on the buses and
at the Morgan Memorial Library. The City's Media and
Community Relations department also has a supply of
brochures that are distributed throughout the city.

Every change in Suffolk Transit service is passenger-driven.
The transit agency receives feedback made directly via phone
calls and indirectly offered through the drivers. Prior to
increasing the number of service routes, and the launching of
Saturday services, Suffolk Transit actively reached out to the
public by holding a public meeting. The meeting was
advertised two weeks prior on local media outlets, such as
Suffolk News-Herald, on posters at the downtown transit
station, on Suffolk Transit's website, and on the buses.
Attendees at the meeting expressed their support for the route
increase and service expansion.

As of August 2018, Suffolk Transit does not have an official
Facebook page or Twitter account. The agency uses City of
Suffolk's Facebook page, twitter, as well as the YouTube
channel to deliver news updates and announcements in
addition to its own website.

A.12  Current Initiatives

Starting July 2018, Suffolk Transit introduced several transit
enhancements including route name changes as well as the
addition of Saturday services. To avoid similarity in colors, the
Gold route was changed to the Pink route, and the Blue Route
was renamed the Purple route. The Saturday service is offered
on five routes with various operating hours. In addition to the
existing Green, Orange, Pink and Purple routes, the Saturday
service is provided on a new Blue route which is a modified
combination of Yellow and Red routes. Saturday services are
available from 7:30 a.m. to 4:30 p.m. on all routes except the
Pink route which ends its service at 3:30 p.m., instead. The
Purple route has also been through slight route modification to
serve Harbour View Boulevard area better. Additional hours

were added to the Red, Yellow, and Pink routes for their
weekday service as well.

A total of 180 bus stop signs are already installed by Suffolk
Transit throughout its service areas. Each bus stop sign is
reachable by wheel-chairs and contains essential stop
information including a QR code. The riders may get bus
arrival information through the Suffolk Transit App and its web-
based portal.
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B Outreach S ammary

B.1 Outreach Timeline

B.1.1 Phasel

Phase | of public outreach provided participants an opportunity
to inform the initial service planning recommendations and to
comment on key trade-offs scenarios that are behind every
service planning and capital decision, especially in tight
budget situations.

This phase consisted of a survey, both an online and paper
version, that captured general transit preferences (via trade off
questions); travel patterns (origin and destination and
frequency of transit use questions); trip purpose; and
demographic information. The survey was available October 1
to October 19, 2018.

B.1.2 Phasell

Phase Il of public outreach provided participants an
opportunity to respond to recommendations and to comment
on any issues they identify with the new route structures and
service levels.

This phase consisted of a survey, both an online and paper
version, that captured general thoughts on route
recommendations. The survey was available January 30 to
February 22, 2019.

This phase also included two pop-up events at the Downtown
Transfer Center to capture feedback from regular riders, as
well as a Suffolk Transit operator meeting to explain the plan
process, collect feedback on the recommendations, and
encourage operators to share their knowledge with their
riders. Table B-1 details the location, date and time of each
event.

Table B-1: List of Events

Event Location Date and Time

Downtown Transfer
Station

February 4, 2019,

FADETEIG 3:00-5:00 p.m.

Downtown Transfer | February 5, 2019,

Pop-up Event 2

Station 8:00-10:00 a.m.
. e February 5, 2019,
Operator Meeting | Suffolk Transit Office 12:00-2:00 p.m.
B.1.3  Phaselll

Phase Ill of outreach engaged internal stakeholders and the
Suffolk City Council to obtain buy-in on the strategic vision of
Suffolk Transit, as well as the goals, objectives and strategies
already developed through the TDP process. Both meetings
occurred on March 20, 2019.

B.2 Phase | - Survey Analysis

The goal of the Phase | survey was to determine the transit
priorities for existing riders and non-riders, alike. Each
respondent’s priorities were assessed through trade-off
activities based on real world realities and decision points. The
responses were then used when creating the
recommendations for the Suffolk County Transit Strategic
Plan.

The survey was open for almost three weeks, from October 1
to October 19, 2018. Surveys were available in paper form on
buses or at public libraries, or available online through Survey
Monkey. The online survey was advertised on the City of
Suffolk and Virginia Regional Transit social media accounts.

B.2.1  Surveys by Completion

A survey is “completed” when the survey taker answered at
least one of the final trade-off questions. “Completed” does not
mean all questions were answered, as most survey questions
were not required. A total of 70 percent of survey respondents
answered at least one of the trade-off questions (Figure B-1).

Figure B-1: Phase | - Percentage of Surveys Completed (n = 71)

= Complete = Partial

B.2.2  Surveys by Type

There were two ways respondents could take the surveys,
respondents could use paper surveys that were provided on
Suffolk Transit buses or at public libraries, or through an online
survey. Both survey instruments contained the exact same
information. Online survey respondents represented 86
percent of the survey taking population, while 14 percent
employed a paper survey (Figure B-2).




Figure B-2: Phase | - Surveys by Type (n=71)

14%, 10

86%, 61

= Web Survey Paper Survey

B.2.3  Rider Status

Respondents were asked if they currently use any of the transit
services provided by Suffolk Transit. Of the 71 respondents,
27 percent said they have used Suffolk Transit services, while
73 percent said they did not (Figure B-3). One respondent
did not answer this question.
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Figure B-3: Phase | - Do you currently ride Suffolk Transit? (n = 70)
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Reasons for Not Riding Suffolk Transit

When asked why they do not ride Suffolk Transit, 45
respondents provided a response (Figure B-4). The most
common reason for not riding was that they were not
interested in taking transit, with approximately 24 percent
responded in this manner. Another 22 percent suggested that
they needed more information about Suffolk Transit. In
addition to these answers, 20 percent said that there was no
service near their home, and 16 percent said that Suffolk
Transit does not go where they need to go. Eleven percent
selected “other” and provided write in responses as to why
they do not use the Suffolk Transit, and seven percent of
respondents said Suffolk Transit doesn't run when | need it to
run. Additionally, a breakdown of the reasons respondents
gave if they selected “other” is included in Table B-2.

Figure B-4: Phase | - If you do not currently ride Suffolk Transit, what is the main reason you do not ride? (n = 51)

12 24%, 11

[ee]

16%, 7

22%, 10
10 20%, 9

«
[
(5]
=]
<
o
o
[%2]
Y 6
* 11%,5
o
g
g 4 %, 3
>
=

2

0

I'm not interested in | need more There is no service  Suffolk Transit Other Suffolk Transit
taking transit. information about ~ near my home.  doesn't go where | doesn't run when |
Suffolk Transit. need to go. need it to run.




(%ﬁ% Transit - Transit Strategic Flan >> /9 2020~/ 2029

Table B-2: Phase | - Breakdown of "Other" Responses

Already have a reliable transportation option 3
Do not live in Suffolk 1
Accessibility to bus stops is not safe enough 1

Frequency of Riding Suffolk Transit

Of the 19 respondents who said they rode Suffolk Transit, 12
provided answers regarding how often they used Suffolk
Transit. Of those riders 25 percent said they use it a few times
each month, 42 percent said they used it many times a week,
and 33 percent said they use it almost every day (Figure 5).
Other options included “Rarely” and “This is my first time,” but
no respondents chose those answers.

Figure B-5: Phase | - How often do you ride Suffolk Transit? (n = 12)
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B.2.4  Trip Information

Only respondents who said they currently ride Suffolk Transit
were asked the following questions about the trips taken using
Suffolk Transit.

Bus Routes Used

Many of the paper surveys received did not have any answer
for the question “which Suffolk Transit or Hampton Roads
Transit bus routes will you use to complete your most common
one-way trip?" Of the nine surveys that included an answer to
this question, nine people circled or checked that they would
use a bus route but did not provide the name of that route. One
respondent said they would use the Yellow, Green, then
Orange routes and another respondent said they would use
the Red, Green, and Orange routes.

Origin

Twelve of the respondents answered the question “where will
you begin this one-way trip?" Seventy-five percent of
respondents said they were beginning their trip at home, which
was the most common answer. One person began their trip
from a recreational facility, and two people said “other” (Figure
B-6).

Figure B-6: Phase | - Where will you begin this one-way trip? (n =
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Twelve people responded to the question, “Where will you end
this one-way trip?” Of these 12 responses, half selected
shopping, while 17 percent of the respondents indicated that
they were traveling to a medical facility. Additionally,
recreation/social, work, home, and other were each chosen by
a single respondent (Figure B-7).
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Figure B-7: Phase | - Where will you end this one-way trip? (n =12)
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Alternate Modes (such as Uber), 25 percent selected that they would walk, and
There were 12 responses for the question “If this route didn’t 17 percent said they would use another existing Suffolk Transit
exist, how would you make this trip?” Of those 12 respondents, route. There was also one response each for driving alone,

33 percent said they would use a taxi or ride hailing service carpooling, or not making the trip respectively.

Figure B-8: Phase | - If this route didn’t exist, how would you make this trip? (n = 12)
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B.2.5  Using Suffolk Transit

Only respondents that marked that they currently ride Suffolk
Transit were asked the following questions about the service.

Why Use Suffolk Transit

Seventeen respondents answered the question, “Which of the
following describe the reasons that you use Suffolk Transit?”
Respondents were given a choice of seven different options,
as well as a choice for “other” when answering. Of the
respondents, 53 percent said that they use Suffolk Transit
because they do not own a car, while 24 percent said that

taking the bus is cheaper than gas and car maintenance, and
another 12 percent selected “other.” One person answered
that they could not drive for legal or health reasons, while
another answered that they avoid driving to save the
environment (Figure 9). In addition to these options,
respondents could have selected “my car is not working,” “I
prefer to spend time on activities other than driving,” or
“parking is not available or is expensive at my destination,”
however there were no submitted surveys with these
responses. The two “other” responses were both from people
who said they did not have cars but do now.

Figure B-9: Phase | - Which of the following describe the reasons that you use Suffolk Transit? (n = 17)
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Opinions of Suffolk Transit

In the next section of the survey, Suffolk Transit riders were
asked how strongly they agreed with a number of statements.
Respondents could answer strongly agree, agree, neutral,
disagree, strongly disagree. There were 13 responses to this
question, and each response was given a weighted value from
1 (strongly disagree) to 5 (strongly agree). These values were

12%, 2
6%, 1 6%, 1
Other | cannot drive for legal or | avoid driving to save the

health reasons environment

multiplied by the number of responses for each category and
divided by the total number of responses for each statement
to find the weighted average for each (Figure B-10).

On average, respondents agreed that “Fares are reasonable”
(4.08) and “Staff is professional” (4.00). Respondents were
less likely to agree that “Maps and schedules are easy to
understand” (3.69) or that “Service is reliable” (3.77).

Figure B-10: Phase | - Based on your experience riding Suffolk Transit, how strongly do you agree with the following statements? (n = 13)
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B.2.6  Trade-Off Activities Figure B-12: Phase | - Trade Off 2: Weekday vs. Weekend Service
- , n =146
All respondents, regardless of rider status, were asked a ( )

series of five trade-off questions in which they were asked to

choose between two given scenarios. 30
Frequency vs. Span of Service 25
For the first trade-off activity, respondents were asked if they 1% 58%, 22
would rather have more frequent bus service or longer service é 20
hours. The option for more frequent bus service was more é 429% 16
popular with non-riders; however, current bus riders were split, @ ’
with 44 percent choosing more frequent bus service and 56 x 15
percent choosing longer service hours (Figure B-11). In ;
addition to these 47 surveys, there was one additional 210 100%, 8
respondent who left the question about currently riding Suffolk =
Transit blank. This respondent chose more frequent bus 5
service in the tradeoff activity.
0%, 0
Figure B-11: Phase | - Trade Off 1: Frequency vs. Span of Service 0
(n=47) More weekday service ~ More weekend service
20 m Current Rider Not Current Rider
68%, 26
o5 Bus Stop Spacing
@ In the third trade off scenario, survey respondents were asked
& if they would prefer fewer bus stops for faster bus service or
g 20 more bus stops so that they would not have to walk as much
% before and after their ride. Among the non-riders, 37 percent
x 15 3206 12 said they would prefer fewer bus stops, while 63 percent chose
e ’ more bus stops. Among Suffolk Transit riders, only 13 percent
é 10 selected fewer bus stops for faster service (Figure B-13).
E There was one survey that did not answer the question about
56%, 5 44% 4 riding Suffolk Transit. This person chose fewer bus stops for

S - - faster bus service.
0 Figure B-13: Phase | - Trade Off 3: Bus Stop Spacing (n = 46)
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In the second trade-off scenario, respondents were asked to § 20
choose between more weekday or more weekend service. Of =3
the people who indicated that they were not current Suffolk § 15 37%, 14
Transit riders, 58 percent chose more weekday service, -
compared to 42 percent that chose more weekend service. )
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Suffolk Transit, all 8 responses, 100 percent, were in favor of =
more weekend service (Figure B-12). In addition to these 46 >
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faster bus service less
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Frequency vs. Distance

In the fourth trade-off scenario, respondents were asked if they
would prefer buses that ran more frequently but served fewer
streets or buses running on more streets but less frequently.
Fifty-three percent of respondents who did not ride Suffolk
Transit chose more frequent services, while 47 percent chose
service that served more streets. Of the respondents who said
they rode Suffolk Transit, 57 percent selected more frequent
service, while 43 percent chose buses running on more streets
(Figure B-14). On one survey that did not indicate if the
respondent was a Suffolk Transit rider, more frequent service
was chosen.

Figure B-14: Phase | - Trade Off 4: Frequency vs. Distance (n = 45)
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Improve Service vs. New Service

In the final trade-off question, respondents were asked what
they thought was more important: Improving existing service
or expanding service to serve new areas. Sixty-six percent of
the respondents who were not Suffolk Transit Riders said that
serving new areas was important, while 34 percent of non-
riders chose improving existing service as more important.
Respondents who used Suffolk Transit were evenly split, as
50 percent of respondents chose improving existing service
and serving new areas respectively (Figure B-15). On the
survey where the respondent did not indicate if they were a
Suffolk Transit rider, the respondent chose to improve existing
service over serving new areas.

Figure B-15: Phase | - Trade Off 5: Improve Service vs. New
Service (n = 46)
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B.2.7  Open Comments

Respondents were also given the opportunity to leave open-
ended comments regarding the Suffolk Transit system. Nine
respondents left a comment; the comments addressed several
different subject areas, with a few respondents providing input
on multiple subjects. For example, one respondent
commented that service does not currently run for early shifts
at warehouses, and that affected communities should be
included in the planning conversation.

A breakdown of the subject areas can be found in Table B-3.

Table B-3: Phase | - Comments by Topic (n=9)

Topic Count

Operator Behavior 2
Route or Stop Location 2
Schedules or Span 2
Fleet Size 1
Public Outreach 1
Other 4




B.2.8  Demographics

At the end of the survey, respondents were asked, but not
required, to answer a series of demographic questions.

Race and Ethnicity

When asked their race or ethnicity, 44 percent chose white or
Caucasian. Of this 44 percent, three people said they used
Suffolk Transit service and 13 said they did not. In addition to
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these respondents, 38 percent of the people chose Black or
African-American when answering this question. There were
also nine percent Hispanic or Latino responses, one of which
was from a Suffolk Transit rider, while two were not. Finally,
there were nine percent of the respondents who selected
“other.” Two of these were from current riders and one was
from a non-rider (Figure B-16). Other options included Asian;
American Indian or Alaska Native; and Native Hawaiian or
Pacific Islander, but no respondents chose those options.

Figure B-16: Phase | - Race and Ethnicity by Rider Status (n = 36)
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Income

Of the 22 percent of the responding population who selected
that their income was below $15,000, seven people said that
they were Suffolk Transit Riders. Fourteen percent indicated
that their income was between $15,000 and $24,999. Four of
these people said they rode Suffolk Transit, while one did not.
Three percent (i.e., one person) selected an income between
$25,000 and $34,999 and answered that they were not a

6%, 2 6%, 2
3%, 1 3%, 1
— ]
Hispanic or Latino Other

Not Current Rider

Suffolk Transit rider. Eight percent answered that their income
was between $35,000 and $49,000, all of whom said that they
did not ride Suffolk Transit. Twenty-eight percent selected an
income between $50,000 and $74,999, nine of those people
were not Suffolk Transit riders, while one was. Finally, another
25 percent of the respondents that said their income was over
$75,000 and all of those said they were not Suffolk Transit
riders (Figure B-17).

Figure B-17: Phase | - Income by Rider Status (n = 36)
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Language
All 38 people who responded to the question, “What is the
primary language you speak at home?” selected English.

Gender
The survey was answered by almost the same number of
women and men. Of 50 percent of the respondents who said

they were female, four said they were Suffolk Transit riders,
while 15 said they were not. The breakdown between the 47
percent male respondents was more even; eight of these
respondents were Suffolk Transit Riders and ten were not.
Additionally, one person who answered other to this question
also said they did not ride Suffolk Transit (Figure B-18).

Figure B-18: Phase | - Gender by Rider Status (n = 38)
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Employment Status

The final demographic question asked respondents about their
current employment status, and allowed them to select full
time, part time, retired, unemployed, or other. Forty-two
percent of the respondents answered that they were full time
employees, two of which were Suffolk Transit riders and 14
who were not. Another 29 percent selected “retired” and were

Figure B-19: Phase | - Employment Status by Rider Status (n = 38)
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made up of five Suffolk Transit riders and six non-riders.
Additionally, 13 percent said they were unemployed. Three of
these people use Suffolk Transit and two did not. Ten percent
work part time, with two identifying as Suffolk Transit riders
and two people saying they did not use the service. Finally, six
percent (i.e., two people) marked other, each giving a different
answer to the question about using Suffolk Transit (Figure
B-19).
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B.3 Phase Il - Survey Analysis

The goal of the survey was to present draft recommendations
and understand the support for each potential change. The
survey was designed to be taken by riders, non-riders, and
operators of Suffolk Transit. Each respondent's support was
assessed through Likert scale questions about each potential
change to the existing Suffolk Transit route. The responses
were then used when revising the recommendations for the
City of Suffolk Transit Strategic Plan.

The survey was open for three weeks, from January 30 to
February 22, 2019. Surveys were available in paper form on
buses or at public libraries, or available online through Survey
Monkey. The online survey was advertised on the City of
Suffolk and Virginia Regional Transit social media accounts.
The survey was also administered at two pop-up events on
February 4 and 5, 2019. At the pop-ups, respondents could
give their answers to the survey, which were collected via
iPads. Flyers about the survey were also handed out.

B.3.1  Surveys by Completion

A survey is “completed” when the survey taker responded to
at least one question about their support for a potential
change. “Completed” does not mean all questions were
answered, as all survey questions were not required. A total of
66 percent of survey respondents answered at least one of the
recommendation support questions (Figure B-20).
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Figure B-20: Phase Il - Percentage of Surveys Completed (n = 86)
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B.3.2  Surveys by Source
Respondents could take the survey in many ways:

Online, through a link advertised on social media.
On a paper survey available on buses and at libraries.
At a pop-up using an iPad tablet.

Online, via a URL listed on paper flyers and surveys.

Additionally, Suffolk Transit operators were invited to take the
survey on paper. All survey instruments contained the same
questions in the same order. Online survey respondents
represented 71 percent of the sample, while 14 percent came
from the pop-up events (Figure B-21). Operators represent
10 percent of the sample.

Figure B-21: Phase Il - Surveys by Source (n = 86)
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B.3.3  Rider Status

Respondents were asked if they currently use any of the transit
services provided by Suffolk Transit. Of the 86 respondents,

Operator Survey

10%, 9

3%, 3

1%, 1

Paper Survey  URL on Flyer/Paper

Survey

31 percent said they use Suffolk Transit services, while 58
percent they did not (Figure B-22). Operators were 10
percent of the sample.




(%ﬁ% Transit - Transit Strategic Flan >> /9 2020~/ 2029
Figure B-22: Phase Il - Rider Status (n = 86)
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B.3.4  Support for Recommendations Green _
Respondents were asked about their support for each Respondents were asked two questions about the Green

potential change to the existing routes. All changes for a route route:
were separated out to be assessed individually. A Likert scale
from “Very Supportive” to “Not Supportive at All" captured
each respondent's level of support for each change. The
responses to each question informed the prioritization of the
changes in the final recommendations.

> Do you support changing the Green Route to end at the
Kings Fork Recreation Center and discontinuing service
to the Pruden Center? The Red Route would serve the
Pruden Center.

> Do you support extending the Green Route to Wellons

. . ?
To understand the changes, in the online survey, a map and a Street?

table of the existing and proposed frequency and span were
provided. Each bus and library had a paper copy of the route
sheets for survey takers to refer to when taking the survey.

As seen in Figure B-23, respondents were supportive of the
extension to Wellons Street, but were less supportive of the
realignment to discontinue service to the Pruden Center.

Figure B-23: Phase Il - Level of Support of Green Route Changes from All Respondents (n = 32)
Very Supportive

Supportive
Neutral - -

Not Supportive

Not Supportive at All
Extend to Wellons Street End at Kings Fork Rec Center

When breaking out by rider status, the extension to Wellons service to the Pruden Center also had more support from
Street had more support from current riders than non-riders current riders than non-riders and operators.
and operators (Figure B-24). The realignment to discontinue
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Figure B-24: Phase Il - Level of Support of Green Route Changes by Rider Status (n = 32)
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® Current Rider ® Not Current Rider = Operator

Open-Ended Comments

Seven people wrote a comment related to the Green route
(Table B-4). Two respondents were doubtful if the new route
would work and one requested the Pruden Center segment be
kept. One respondent thought the route was too long but did
not clarify whether they meant the existing route or proposed
route.

Red
Respondents were asked four questions about the Red route;

> Do you support discontinuing service on Godwin
Boulevard and adjusting the Red Route alignment to
end at the Pruden Center? The Green Route would
Table B-4: Phase I - Open-Ended Comments about the Green serve Godwin Boulevard.
Route > Do you support adjusting the Red Route alignment to
discontinue service on W Washington Street and W

Comment Count Constance Avenue? The Green and Yellow Routes
would serve these areas.

Unsure if new route will work 2 > Do you support extending the hours of service during
?

Keep Pruden Center segment 1 Weekdays? . .

> Do you support adding new Saturday service?
Need larger buses 1

As seen in Figure B-25, respondents were somewhat
Route too long 1 supportive of all recommendations and did not favor one over
Stop request — the Commons at Centerbrooke 1 others.
Apartments

Positive comment (unspecified) 1
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Figure B-25: Phase Il - Level of Support of Red Route Changes from All Respondents (n = 28)
Very Supportive

Supportive

Neutral
Not Supportive

Not Supportive at All
End at Pruden
Center

Add service
on Saturdays

Extend hours of Eliminate W Washington
service on Weekdays and W Constance Streets

When breaking out by rider status, current riders and non-
riders supported the addition of hours on both Weekdays and
Saturdays (Figure B-26). The realignment of the Pruden
Center and elimination of W Washington and Constance

Streets were somewhat supported by current riders and non-
riders. Operators did not support the addition of new hours, but
somewhat supported the proposed realignments.

Figure B-26: Phase Il - Level of Support of Red Route Changes by Rider Status (n = 28)

Add service Extend hours of

Very Supportive
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Neutral
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@ Current Rider ® Not Current Rider = Operator
Open-Ended Comments > Do you support adding service on Carolina Road?

Do you support adding service to Mack Benn
Elementary School?
> Do you support removing service on Factory Street?

One person wrote a comment to express general support for >
the new Red alignment but did not specify further.

Orange

Respondents were asked four questions about the Orange
route:

> Do you support splitting the Orange Route into two
routes, the Orange and Blue Route?

As seen in Figure B-27, respondents were supportive of
extending the route to Mack Benn Elementary School, adding
service on Carolina Road. They were less supportive of
splitting the Orange route into two routes and did not support
removing service on Factory Street.
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Figure B-27: Phase Il - Level of Support of Orange Route Changes from All Respondents (n = 26)
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When breaking out by rider status, current riders and non-
riders supported extending the Orange route to Mack Benn
Elementary School and adding service on Carolina Road
(Figure B-28). Operators also supported extending service
to Mack Benn but were less supportive of adding service on
Carolina Road. Current riders and non-riders were somewhat

Add service on
Carolina Road

Split route into
two routes

Remove service on Factory
Street

supportive of splitting the Orange route into two routes, yet
operators solidly supported the realignment. Removing
service on Factory Street was not supported by current riders
and non-riders, with operators more neutral about the change
than the public.

Figure B-28: Phase Il - Level of Support of Orange Route Changes by Rider Status (n = 26)
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Open-Ended Comments

Three people wrote a comment related to the Orange route
(Table B-5). One respondent did not like the removal of
Factory Street, and one respondent found the new alignments
confusing.

Add service on
Carolina Road

Split route into
two routes

Remove service on Factory
Street

B Not Current Rider = QOperator

Table B-5: Phase Il - Open-Ended Comments about the Orange
Route

Dislike removal of Factory Street 1
New alignments confusing 1

Positive support (unspecified) 1
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Yellow Route would serve Wellons Street and the Orange and

Respondents were asked two questions about the Yellow Blue Routes would serve the Obici Industrial Park.

route: > Do you support adding Saturday hours?

> Do you support discontinuing the Yellow Route service As seen in Figure B-29, respondents were somewhat
to Obici Industrial Park/Wellons Street and adjusting the supportive of both adding service on Saturdays and
alignment to serve W Constance Avenue? The Green eliminating service to Wellons Street.

Figure B-29: Phase Il - Level of Support of Yellow Route Changes from All Respondents (n = 24)
Very Supportive
Supportive
Not Supportive

Not Supportive at All

Add service on Saturdays Eliminate service to Wellons Street
When breaking out by rider status, current riders and non- service to Wellons Street, while non-riders and operators were
riders strongly supported adding service to the Yellow route on somewhat supportive.

Saturdays (Figure B-30), yet operators were solidly not
supportive. Current riders were neutral on the elimination of

Figure B-30: Phase Il - Level of Support of Yellow Route Changes by Rider Status (n = 24)
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Open-Ended Comments > Do you support changing the Pink Route to not run on
No respondents wrote a comment related to the Yellow route. Portsmouth Boulevard? The Pink Route would run on
Wilroy Road/Nansemond Parkway in both directions.
Pink > Do you support extending the hours of service, as well
Respondents were asked three questions about the Pink as adding midday service, during Weekdays?

route:
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> Do you support extending the hours of service on As seen in Figure B-31, respondents were supportive of all
Saturday? potential changes to the Pink Route.

Figure B-31: Phase Il - Level of Support of Pink Route Changes from All Respondents (n = 29)
Very Supportive
Supportive -
Neutral - -
Not Supportive

Not Supportive at All

Extend hours of service Eliminate Portsmouth Extend hours of service
on Weekdays Boulevard on Saturdays
When breaking out by rider status, current riders and non- adding hours on Saturdays. Current riders were supportive of
riders strongly supported extending the hours of service on eliminating Portsmouth Boulevard from the Pink route, while

Weekdays and Sundays (Figure B-32), yet operators were non-riders and operators were somewhat supportive.
neutral on adding hours on Weekdays and did not support

Figure B-32: Phase Il - Level of Support of Pink Route Changes by Rider Status (n = 29)
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Open-Ended Comments

Four people wrote a comment related to the Pink route (Table
B-6). One respondent was confused about the change, and
one respondent wanted the Saturday hours extended even
more than proposed.
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Table B-6: Phase Il - Open-Ended Comments about the Pink Route > Do you support discontinuing the Purple Route on
Harbour View Boulevard, north of Hampton Roads

Parkway, and adding a lunchtime circulator (11:00am —

: ice thi ?
Confused about change 1 1:30pm) that would service this area’
> Do you support changing the Purple Route to turn
Expand north to College Drive 1 around at the Kroger Marketplace on University
Boulevard?
S ST WETS (0 AL~ A . > Do you support changing the Purple Route to use
Extend to Portsmouth Harris Teeter near US 17 1 Harbour Towne Parkway to serve Bon Secours Health
Center?
purol As seen in Figure B-33, respondents were supportive of
Rurp € ; ced th ons about the Purdl using Harbour Towne Parkway to serve Bon Secours Health
roeustz'on ents were asked three questions about the Purple  capier while they were less supportive of ending the route at

Kroger and introducing the lunchtime circulator.

Figure B-33: Phase Il - Level of Support of Purple Route Changes from All Respondents (n = 23)
Very Supportive
Supportive
Neutral - - -
Not Supportive

Not Supportive at All
Use Harbour Towne Parkway End at Kroger Introduce Lunchtime
Circulator

When breaking out by rider status, current riders supported Current riders solidly supported all three changes. Operators
using Harbour Towne Parkway and somewhat supported were somewhat supportive of all three changes.

ending the route at Kroger (Figure B-34). Current riders were

exactly neutral towards introducing a lunchtime circulator.

Figure B-34: Phase Il - Level of Support of Purple Route Changes by Rider Status (n = 23)
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Open-Ended Comments

Three people wrote a comment related to the Purple route and
made five unique comments (Table B-7). One respondent
wanted the lunchtime circulator hours longer than proposed
and asked that the new route be connected to healthcare
destinations.

Table B-7: Phase Il - Open-Ended Comments about the Purple
Route

Comment Count

Build pedestrian-friendly bus stops with shelters and 1
seats

Make lunchtime circulator connect to healthcare 1
destinations

Make lunchtime circulator hours 10:30 a.m.-2:00 1
p.m.

Positive support (unspecified) 1
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Run on Bennetts Pasture Road ‘ 1

New Services
Respondents were asked four questions about potential new
services offered by Suffolk Transit:

> Do you support new on-demand service in Chuckatuck
that would connect to Downtown Suffolk?

> Do you support new on-demand service in Holland that
would connect to Downtown Suffolk?

> Do you support new on-demand service in Whaleyville
that would connect to Downtown Suffolk?

> Do you support new commuter service between
Windsor and Downtown Suffolk?

As seen in Figure B-35, all four new services received
support from respondents. On-demand service to Chuckatuck
had the most support, while commuter service between
Windsor and Downtown Suffolk had less support.

Figure B-35: Phase Il - Level of Support of New Services from All Respondents (n = 39)
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When breaking out by rider status, current riders were very
supportive of all four new services (Figure B-36). Non-riders
were somewhat supportive of all four. Operators had lower
levels of support, with the most for Chuckatuck and exactly

Holland

Whaleyville Commuter Service to
Windsor

neutral support for commuter service between Windsor and
Suffolk.
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Figure B-36: Phase Il - Level of Support of New Services by Rider Status (n = 39)
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Open-Ended Comments

Six people wrote comments about the proposed on-demand
and commuter service (Table B-8). One person thought the
new service would not be cost effective, while five expressed
general support.

Table B-8: Phase Il - Open-Ended Comments about New Services

Positive support (unspecified) 5
Not cost effective 1
B.3.5  Additional Open-Ended Comments

At the end of the survey, respondents were given space to give
additional comments. Thirteen people wrote 14 general
comments about the service (Table B-9). Three complained
about public transit being funding and three wanted more
connections to HRT's service area. Two comments referenced
issues with the Downtown Transfer Station — specifically,
issues with traffic from museum visitors, panhandling and drug
use. Two comments expressed the desire to attract more
teenagers to the service.

Holland

® Not Current Rider

Commuter Service to
Windsor

Whaleyville

-

® Operator

Table B-9: Phase Il - Additional Open-Ended Comments

Comment Count

Complaints about funding public transit 3
More connections to HRT, Hampton, and
Portsmouth 3
Issues with Downtown Transfer Station 2
More service hours 2
Teens should ride free/get more young people riding 2
Eliminate fares completely 1
Make system map available on website without using 1
app

B.3.6  Demographics

At the end of the survey, respondents were asked a series of
optional, demographic questions. The following analysis does
not include operators.

Race

When asked their race or ethnicity, 46 percent chose white or
Caucasian. Of this 46 percent, two said they used Suffolk
Transit service and 15 said they did not. In addition to these
respondents, 43 percent of respondents chose Black or
African-American, with 13 riders and three non-riders. There
were also two respondents who chose “other”, one respondent
who chose Asian or Asian American, and one respondent who
chose Hispanic or Latino (Figure B-37). Other options
included American Indian or Alaska Native and Native
Hawaiian or Pacific Islander, but no respondents chose those
options.
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Figure B-37: Phase Il - Race and Ethnicity by Rider Status (n = 37)
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Income

Of the 23 percent of respondents who stated their annual
household income was below $15,000, all eight were Suffolk
Transit riders. Twelve percent indicated their income was
between $15,000 and $24,999; three respondents were
Suffolk Transit riders while one was not. Nine percent
answered that their income was between $25,000 and

2% 2 3%, 1 3%, 1
0, 0, 0, 0, 0,
0%.0 [l mm 0% 0 0% ©
Other Asian or Asian Hispanic or Latino

American

m Not Current Rider

$34,999; two respondents were a rider and one was not.
Twelve percent answered that their income was between
$35,000 and $49,999, with three riders and one non-rider.
Eleven percent stated their income was between $50,000 and
$74,999; all four were non-riders. Finally, 35 percent said their
income was over $75,000, with two respondents stating they
were riders and 10 stating they were not riders (Figure B-38).

Figure B-38: Phase Il - Income by Rider Status (n = 35)
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Language

All 37 people who responded to the question, “What is the
primary language you speak at home?” selected English.

Gender
More respondents stated they were female than male (Figure
B-39). Of the 56 percent of the female respondents, nine

29%, 10
11%, 4
9%, 3
6%, 2
3%, 1
| 0%, 0 .
$35.000 - $50.000 - Over $75,000
$49 999 $74.999

B Not Current Rider

respondents said they were current riders while 12 said they
were not. Of the 44 percent of male respondents, seven said
they were current riders and nine said they were not.
Respondents also could have chosen “other” as an option.
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Figure B-39: Phase Il - Gender by Rider Status (n = 37)
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Employment

When asked about their employment status, 54 percent said
they were employed full-time, with four respondents stating
they were current riders and 16 stating they did not ride Suffolk
Transit (Figure B-40). Seventeen percent marked they were

24%,9
19%, 7

Male

B Not Current Rider

employed part-time; five were current riders and one did not
ride Suffolk Transit. Twenty-two percent stated they were
retired, with four respondents riding Suffolk Transit and four
not. One respondent said they were a student, and two
respondents said they were unemployed.

Figure B-40: Phase Il - Employment Status by Rider Status (n = 37)
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B.4 Phase Il - Minutes
B.4.1  Stakeholder Meeting

Attendee List

> LJ.Hansen-Public > Helena Gabriel - Parks

Works & Recreation

> Maria Ptakowski — > Jason Souders -
Public Works Public Works

> Meagan Sanders — > Jeff Zeigler — The

Lake Prince Woods Children’s Corner

> Roxanne Flamer - >  Steve Julian - Sentara
SRHA Obici

> Mike Smith - SRHA > Angela Lawhorne -

PDCCC

> KevinWyne -Cityof >  Cheryl Griffin - CAPS
Suffolk Planning

>  Grace Heagy - City > Sarah Crouch — Obici
of Suffolk Planning Healthcare Foundation

> DeannaHolt - City of >
Suffolk Economic

Ryan Furgerson —
Michael Baker

Development International

>  Shatae Dancy — >  Faruk Hesenjan —
Virginia Regional Michael Baker
Transit International

> Phil Thompson - >  Rachel Lesniak —
Virginia Regional Foursquare ITP
Transit

Introductions

> Ryan Furgerson introduced the consultant team. He
asked attendees to introduce themselves and explain
how transit connects to their organizations.

> Themes of the introductions included connecting
residents and clients to job opportunities and medical
care; attracting businesses and downtown
redevelopment; helping residents and clients be self-
sufficient; and understanding how changes to transit
affect riders.

Overview of the Strategic Plan Process

> Ryan Furgerson gave an overview of the strategic plan
process.

> Ryan Furgerson explained what a transit strategic plan
is and its connection to the state government. He
emphasized that a strategic plan allows a transit system
to think far into the future and create a document to be
used internally and to use in funding requests.
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> Ryan Furgerson showed the project schedule and
explained where the strategic vision process fits into the
overall plan.

Goals and Objectives

> Faruk Hesenjan presented the section on the strategic
plan’s goals and objectives.

>  Faruk Hesenjan explained that previous goals were
focused on starting a new system, and now Suffolk
Transit needs more comprehensive goals. These goals
should align with local and regional transportation goals
and regulations.
Faruk Hesenjan explained that the new goals are now
measurable and touch upon:

—  Growth and Opportunity
— Operational Excellence
—  Community Integration
— Financial Accountability
— Regulator Compliance

Shatae Dancy asked if these new goals would affect
data and performance, especially under operational
excellence. There are geographic obstacles (i.e. multiple
rail lines) that make meeting targets like on-time
performance difficult.

Trade-Off Activity

> Rachel Lesniak led a trade-off activity for the
stakeholders. Using Poll Everywhere, a live polling
program, stakeholders could test their response to five
trade-off scenarios. The percentages below reflect the
responses

Table B-10: Stakeholder Meeting - Trade-off Activity Results

Answer Answer

Question A B

A. More frequent bus service vs. B.

0, 0,
Longer service hours (n = 14) T o

A. More weekday service vs. B. more

0, 0,
weekend service (n = 14) S7% 43%

A. Fewer bus stops for faster bus service
vs. B. More bus stops for more 36% 64%
accessibility and less walking (n = 14)

A. Buses run more frequently but serve
fewer streets vs. B. Buses run on more 56% 44%
streets but less frequently (n = 16)

A. Improve existing services vs. B.

0, 0,
Expand service to new areas (n = 15) Al e




(%ﬁ/é Transit - Transit Strategic Flan >> /9 2020~/ 2029

Public Outreach Summary

> Rachel Lesniak showed the results of the same trade-off

questions that were asked in a public survey in October
2018.

Recommendations Overview

> Rachel Lesniak explained the guiding principles for
transit that informed the draft recommendations.

> Rachel Lesniak presented a map of the draft
recommendations for the existing fixed route system.
She explained these would be changed further to reflect
the stakeholders’ responses to the trade-off activities.

> Rachel Lesniak also explained two potential new types
of service: on-demand service and commuter service.

—  Stakeholders asked about the proposed fare
structure. Rachel Lesniak and L.J. Hansen clarified
that the fare structure would be different than the
fixed-route system, but details are not yet
proposed.

—  Stakeholders asked if the on-demand service
would be available for groups. Rachel Lesniak
clarified that the service is designed for individuals
rather than groups.

— L.J. Hansen clarified that on-demand service will
not provide instant service like Uber or Lyft and will
be dependent on funding services. He also said the
goal was to connect residents of rural boroughs to
Downtown Suffolk and Northern Suffolk.

General Questions/Discussion

> Ryan Furgerson led a discussion session for any
general questions or ideas for the strategic plan.

>  Shatae Dancy had concerns with the Green route
turning around at Kings Fork High School because of
the congestion in the area.

> Shatae Dancy supported breaking the existing Orange
route into two routes.

> L.J. Hansen expressed support for bidirectional service
and explained to stakeholders the benefits of removing
loops and deviations.

> Multiple stakeholders mentioned increasing span of
service:

— A stakeholder mentioned that workers have shifts
at all hours, not just when buses currently run.
Industrial parks have previously requested
increased service and requests have been made
where possible.

—  Similarly, a stakeholder said that community
college night classes start at 6 p.m. and end at 9
p.m. Students can take transit to get to class but
cannot take transit home.

— A stakeholder said that her clients need dialysis
three times a week, and increasing service on the
weekends would give clients more options.

> Multiple stakeholders talked about marketing.

— A stakeholder mentioned that people are still
surprised there is a transit system in Suffolk. The
stakeholder thought that installing paper brochures
in common places like Wal-Mart might reach new
riders.

— Maria Ptakowski explained their real-time arrival
system, ETA Spot, and how it is accessible to
riders at bus stops. She encouraged the
stakeholders at non-profits to show clients the web-
based map to see the system.

— Ryan Furgerson mentioned that an effective
method of marketing might be asking for volunteer
ride ambassadors to help new riders understand
transit.

— Maria Ptakowski answered more questions about
signage, availability of bike rack on buses, the
number of daily riders, and the frequency of
overcrowded trips.

Next Steps
> Ryan Furgerson detailed the next steps, which include:

—  Summarize Stakeholder Outreach

— Finalize Recommendations

— Develop the financial and implementation plans
— Finalize the Transit Strategic Plan

B.4.2  City Council Meeting

L.J. Hansen explained the project and introduced Ryan
Furgerson to give the presentation.

Overview of Presentation
Ryan Furgerson explained the purpose of a Transit Strategic
Plan and presented the current project schedule.

Ryan Furgerson discussed why the Transit Strategic Plan
outlines new goals and objectives. These new goals and
objectives align with recent local and regional transportation
goals and regulations. The goals and objectives now touch on:

Growth and Opportunity.
Operational Excellence.
Community Integration.

Financial Accountability.
Regulatory Compliance.

V V. V V V



Ryan Furgerson showed the results from the first phase of
public outreach and explained that the public was given trade-
off exercises to complete. The results of these exercises
informed the recommendations.

Ryan Furgerson explained the guiding principles that also
informed the recommendations. These principles, based on
the goal that service should be simple, are:

Service Should Operate at Regular Intervals.
Routes Should Operate Along a Direct Path.
Route Should be Symmetrical.

Routes Should Serve Well-Defined Markets.
Service Should be Well-Coordinated.

V V. V V V

Ryan Furgerson showed a map of the draft recommendations.
Ryan Furgerson also discussed the possibility for on-demand
service and commuter service, which would be new types of
services for Suffolk Transit.

Comments from the City Council

Councilmember Duman said that Chuckatuck has no service
currently and would like infrequent, fixed-route service to
medical and retail destinations plus a connection to central
Suffolk. He asked about the possibility of this happening.

L.J. Hansen explained that the proposed demand response
model would cover rural areas like Chuckatuck, but that he did
not have specific details yet. He also mentioned that it is not
currently cost effective to run fixed-route service to
Chuckatuck, but it could be in the future if the demand
response service established a market.

Councilmember Duman asked if a survey had been
administered to Chuckatuck residents about the viability of
transit. L.J. Hansen said they had and that there was interest
in demand response service. Councilmember Duman
requested a survey to determine if there is viability for fixed-
route service to Chuckatuck.

B.5 Additional Input Received

The Virginia Organizing group obtained over 100 surveys on
Suffolk Transit service. The survey asked participants if they
were satisfied with Suffolk Transit’s bus service and how they
would change it. While some respondents were satisfied with
Suffolk Transit's bus service, many were dissatisfied with the
hours of service. The most frequent comment from
respondents was that service should run longer, beginning as
early as 5:00 a.m. and running until at least 11:00 p.m., on
weekdays and weekends. A few respondents also suggested
that service be more frequent, and a small portion felt that the
bus could improve their on-time performance and that the
Suffolk Transit service could be expanded geographically.
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CONTRACT
BETWEEN
ciTy ﬁF SUFFOLK, VA AND VIRGINIA REGIONAL TRANSIT

This CONTRACT (CONTRACT) made and sntered into this, the et . day of Novemnber,
2011 by and between the CITY OF SUFFOLK, VIRGINIA whose principal office s the Muricipal
Center, 441 Market Straat, Suffolk, VA 23434, hereinafter referrad to as the "CITY", party of the
first part, and VIRGINIA REGIONAL TRANSIT with an office located at 109 North Bailey Lans,

Purceitville, VA 20132 hereinafter refarred to as the “CONTRACTOR”, parly of the second part.
NTRACT '

The CONTRACTOR did on the 30th day of August, 2011 submit a Request for Proposal to
perform the services stipulsted in accordance with the Requast for Proposal fo Provide Transit
Servites hereinafter referred to as *PROJECT", which by reference is made a part hereef,

In consideration of the foliowing mutual agreements and covenants to be kept by each parly, the
parties agree as follows:

1. cQ (CT DOCUMENTS

It is mutually understood and sgreed by the parties herete that the following dacuments
are incorporated herein by reference the same as if each had been fully set out and
attached hereto and hersinafter shall be referred to as the "Contract Docurments™

Request for Proposal #2012-00012 inviting firms fo submit a proposal as published
August 1, 2011, Conditions of Cortract (General, Special, Supplemental and other
conditions as they may be fitled); VIRGINIA REGIONAL TRANSIT proposal dated
August 30, 2011, "Exhibit "A" and Anticollusion/Nondiscrimination/Drug Free Workplace
clauses, all documents of which are collectively referred to herein as “Contract
Documents™ and are incorporated by reference herein.

Should there be conflicts among and between the Contract Documents, the terms of the
final executed CONTRACT shall take precedence over the other Contract Documents.
Should there be conflicts amount between the final executed CONTRACT and any

subssquent change orders or other written modifications, the terms of the subsequent
change order or other written modification shall take precedence.

2 COP PEN.
A CONTRACTOR'S SERVICES
1. Prepare a Comprehensive Qperstion Analysis Plan ({COAP)
2, Present Draft and Final Reports of Findings and Recommendations

3. Development of a transit plan that will meet the mobility needs of the CiTY,
subject to approval and funding by City Counci!,
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Provide public transportation services for routes currently designated as 71 and
74, to include body on chassis buses with logo as approved by Cly staff
beginning January 2, 2012 with service charges fo be implemented following the
adoption of the COAP and following periodic reviews of service during the life of
the AGREEMENT.

Provide ADA service as mandated by state and federal requirements at
levels of service necessary to maintain funding arki compiiance with those
reguirements.

Assist City staff with applications for state and federat capital and.operating
assistance grants through the Virginia Department of Rall and Transportation.

Coltect all fares collected from the riders; fares to be determined by the CITY
Provide trolley service for special events
Gives presentations to City Council as directed

Develops and provides a marketing plan to include developing and distributing
an updated service brochure

Provide signage for fixed bus stops that will be identified In the COAP and work
with CITY staff to develop a standard for bus stop requirements.

Available pertinent information and availabls data requested by the
CONTRACTOR during the COAP project and any subsequent sfudies or
reviews.

Timely review of draft and preliminary materials submitted by the
CONTRACTOR.

Appropriate authorizations and signatures.

Without charge, a temporary office location to conduct transit operations for the
Clty of Suffolk. This arrangement shall not last longer than one year from the
effective date of this AGREEMENT, uniess authorized by subsaquent action.

Availability of fuel thru the Fieet Management Division, The CONTRACTOR
shall be responsible o reimburss the CITY for all fusl utilized by the
CONTRACTOR’S vehicles, without markup by the CITY.

In consideration of the satisfactory performance of the provisions of this CONTRACT,
the CITY shall pay to VIRGINIA REGIONAL TRANSIT an amount not to excesd
$22,500.00 for a one time consufting fee to cover the cost of the Comprehensive



Operations Analysis Plan (COAP)., Transportation services to be provided af a rate of
$63.00 per hour for service plus $7.00 per hour for capital costs, Trolley services, as
raquested for special events, shall be billed at a rate of $70.00 per hour.

Upon acceptance of work, the CITY will render payment within forty-five (48) days
of receipt of invoice, interest shall accrue at the rate of one percent per month.

Prior to payment, the CONTRACTOR shalt provide their federal employer
identificetion number.

Unless otherwise provided under the terms of this CONTRACT, interest for |ate
payment shall not exceed one percent (1%} per month.

It shell be the responsibility of the CONTRACTOR to notify the CITY, in writing, of
any necessary modifications or additions fo the Scope of this CONTRACT.
Compensation for changes or additions In the Scope of this CONTRACT will be
negotiated and approved by the CITY In writing.

It is undarstocd and agreed to by both the CITY and the CONTRACTOR that such
maodcifications or additions to this CONTRACT shall be made only by the full execution
of the CITY'S standard CONTRACT change order form. Furthermore, it is understood
and agreed by both parties that any work done by the CONTRACTOR based upon such
modification or addition to this CONTRACT prior to the CITY'S execution of is =
standard CONTRACT change order form shall be at the total risk of the
CONTRACTOR, and said work may not be compensated by the CITY.

Payments to subcontracior(s) shall be made in accordance with § 2.2-4354 of Code
of Virginia {1950), as amanded. Unless otherwise specified in this CONTRACT,
frterest shall accrue at the rate of one parcent {1%) per month.

f ON

The CITY may at any time, and for any reascn, terminate this Contract by written nofice
to CONTRACTOR specifying the termination date, which shalt be not less than thirty
(30) days from the date such nofice is malled.

Notice shall be given to CONTRACTOR by certified mailiratumn recaipt requestad at the
address set forth in CONTRACTOR'S Proposa! or ag provided in this Contract.

in the svent of such termination, CONTRACTOR shall be paid such amount as shall
compensate CONTRACTOR for the work satisfactorily completed, and accepted by the
CITY in this Transit Services CONTRACT 2011, at the time of termination.

if the CITY temminates this Contract, GONTRACTOR shall withdraw its personne! and
equipment, cease performance of any further work under this Contract, and turn over fo
the CITY any work completed or in process for which payment hae been made.



In the event that CONTRACTOR shal for any reason or through any cause be in default
of the terms of this Contract, the CITY may give CONTRACTOR written .notice of such
default by certified mallfreturn receipt requested at the address set forth in
CONTRACTOR'S proposal or a3 provided in this Contract.

Uriless otherwise provided, CONTRACTOR shall have ten {10} days from the date such
notice is mailed in which to cure the default. Upon failure of CONTRACTOR to cure the
default, the CITY may immediately cancel and terminate thls Contract as of the mailing

date of the default notice.

Upon termination, CONTRACTOR shall withdraw s personnel and equipment, cease
performancea of any further work under the Contract, and tumn over to the CITY any work
in process for which payment has besn made.

In the event of violations of law, safety or health standards and regulations, this Confract
may be immediately cancelled and terminated by the CITY and provisions herein with
respect to opportunity to cure default shall not be apphicable.

) " Fu

It is understeed and agresd batween the parties hereto that the CITY shall be bound and -
obligated hereunder only to the extent that the funds shall have been appropriated and
budgeted for the purpose of this Contract. [n the event funds are not appropriated and
budgeted in any fiscal year for payments due under this ContracOt, the CITY shall
immediately notify CONTRACTOR of such occurrence and this Contract shall terminate
on the last day of the fiscal year for which an appropriation was made without penalty or
expenss fo the CITY of any kind whatsoever.

ASSIGNMENT

Neither the CITY nor the CONTRACTOR shall assign, sublet or fransfer their right
or obligations in the CONTRACT without the wrilten consent of the other such
consent shafl not be unreasonably withheld. Asslgnment by the CONTRACTOR to
any current or future parent, subsidiary, or affiliete in connection with a corporate
transaction shail require the consent of the CITY.

NOTICE

Any notice, demand, or request by or made pursuant to this CONTRACT shall be
personaily defivered in writing or deposited in the United States mail, postage
prepaid, to the representative specified bslow or as otherwise designated in writing and
mutually agreed.

Linda S. Story

Purchasing Agent

441 Market Strest, Room 106

Suffalic, Virginia 23434
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With & copy to: Selena Cuffes-Glonn
City Manager
441 Market Strest
Suffolk, Virginia 23434

CONTRAGTOR: Mark McGregor
President/Chief Exacutive Officer
108 North Bailey Lane
Purceliville, VA 20132

The CITY'S representative will be Eric Nialsen, Director of Public Works or as otherwise
designated in writing:

Eric Nisleen

Director of Public Works

440 Market Street, 2nd Floor
Suffolk, Virginia 23434
{757) 514-4356

The CONTRACTOR'S representative shall be Damel M. Feassl, or as otherwise
deslgnated in writing and accepted by the CITY in writing:

Darrel Feasel

Transit Operations Program Manager
Virginia Regiona! Transit

108 North Baliley Lane

Purcsiiville, VA 20132

(677) 77T7-2708

darveli@vatransit.org

Neothing contained in this Asticle shall be construed to restrict the transmisslon of routine
communications betwsen.reprasentatives of the CONTRACTOR and the CITY. .

CONFLICT OF INTEREST

CONTRACTOR shall not accept or receive commissions or other payments from third
parties for soliciting, negotiating, procuring, or effecting insurance on behalf of the CITY.

NON-DISCRIMINATION

During the performance of this CONTRACT, the CONTRACTOR agrees that they
will not discriminate against any employee or applicant for employment because of
race, raligion, color, sex, natiohal origin, age, disability, service disabled veterans or
any ofher basis prohibited by law relafing to discrimination in empioyment, except
where there is a bona fide occupational qualification reasonably necessary to the
normai operation of the CONTRACTOR. The CONTRACTOR agrees to poat i
conspicuous places, available fo employees and applicants for empioyment, notices
setling forth the provisions of this nendiscrimination clause.

Also, the CONTRACTOR in afl soficitations or sdvertisements for employses placed
by or on behalf of the CONTRACTOR, wilt state that the CONTRACTOR is an equal
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opportunity employar.

Notices, advertisements and solicitations placed in accordance with faderal law, rule
or regulation shall be deemed sufficient for the purpose of meeting the requirements
of this section.

The CONTRACTOR wili include the provisions of ihis nondiscrimination clause in
every subcontract or purchase order of over $10,000, so that the provisions will be
binding upon each subcontractor vendor supplying services, goods or materials in
connection with this CONTRACT.

RUG-F: WORKP u

During performance of this CONTRACT, the CONTRACTOR agrees as follows: i to
provide a drug-free workplace for the CONTRACTOR'S employees: {i) to post in
conspicuous places, available to employees and applicanis for employment, a
statement notifying employees thef the unlawful manufacture, sale, distribution,
dispensation, possesslon, or uss of a controlled substance or marijuana Is
prohibited In the CONTRACTOR'S workplace, specifying the actions that will be taken
against employees for violations of such prohibition; and (i) staie in ail solicitations or
adveriisements for empioyees placed by or on behalf of the CONTRACTOR that the
CONTRACTOR maintains a drug-free workplace; (iv) CONTRACTOR will include the
provisions of the foregoing Sections (1), () and (iif) in every subcontract of purchase i
order of over $10,000, so that the provisions will be binding upon each subcontractor
or vendor.

For the purposes of this paragraph, “drug-free workplace” means a sits for the
performance of wark done in connaction with a specific CONTRACT awarded fo the
CONTRACTOR where employees at such sife are prohibited from engaging in  the
unlawful manufacture, sale, distribution, dispensation, possession or use of any
conirolled substance ar marijuana during the psrformance of the CONTRACT.

INSURANCE

The successful offeror shali procure, maintain, and provide proof of Insurance
coverages for injuries to persons andlor property damage as may arise from or in
conjunction with, the work performed on behalf of the City by the offeror, his agents,
representatives, employees or subtontractors. Proof of coverage as contained hersin
shall be submitted fifteen (15) days prior to the commencement of work and such
coverage shall be maintained by the offeror for the duration of the contract parfod; for
occurrence poficies. Claims made policies must ke in force or that caverage purchased
for three (3) years after contract completion date.

General Liability; Coverage shall be as broad as: Comprehensive General
Liability endorsed fo include Broad Form, Commercial General Liabflity form
including Products/Complated Operations.

Minimam Limi

General Liability:
$1.000,000 Genera! Aggregate Limit

a.



$1,000,000 Products & Completed Operations
$1,000,000 Persona! and Advertising Injury
$1,008,000 Each Occurrence Limit

§50,000 Fire Damage Limit

$5,000 Medical Expense Limit

Professional Liabliity (Emor and Omissions):
$2,000,000 Annual Aggregate Limit
$1,000,000 Each Occurrence Limit

Automobile Liabilty: Coverage sufficient to cover alt vehicles owned, used, or hired
by the offeror, his agents, representatives, employees or subcontractors.

Mininsum Limlts

Automobile Liability:

$1,000,000 Combined Single Limi
$1,000,000 Each Cocurencs Limit
$5,000 Medical Expense Limit

Workers' Compengation: Limits as required by the Workers' Compensation Act of
Virginia. Employers Liability, $1,000,000.

0 Provisions
1. All deductibles or seif-insured retention shall appear on the certificate(s).

2. The City of Suffolk, its’ officers/officials, smployees, agents and
voluntaers shali be added as "additional Insured” as their interests may
appear. This provision does not apply to Professional Liability or
Workers' Compensation/Employers’ Liability. |

3. The offeror's insurance shall be primary over any applicabls insurance or
seif-insurance maintained by the City.

4, Shall provide 30 days written notice to the Cily before any cancsilation,
suspension, or void of coverage in whole or part, where such provision is
reasonable.

5, All coverages for subcondractors of the offeror shall be subject to ali of the
requirements stated herein,

8. All deductibles or self-insured retention shall appear on the certificate(s)
and shall be subject to approval by the City. At the option of the City,
the insurer shall reduce or elfiminate such deductible or self-insured
retention; or the offeror shall be required to procure a bond
guaranteeing payment of losses and related claims expenses.

7. Fallure to comply with any reporting provisions of the policy(s) shali not
affect coverage provided the City, its' officers/officials, agents, empioyees
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8. The insurer shall agree to waive all rights of subrogation against the City,
its' officers/officials, agents, employees or volunteers for any act,
omission or condition of preinises which the parties may be held liable by
reason of negligence,

9, The offeror shall furnish the City cerifficates of insurance including
endorsements affecting coverage. The certificates are to be signed by a
person authorized by the insurance company(s) o bind coverage on s
behalf, i executed by & broker, notarized copy of authorization fo bind, or
cerlify coverage must be attached.

10.  Allinsurance shall be placed with ineurers. gﬁatntairﬂng an AM. Best
rating of no less than an A: VL. If AM. Best rating is less than A: Vi,
approval must be received from City's Risk Manager.

All coverages designated herein shall be as broad as the Insurance Services Office
(1SQ) forms filed for use with the Commonweaith of Virginia.

LD HARMLESS/INDEMNIF N

The CONTRACTOR shalt indemnify, defend, and hoid harmless the CITY, its officials,
employses, agents, end representatives thereof from any and all fosses, damagss,
dlaims, fines, penalties, suits, costs, actions, or claims of any kind, including attorney's
fees, brought on account of any personal injuries, damages, or violations of rights, -
sustained by any person or property which arise out of any viclation of law by, and ail
acts and omissions of the CONTRACTOR, the CONTRACTOR'S agents, omployess, dr
customers occurring in corineclion with the products and services covsred herelr of fiom
any claims or amounis arising from the violation of any law, bylaw, ordinance, regulation
or decres,

The CONTRACTOR'S indemnification obligation with respect to any and afl claims
egainst the CITY or any of its officars, agents, employses, by any empioyes or statutory
employee of the CONTRACTOR, or any of CONTRACTOR'S subcontractors, or anyone
directly or indirectly employed by any of them, or anyons for whose acts the
CONTRACTOR or CONTRACTOR'S subcontracter may be liable, shall not be limited In
any way by any limitation on the amount or type of damages, compensation or benefiis
payable by or for the CONTRACTOR or any of CONTRACTOR'S subcontractors under
workers' compensation laws, disabllity benefit laws or other applicable employee benefit
laws.

RESPONSIBILITY OF CONTRACTQR

The CONTRACTOR shall, without additional costs or fee to the CITY, correct or revise
any errors or deficiencies in is performance. Neither the CITY'S review, approval or
acceptance of, nor payment for any of the services required under this CONTRACT
shall be deemed & waiver of rights by the CITY, and the CONTRACTOR shail remain
liable to the CITY for all costs which are incumed by the CITY as a result of the
ng RACTOR'S negligent performance of any of the services furnished under this
CONTRACT,
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CONTRACTOR does not, and shall hot, during the performance of the CONTRACT for
goods and services in the Commonwestth, knowingly empioy an unauthorized alien as
defined in the Federal Immigration Reform and Controf Act of 1588,

SEVERABILITY

In the event that any provision shall be adjudged or decreed to be Invalid, such ruling
shall not invalidate the entire CONTRACT but shall pertain only to the provision in
question and the remeining provisions shall continue to be valid, binding and in ful forca

and effect.

This CONTRACT Is made, entered into, and shall be performed in the CITY of Suffolk,
Virginia, and shail ba governed by the applicable laws of the Commonwealth of Virginia
without regard to its conflict of law rules. in the event of litigation concerning this
CONTRACT, the parties agree {6 the exclusive  jurlsdiction and venue of a court of
cempetent jurisdiction in the City of Suffolk, Virginia; however, in the event that the
federal court has jurisdiction over the matter, then the parties agree to the exciusive
jurisdiction and venue of the U.S. District Court for the Eastem District of Virginia,

Norfollkk Division.

The CONTRACTOR shall not cause a delay in services because of the pending or
during litigation proceedings, except with the express, written consent of the CITY
or written instructionforder from the Court.

A CONTRACTOR organized as a stock or nonstock corporation, limited kability
company, business trust, or limited partnership or registered as s registered limited
lisbility partnership shall be authorized to transact business in the Commonwealth as &
domestic or foreign business entity if such is required by Title 13.1 or Title 50 or as
otherwise required by law. Such status shall be maintained during the temn of the
contract. A public body may void any contract with & business i the business fails fo
remain in compliance with the provisions of this section.

ENTIRE AGREEMENT

This CONTRACT comprises the entire undarstanding between the parties and cannot
be modified, altered or amended, except in writing and signed by alj parties.

WAIVER

The failure by one party to require parformance of any provision of this CONTRACT
shall not effect that party's right to require performance at any time thereafter, nor shall a
waiver of any breach or default of the CONTRACT constitute a walver of any
subsequent breach or default or & waiver of the provision itself,



IN WITNESS WHEREQF, the parties hereto have executed and sealed this CONTRACT as of
the day and year first above written,

CiTY OF SUFFOLK, VA VIRGINIA REGIONAL TRANSIT

o ol Mo s

Mark Sregor  \J

BY:

e-{Blenn

~ Salena &

City Ma resident/Chief Executive Officer
ATTEST: ATTEST:
g /gﬁa)@}/ BY: HotIrun S
fika S. Dawiey S B ..
ity Clerk Print Name:__Yiscthegn ~nenf7
Tile:__CFO

APPROVED AS TO FORM
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