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1.0 OVERVIEW OF WILLIAMSBURG AREA TRANSIT AUTHORITY

The Williamsburg area is located on the Virginia Peninsula between the York and James rivers,
directly northwest of the City of Newport News. The area is located in the Hampton Roads
region of Virginia, and is within the Virginia Beach Urbanized Area. Williamsburg is linked to the
City of Newport News by I-64, US 60, SR 143 and the CSX Railroad.

The Greater Williamsburg region is best known for its historic and visitor attractions. Historic
attractions include Colonial Williamsburg, Jamestown, Yorktown and the College of William and
Mary, the second oldest institution of higher education in the U.S. with a student population of
approximately 7,000. Visitor attractions include Busch Gardens and Water Country. These
attractions and population growth trends (2.3% annual 2000-2005) within the region continues
to support an economy based on hospitality and tourism and has fueled increased housing and
retail.

Williamsburg Area Transit Authority provides fixed route and ADA paratransit service to James
City County, the City of Williamsburg, York County, the College of William and Mary, and the
Colonial Williamsburg Foundation. The population of these jurisdictions in 2000 was 116,397,
according to the U.S. Census. By 2007 these jurisdictions had grown by 16% to 134,900
according to the U.S. Census American FactFinder. From 2007 to 2034, these jurisdictions are
projected to grow by over 60% to 217,700 with employment of 120,800.

1.1 TRANSIT HISTORY

Williamsburg Area Transit Authority evolved from the James City County Transit Company,
which was created in 1980 to provide public transportation to James City County residents. Over
its history, the system has grown significantly to meet the needs not only of area residents, but
also College of William and Mary faculty and students as well as seasonal tourists and temporary
workers.

In 2003, the name was changed to Williamsburg Area Transport Company to evoke a regional
focus. In March 2006, the state General Assembly granted permission to form a Regional Transit
Authority between James City County (JCC), York County, the City of Williamsburg, the College of
William and Mary (W&M), and the Colonial Williamsburg Foundation (CWF). The Williamsburg
Area Transit Authority (WATA) was established in August 2008. The Counties of James City and
York, the City of Williamsburg and Colonial Williamsburg have joined the Authority as members.

The local bus and ADA paratransit services continue to be directly operated under the name of
Williamsburg Area Transport (WAT). Through an agreement with WATA, the CWF continues to
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operate service around and throughout the historic Williamsburg area, as well as to and from
historic Jamestown, Jamestown Settlement, and historic Yorktown.

Transit demand in the Williamsburg area is greatly influenced by the seasonal demands of the
tourism, hospitality and retail industry and the academic calendar of W&M. WAT and CWF
ridership peaks in the summer months, while W&M ridership is strongest September through
April.

Significant service-oriented milestones achieved over the last decade include:

e Renovated the train station, now the Williamsburg Transportation Center, as a
multi-modal facility serving Amtrak, intercity bus carriers, and WAT bus routes

e Replaced the bus fleet with heavy-duty, low-floor diesel and Compressed Natural
Gas buses (for WAT and CWF routes)

e Construction of a shared operations and maintenance facility owned by CWF to
serve the WAT and CWF fleet, with maintenance provided under contract by Penske
Truck Leasing

e Implemented later hours, with service running until 10 p.m. in the summer and 8
p.m. the rest of the year

e Increased regional connection service levels between HRT and WAT

e Improved W&M service

e Established two new unofficial transfer hubs at New Town and Williamsburg Outlet
Mall

e Increased Purple Line frequency by splitting it into two routes, each with hourly
service

e Implemented the Tan Line along Mooretown Road to address medical and
commercial development in York County

e Implemented the Surry Connection route

e Implemented Sunday service

1.2 GOVERNANCE AND ORGANIZATIONAL STRUCTURE

After WAT was granted permission to form a Regional Transit Authority in 2006, the process
began to transition from a division of the James City County local government to an
independent joint entity providing public transportation services. On August 28, 2008 at an
organizational meeting, James City County, York County, and the City of Williamsburg approved
a Cooperative Agreement for these jurisdictions to form a Regional Transit Authority and
selected a Chairperson and Vice-Chair. Subsequently, through legislative authority, the CWF was
extended an invitation to join the Authority with voting privileges and they accepted. As a
political subdivision of the Commonwealth of Virginia, WATA is a qualified recipient of Federal
Transit Administration (FTA) and State funds for regional transportation service.
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Since August 2008, the WATA Board has made significant progress in transitioning to a Regional
Transit Authority. For example, a CWF representative was appointed to the Board of Directors, a
WATA/CWF bus service agreement was approved, a WATA compensation plan was adopted, a
Procurement Plan was adopted, Sunday service was implemented, the all day pass program was
extended, WATA assumed and amended the service agreement with W&M, and WATA’s FY
2010 grant application was submitted to VRDPT.

The WATA Board consists of five Directors representing each local jurisdiction and CWF. Each is
a staff member nominated by their respective organization. According to the WATA Bylaws, the
composition of the Board of Directors is as follows:

e Two Directors from James City County

e One Director from York County

e One Director from the City of Williamsburg

e One Director from the Colonial Williamsburg Foundation

The Board of Directors meets the third Thursday of each month at 10:00 a.m. Meetings are held
at the Williamsburg Municipal Building, third floor conference room, 401 Lafayette Street in
downtown Williamsburg.

The Board employs a staff and determines employee compensation. The Executive Director has
direct supervision of all the employees. Attorneys and auditors for the Authority are selected by
and report directly to the Board. WATA employees are non-unionized. CWF is contracted service
and not included as part of the WATA organizational chart. Figure 1-1 presents the
organizational chart for the Authority’s staff.

1.3  TRANSIT SERVICES PROVIDED AND AREAS SERVED

WATA directly operates transit service known as Williamsburg Area Transport (WAT). WAT
service consists of a network of year-round fixed routes, a seasonal route from May to
September only, and service to W&M from September to May only, as well as complementary
paratransit service during all fixed route hours. Additionally, WAT operates a demonstration
route between Surry County and the Williamsburg Transportation Center.

Most routes terminate at the Williamsburg Area Transportation Center, a multimodal center
served by WAT, Amtrak, intercity buses, and taxis. Some routes terminate at either New Town, a
mixed-use commercial/residential community or at the Williamsburg Outlet Mall providing
improved services to growth occurring in the western part of James City County.
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Figure 1-1: Williamsburg Area Transit Authority Organizational Structure
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Under a bus services agreement with WATA, the CWF manages the operation of transit services
to, from, and around the Historic Area of Williamsburg, along the Colonial National Parkway
between the historic Jamestown, Colonial Williamsburg, and historic Yorktown, and within
historic Jamestown. WAT and CWF cooperate in providing ADA paratransit service within, to,
and from the Historic Area for employees, residents, and visitors.

Regional service connections are also provided. Service operated by WAT between Williamsburg
and Surry County, via the Scotland Ferry, was implemented in late 2007. Connections to
Hampton Roads Transit routes can be made at the Williamsburg Transportation Center and at
Lee Hall. Figure 1-2 shows the existing WAT, CWF, HRT and other service in the Williamsburg
area.

Directly Operated Fixed Route Service

WAT operates seven year-round fixed routes to the Greater Williamsburg Area on Monday
through Saturday from 6:00 a.m. to 8:00 p.m. during off-peak months and 6:00 a.m. to 10:00
p.m. between Memorial Day and Labor Day. Sunday service is operated from 8:00 a.m. to 6:00
p.m. in the off-peak months and from 8:00 a.m. to 8:00 p.m. in the summer peak months. One
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additional route (Yellow Line) operates only in the summer. Until April 2009, all of these routes
operated at 60-minute frequencies. In response to bus overcrowding on WAT’s highest ridership
routes during the summer peak season, frequencies were improved in April from 60-minutes to
30-minutes on WAT’s Blue, Tan, Gray and Orange lines. Thirty-minute service on these routes is
operated from 10:00 a.m. to 6:00 p.m. on weekdays during the summer peak season.

Through an Agreement for Transportation Services, WAT also provides contractual
transportation to the W&M when classes are in session (September to May). WAT operates a
daytime route pattern (Green Line) and an evening pattern (Gold Line) serving the college from
7:00 a.m. to midnight on Sunday through Thursday and to 1:00 a.m. on Friday and Saturday.
W&M service operates at a 30-minute frequency.

Each WAT fixed route is described below.

Blue Line
This route operates north from the Williamsburg Transportation Center to the
Williamsburg Outlet Center, primarily via Richmond Road.

Gray Line
The Gray Line operates from the Williamsburg Transportation Center south to Lee Hall,

where it provides a connection to HRT Route 116. The Gray Line primarily operates on
Pocahontas Trail with a deviation into the Village Shops at Kingsmill.

Orange Line
The Orange Line travels from the Williamsburg Transportation Center to Tam-O-Shanter

Boulevard. Its alignment is north on Henry Street, east on Bypass Road where it serves
the Colonial Williamsburg Visitor Center, north on Capitol Landing Road, south on
Merrimac Trail to Tam-O-Shanter Boulevard. Return trips travel on east on Hwy. 199
from Merrimac Trail to the Marquis Shopping Center, and west on Penniman Road to
return to Merrimac Trail.

Purple 1 Line
This route operates between New Town and the Williamsburg Outlet Mall. This route

generally operates north on Ironbound Road from New Town, west on Longhill Road
and northeast on Centerville Road to the Williamsburg Outlet Mall. Northbound trips
make a deviation eastbound on Olde Towne Road to Ewell Station Shopping Center from
Longhill Road.

Williamsburg Area Transit Authority Page 1-5 September 2009
Transit Development Plan: FY 10-15



Figure 1-2: Existing Williamsburg Area Fixed Routes
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Purple 2 Line
This route operates between Stonehouse Commerce Park and the Williamsburg Outlet

Mall. From the Williamsburg Outlet Mall, this route travels north on Richmond Road
(Highway 60) to Stonehouse Commerce Park on Barhamsville Road (Highway 30).
Northbound trips make a deviation eastbound on Croaker Road to the Williamsburg
Regional Library. Southbound trips make a deviation westbound on Chickahominy Road.

Red Line

The Red Line travels in a counterclockwise loop from the Williamsburg Transportation
Center with its mid-point at Steeplechase Apartments. From the Williamsburg
Transportation Center, westbound trips travel north on Richmond Road, west on
Monticello Avenue, north on Treyburn Drive, west on Ironbound Road, south on
Ironbound Road, west on Watford Lane, south on New Town Avenue, and west on
Monticello Avenue to Windsor Meade, Monticello Marketplace and Steeplechase
Apartments.

Return trips travel west on Monticello Avenue to the James City County Courthouse,
and continue south on Strawberry Plains Road. The route deviates west on John Tyler
Highway to Riverside Medical Center and returns to travel south via Highway 199, east
on Jamestown Road (Highway 31) and north on N. Boundary Street to the Williamsburg
Transportation Center.

Tan Line

This route travels between the Williamsburg Transportation Center and the
Williamsburg Outlet Mall. From the Williamsburg Transportation Center, the Tan Line
travels north on Henry Street, west on Bypass Road, north on Mooretown Road, east on
Rochambeau Drive to the Great Wolf Lodge, returns west on Highway 199, and
continues north on Richmond Road (Highway 60) to the Williamsburg Outlet Mall.
Return trips travel east on Lightfoot Road and south on Mooretown Road with a stop at
Sentara Regional Hospital.

Yellow Line

This tourism-based seasonal route operates from Memorial Day to Labor Day and
provides service between the Williamsburg Transportation Center, the Colonial
Williamsburg Visitor Center, Busch Gardens Europe and Water Country USA. From the
Williamsburg Transportation Center, this route travels north on Henry Street, east on
Bypass Road, south on Page Street, southeast on York Street, south on Pocahontas Trail
to Busch Gardens Europe, north on Pocahontas Trail, and east on Highway 199 to Water
Country USA. Return trips travel west on Highway 199, south on Pocahontas Trail to
Busch Gardens, and north on Pocahontas Trail (Highway 60) to return to Colonial
Williamsburg and the Williamsburg Transportation Center.
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Green Line

The Green Line provides service to W&M with two route patterns — one in the daytime
(Green) and a second in the evening (Gold). The Green Line operates until 5:00 p.m. and
travels in a counter clockwise loop from the Monticello Shopping Center. Its alignment is
west on Monticello Avenue, and south on Compton Drive and Campus Drive through the
college campus. The route then travels southwest on Jamestown Road to the Ludwell
Residences, northeast on Jamestown Road, south on Boundary Street to the William
and Mary Law School, north on Henry Street, west on Francis Street and north on
Richmond Road to Monticello Shopping Center.

The Gold Line operates from 5:00 p.m. until 12:00 a.m. on Sunday through Thursday,
and until 1:00 a.m. on Friday and Saturday. This route travels between New Town, the
School of Education parking lots, the Commons Dining Hall, and the Ludwell Residences
via Monticello Avenue, Compton Drive, Campus Drive and Jamestown Road.

Routes meeting every 30 or 60 minutes at the Williamsburg Transportation Center:

e Gray Line - To Newport News (Lee Hall)

e Blue Line - To Williamsburg Outlet Mall

e Yellow Line - To Water Country USA / Busch Gardens
e Red Line - To Monticello Marketplace

e Orange Line - To Tam-O-Shanter Boulevard

e Tan Line - To Williamsburg Outlet Mall

Two additional routes that serve the Williamsburg Transportation Center are the Surry
Connection and HRT Route 121.

Other transfer points include the Williamsburg Outlet Mall and New Town. Four routes meet at
the Williamsburg Outlet Mall with timed transfers:

e Purple Line 1 —To New Town

e Purple Line 2 — To Stonehouse Commerce Park

e Blue Line — To Williamsburg Transportation Center

e Tan Line — To Williamsburg Transportation Center

Three routes meet at New Town:
e Red Line — Mid-route stop between Williamsburg Transportation Center and
Steeplechase Apartments
e Purple Line 1 — To Williamsburg Outlet Mall
e Gold Line —To Ludwell Residences
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Surry Connection

WATA partners with Surry County to operate the Surry Connection between the
Williamsburg Transportation Center and the Town of Surry, via the Jamestown -
Scotland Ferry crossing the James River. From the Williamsburg Transportation Center,
the Surry Connection bus makes a few stops in Williamsburg along Jamestown Road and
continues to the Jamestown - Scotland Ferry. After crossing the James River on the
ferry, it continues along Rt. 31 to the Town of Surry with stops at Surry Village, Lebanon
Village, Surry County Community Center and Smith Park. The bus then returns to the
ferry landing, stopping at the VDOT Park & Ride at Rt. 31 and Rt. 637 (Pleasant Point
Road) before boarding the ferry for the return trip to the Williamsburg Transportation
Center.

The Surry Connection operates on Monday through Friday. The schedule for this route is
dependent on meeting the ferry. The route operates every three or four hours
throughout the day, beginning at 5:15 a.m. at the ferry and ending at 7:39 p.m. in the
fall, winter, and spring and at 9:39 p.m. in the summer (June 14 through Labor Day).

Purchased Transportation Fixed Route Service

CWF leases WATA buses to operate public transportation serving America’s Historic Triangle —
Jamestown, Colonial Williamsburg, and Yorktown. CWF must uphold the requirements of
Federal and State funding and operates under the auspices of the WATA Board. CWF operates
one shuttle route in Colonial Williamsburg, which operates much more frequently than the WAT
routes, with frequency varying with the level of visitation to meet peak demands.

In addition, CWF provides seasonal service during the months of March through October from
Yorktown to Colonial Williamsburg and from Jamestown to Colonial Williamsburg via the
Colonial Parkway and within the Jamestown historic area in cooperation with the National Park
Service (NPS). Shuttle service is also provided by York County within historic Yorktown. The
terminus for all of these routes is the Colonial Williamsburg Visitor Center where connections
can be made.

Colonial Williamsburg Shuttle
This shuttle route serves the Colonial Williamsburg attractions from 9:00 a.m. until

10:00 p.m. daily, operating in a clockwise loop around Historic Colonial Williamsburg.
From the Colonial Williamsburg Visitor Center, the Blue Line travels via Colonial Parkway
to the Palace Shuttle Stop. This route travels east on Lafayette Street, south on Water
Street, west on Francis Street, south on England Street, west on Newport Avenue, north
on N. Henry Street, and west on Lafayette Street to the Palace Shuttle Stop and the
Colonial Williamsburg Visitor Center.
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Historic Triangle Shuttle

In conjunction with the NPS, CWF operates two seasonal routes every daily that begin at
the Colonial Williamsburg Visitors Center and travel to Jamestown and Yorktown. These
routes operate along Colonial Parkway. Both of these routes leave the Colonial
Williamsburg Visitor Center on the half-hour from 9:00 a.m. to 3:00 p.m. Return service
departs from Jamestown or Yorktown every half-hour from 9:30 a.m. to 4:00 p.m., with
final departures in the afternoon at 5:15 p.m.

e The Jamestown Route makes stops at Historic Jamestowne and the Jamestown
Settlement before returning to Colonial Williamsburg.

e The Yorktown Route makes stops at the Yorktown Battlefield and Yorktown Victory
Center before returning to Colonial Williamsburg.

Jamestown Area Shuttle

The Jamestown Area Shuttle provides seasonal service every 10-15 minutes via a loop
between the Historic Jamestowne Visitor Center and Glasshouse, the Jamestown
Settlement, and the Neck of Land parking area along Colonial Parkway. It operates daily
during tourist season from 9:00 a.m. to 5:00 p.m.

Yorktown Trolley

The Yorktown Trolley service is provided by York County with a replica trolley bus leased
from WATA. It operates from 10:00 a.m. until 6:00 p.m. during the summer months.
Visitors arriving in Yorktown on the Historic Triangle Shuttle can transfer to the
Yorktown Trolley to reach the various attractions in the historic village.

The trolley travels between the Yorktown Victory Center and Yorktown Battlefield
Visitor Center along Water Street, Matthews Street, Historic Main Street and Ballard
Street. The trolley stops at nine locations approximately every 20 to 25 minutes, and
connects to the Historic Triangle Shuttle at both ends.

Paratransit Service

WAT offers door-to-door paratransit service for mentally or physically disabled passengers
within a % mile corridor of fixed routes. Service must be scheduled one day in advance.
Paratransit service is provided during all fixed route hours.

CWF provides paratransit service within the Historic Area on a same-day request basis for
visitors to the Colonial Williamsburg Visitors Center. For ADA-certified residents or visitors
traveling between WAT's service area and the Historic Area, WAT provides door-to-door service
so passengers do not need to transfer to a CWF vehicle.
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Other Area Service Providers

Two Hampton Roads Transit (HRT) routes connect to WAT routes and provide service between
the Williamsburg service area and Newport News. Connecting HRT routes support the growing
need for regional employee connections both to and from Williamsburg.

HRT Route 116

Route 116 provides hourly service from 6:00 a.m. until 12:25 a.m. on Monday through
Saturday, and 6:00 a.m. until 7:25 p.m. on Sunday between Lee Hall and Patrick Henry
Mall.

At the top of the hour, from Lee Hall this route travels south on Warwick Boulevard,
east on Bland Boulevard, south on Chatham and Habersham Drive, east on Wal-Mart
Way, south on Jefferson and east on Mall Parkway to Patrick Henry Mall. HRT On Call
service is provided for Lees Mill Drive and Charles Street. The route returns to Lee Hall
north on Jefferson Avenue, west on Wal-Mart Way, north on Habersham and Chatham
Drive, east on Bland Boulevard, north on Jefferson Avenue, west on Fort Eustis
Boulevard and north on Warwick Boulevard to Lee Hall. At the bottom of the hour this
route operates in the reverse direction from Lee Hall to Patrick Henry Mall and back.
That is, it operates south on Jefferson Avenue and north on Warwick Boulevard.

HRT Route 121

Route 121 currently provides two a.m. round trips and two p.m. round trips on
weekdays between the Williamsburg Transportation Center, Patrick Henry Mall and the
Newport News Transportation Center in downtown. From the Williamsburg
Transportation Center, this route travels north on Highway 132 and south on 1-64 to
Patrick Henry Mall. The route continues south on I-64 and southwest on |-664 to the
Newport News Transportation Center.

1.4 FARE STRUCTURE

The one-way base fare for WAT is $1.25 per one way trip, and $.25 to transfer to another line,
for a maximum of $1.50 for a one-way trip. Passengers age 60 or older and/or disabled
passengers with a Medicare card can ride the fixed routes at a reduced fare of $0.50. College of
William & Mary students with a school ID, middle school and high school students with a school
ID who reside within the WAT service area, as well as children under the age of six traveling with
an adult who do not occupy a seat ride for free. The fare for paratransit service for those unable
to use accessible fixed-route bus service because of mental or physical challenges is $2.00 one-
way and $4.00 round trip. The fare on the Surry Connection is $1.50 one-way and $3.00 round
trip. Table 1-1 outlines WAT's fare structure.
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WAT currently offers an All Day pass at a fare of $1.50. The WATA Board of Directors recently
voted to extend the All Day Pass program from May 1, 2009 until September 30, 2009. The All
Day Pass Program began several years ago to encourage visitor, shopper, and employee usage.
The All Day Pass allows unlimited boarding during the course of a day, improved boarding time,
and enables the bus to leave the stop in a timelier manner. In addition, fare box maintenance
repairs are reduced and the fare counting demands on both driver and administration are
reduced.

WAT intends to implement a rider pass program to supplement options available under the
current fare structure, which could include multi-ride tickets, weekly passes, and monthly
passes. The pass program is proposed to be implemented in two phases in 2009 and 2010.

Table 1-1
WAT Fare Structure

Fare
Base Fare $1.25
Seniors and Persons with Disabilities $0.50
Children (Under 6 Years with an Adult) Free
William & Mary Students with Student ID Free
Local Middle & High School Students with Student ID Free
Transfer to Other WAT Routes $0.25
One-Day Pass $1.50
Paratransit One-Way Trip $2.00
Paratransit Round Trip $4.00
Surry Connection One-Way Trip $1.50
Surry Connection Round Trip $3.00

Colonial Williamsburg Hotel guests, Colonial Williamsburg admission ticket holders, and WAT
transfer holders may use the Colonial Williamsburg Shuttle at no additional charge. Otherwise,
the fare structure outlined in Table 1-2 applies. The Historic Triangle Shuttle and Jamestown
Shuttle are provided as a free service through the NPS. The Yorktown Trolley is also a free
service.
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Table 1-2
Colonial Williamsburg Foundation Fare Structure
Colonial Williamsburg Shuttle

Fare
Base Fare:
One Day Shuttle Pass $2.00
One Week Shuttle Pass $4.00
Seniors and Persons with Disabilities:
One Day Shuttle Pass $1.00
One Week Shuttle Pass $2.00
Children (Under 6 Years with an Adult) Free
Colonial Williamsburg Hotel Guests Free
Colonial Williamsburg Admission Ticket Holders Free
WAT Transfer Holders Free
Transfer to WAT Routes $0.25

1.5  VEHICLE FLEET

As of May 2008, WATA had a fleet of 44 vehicles, thirty-six Heavy-duty fixed route buses, three
demand response buses, two small fixed route buses and two small operational support buses
for contingency purposes. The fixed route and demand response fleet is fully ADA accessible and
includes:

e 20 low-floor diesel buses with bike racks (25 or 30 seated capacity) for directly operated
service

e 5 body-on-chassis vehicles (14 seated capacity) for directly operated service

e 16 low-floor compressed natural gas (CNG) buses, some with bike racks (40 seated
capacity) for purchased transportation

e 1 diesel replica trolley bus (25 seated capacity) for purchased transportation

e 2 operational support vehicles

Two body-on-chassis vehicles are in contingency status to support driver relief and times of
extreme traffic congestion. They are an integral part of the region’s emergency plan, as
discussed in Section 1.7. WATA has three vehicles for administrative/operations staff support
that are not used in general public service. The demand response fleet is fully ADA accessible
and includes three body-on-chassis vehicles. Appendix 1-A presents WATA's fleet inventory as of
May 2008.

In May 2008, WATA had a spare ratio larger than FTA’s 20% spare allowance. By April 2009, with
the implementation of additional service, WATA’s peak vehicle requirements will grow to 37
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fixed route and 3 demand response vehicles, within FTA’s allowable 20% spare ratio. This spare
ratio is expected to further decrease as WAT continues to phase in service improvements.

1.6 FACILITIES

WATA currently does not directly own any of its facilities, but leases space at two facilities. The
first is with CWF for the regional bus operations and maintenance facility at 7239 Pocahontas
Trail, Williamsburg. WATA also leases space for bus transfers from the City of Williamsburg at
the Williamsburg Area Transportation Center, 468 North Boundary Street, Williamsburg.

Transfer locations and shelters are located throughout the WAT service area. Table 1-3 provides
a detailed listing of WAT bus shelters.

1.7 TRANSIT SECURITY PROGRAM

WAT is included in the James City County Community Service Emergency Plan which defines
roles and responsibilities for transit personnel. WAT personnel have participated in the following
safety and security training over the past three years:

e System Security Awareness for Transit Employees (NTI);

e National Incident Management System (FEMA);

e Virginia Operations Plan Exercise;

e Pandemic Influenza-Tabletop;

e Evacuation Planning & Disaster Recovery Regional Emergency Management Technical
Advisory Committee; and

e Connecting Communities Public Transportation Emergency Preparedness Workshop
(NTI).

WAT has a contingency fleet of two body-on-chassis vehicles that are part of the regional
emergency plan due to the service area being within a 10 mile radius of a nuclear power plant
and in the hurricane corridor of Hampton Roads.
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Table 1-3
Bus Shelter Inventory

Bus Stop Location Acquisition  Cost Funding Source Condition
Burnt Ordinary Apartments 1 March-00 $6,935 Federal STP Urban (80%) Fair
Route 60, Bus Line -Purple 2 James City County
Williamsburg Outlet Mall 2 March-00 $6,785 Federal STP Urban (80%) Good
Route 60, Bus Line - Purple 2 James City County
Prime Outlets 3 March-00 $7,463 Federal STP Urban (80%) Good
Route 60, Bus Line - Blue James City County
Williamsburg Pottery ,Route 60, Bus Line - Purple 2 4 June-95 $11,624 County Funds (100%) Good
James City County
Ironbound Square Gate 5  March-00 $6,185 Federal STP Urban (80%) Fair
Ironbound Road, Bus Line - Purple 1
James City County
JCC Human Services, 6  March-00 $6,185 Federal STP Urban (80%) Good
Olde Towne Road, Bus Line - Purple 1
James City County
People's Place (Disabled Workshop), Indutrial Blvd. 7 March-00 $6,185 Federal STP Urban (80%) Good
York County
Williamsburg/JCC Community Center 8  March-00 $6,185 Federal STP Urban (80%) Good
Ashbury Road, Bus Line - Purple 1
James City County
Village of Woodshire Apartments, Merimac Trail 9 June-01 $6,851 Federal STP Urban (80%) Fair
Bus Line - Orange City of Williamsburg
Colonial Towne Townhouses, Merrimac Trail 10 June-01 $6,862 Federal STP Urban (80%) Good
Bus Line - Orange City of Williamsburg
Colonial Towne Apartments 11 June-01 $6,862 Federal STP Urban (80%) Good
327 Merrimac Trail, Bus Line -Orange Williamsburg
900 Capital Landing Road, Parkway Drive 12 June-01 $6,851 Federal STP Urban (80%) Good
Bus Line - Orange Williamsburg
New Hope Rd./ Richmond Rd. Bus Line - Blue 13 June-01 $6,862 Federal STP Urban (80%) Good
Williamsburg
1624 Richmond Rd. (Motel 6) , Bus Line - Blue 14 June-01 $6,862 Federal STP Urban (80%) Good
Williamsburg
Colonial Heritage, Across from Pottery 15 October-02 N/A  Proffer by US Homes (100%) Good
Bus Line - Purple 2 James City County
Williamsburg Shopping Ctr., Richmond Rd. 16 September-03 $3,317 Federal STP Urban (80%) Good
Bus Line - Blue, Williamsburg
W & M Law School Bus Line - Green 17 March-04  $10,212 Federal STP Urban (80%) Excellent
College of William and Mary
Windsor Meade Shopping Center, Bus Line-Red 18  March-06 N/A  Proffer by Developer Excellent
James City County
Wal -Mart Distribution Center, Rt. 60, Bus Line - Gray 19 March-06 $6,415 Federal STP Urban (80%) Excellent
James City County
Country Village Mobile Park, Rt. 60 Bus Line - Gray 20  March-07 $6,415 Federal STP Urban (80%) Excellent
James City County
Farm Fresh, Merrimac Trail Bus Line - Gray 21 May-07 $6,415 Federal STP Urban (80%) Excellent
James City County
Colonial Services Board, Rt. 143 Bus Line - Orange 22 May-06 $6,415 Federal STP Urban (80%) Excellent
James City County
International Village, Capital Landing Road 23 May-06 $6,415 Federal STP Urban (80%) Excellent
Bus Line - Orange, Williamsburg
James York Plaza, Rt. 143 Bus Line -Orange 24 June-06 $6,415 Federal STP Urban (80%) Excellent
Williamsburg
Ewell Station, Ewell Station Center, Bus Line -Blue 25 May-07 N/A Proffer (100%) Excellent
James City County
K-Mart, K-Mart Center, Bus Line - Tan York County 26 July-07 $6,415 Federal STP Urban (80%) Excellent
Anvil Camp Ground, Mooretown Road, Bus Line -Tan 27 June-06 $6,415 Federal STP Urban (80%) Excellent
York County
Clarion, Richmond Rd., Bus Line - Gray 28 August-07  $6,415 Federal STP Urban (80%) Excellent
James City County
Longhill Grove Apts., Longhill Rd., Bus Line - Purple 1 29 May-06 $6,415 Federal STP Urban (80%) Excellent
James City County
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Additional security measures being taken by WATA include installing surveillance cameras on
fixed route buses, as well as purchasing surveillance cameras and an access card entry system
for the WATA administrative facility. WATA recently received $350,000 of funding in 2009 for a
Global Positioning System (GPS)/Automated Vehicle Locator (AVL) System, which will provide
safety and security for passengers and drivers by allowing quick location of vehicles and faster
response to security incidents and accidents.

1.8 PusLIc OUTREACH

Public outreach is conducted and documented via public hearings when a major service change
is proposed. As part of the WATA bylaws, an advisory committee of no less than five citizens will
be formed with representatives from the private sector, the disabled community, a student
from the College of William and Mary, and a person 19 years old or younger. Additionally, at
least one person living or working in each of the member local jurisdiction will be appointed as
well as a representative of the NPS and one at-large representative. The formation of this
committee is planned for 2009.

Additionally, WATA is involved and participates in the public involvement procedure process for
the Hampton Roads Regional Planning Commission, the MPO for the region. This process
includes a wide variety of activities (kiosks for public comments, speakers bureau, civic league
involvement etc.) geared toward providing a multitude of opportunities for citizens, transit users
and community stakeholders to provide their input into the transportation planning process.
WATA relies on the MPQ’s public participation process to satisfy its public participation
requirements for its Program of Projects in the region’s Transportation Improvement Plan.
Representatives from WATA attend the MPQO’s public meetings and listening sessions to answer
any questions regarding WATA and its proposed transit projects.
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2.0 GOALS, OBJECTIVES AND STANDARDS

This chapter presents the Williamsburg Area Transit Authority (WATA) vision and mission,
identifies the goals and objectives for the Transit Development Plan (TDP), and establishes a set
of performance standards for the transit system.

2.1 WATA VisioN AND MISSION

In May 2009, WATA defined its vision and mission as part of its 2009-2010 Strategic Plan, as
follows:

Vision
Williamsburg Area Transit Authority will become the transportation option of choice for
people who live, work, and visit in the Williamsburg Area.

Mission
To provide safe, efficient, and accessible public transit to residents and visitors in the
Williamsburg Area.

2.2 TDP GoALs & OBIJECTIVES

WATA’s 2009-2010 Strategic Plan also developed goals and strategies in support of the vision
and mission intended to guide WATA’s actions in the current fiscal year. Building on the 2009-
2010 Strategic Plan, this section presents goals and objectives for the five-year TPD. Near-term
Goals 1 through 3 and associated objectives are consistent is the Strategic Plan, some of which
have been augmented with specific action steps. Goals 4 through 7 were developed in
coordination with WATA and are recommended to support the five-year TDP.

Goal 1 - Expand and WATA transit service to meet customer and community needs

Objective 1.1 — Evaluate, and where financially feasible, implement recommendations
identified in the 2008 Passenger Profile conducted by the KFH Group for WATA

Objective 1.2 — Implement rider pass program to supplement daily and weekly pass
options

Objective 1.3 — Evaluate current route system to determine if opportunities exist for
system design improvements, to include increased frequency of service, and implement
improvements if funding allows

e |nvestigate additional frequency improvements beyond those implemented
in April 2009
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e |nvestigate new regional service opportunities from outlying areas such as
Southside Hampton Roads, Cities of Newport News, Hampton and
Smithfield, as well as New Kent County

e |nvestigate the need and potential for other service opportunities such as
express service, carpools, and vanpools from park & ride lots

Objective 1.4 - Implement a retail trolley service to link the Merchants Square, New
Town and High Street commercial developments

Objective 1.5 - Expand use of technology to provide current transit service information
and create greater awareness of WATA services

e Take advantage of local government access channels and internet
capabilities

e Implement a Global Positioning System (GPS)/Automated Vehicle Locator
(AVL) System

e Evaluate the use of GPS-based passenger information systems, such as
NextBus, to provide accurate vehicle arrival/departure information and real-
time maps to passengers

Objective 1.6 - Work with the College of William and Mary to develop and implement
programs to increase the use of transit by William & Mary students

Objective 1.7 - Work with the Colonial Williamsburg Foundation and the National Park
Service to explore and recommend future funding sources for the Historic Triangle
Shuttle Service beyond FY2010

Goal 2 — Complete the transition of the regional transit system into the Williamsburg
Area Transit Authority to provide effective and efficient public transit service in the
Williamsburg Area

Objective 2.1 - Create an advisory committee to provide community input on WATA
services and operations.

Objective 2.2 - Develop and implement a transit development plan as required to apply
for additional State funding.

Objective 2.3 - Develop and recommend routing concept plans to the planning staffs of
each of the WATA members and conduct public meetings for input on concept plans

Objective 2.4 - Conduct a facilities and equipment needs study for WATA operations
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Objective 2.5 - Develop an information technology system implementation plan for
inclusion in the Virginia Department of Rail and Public Transportation Six-year Capital
Plan and WATA Twenty Year Capital Plan

Objective 2.6 - Investigate and evaluate the opportunity to create sponsorships to
generate additional revenue for the WATA system

Objective 2.7 - Produce and publish various WATA policy and procedures manuals in
order to finalize the creation of the Williamsburg Area Transit Authority organization

Objective 2.7 - Investigate and make recommendations on transit fare structure for
fiscal years 2010 and 2011

Objective 2.7 - Complete the transition of the Human Resources, informational
technology, publications, and procurement management functions to WATA

Goal 3 — Promote and implement green practices that reduce greenhouse emissions
and mitigate traffic congestion

Objective 3.1 - Evaluate, and where financially possible, implement the use of green
vehicles and facilities

e Update vehicle replacement program considering the next generation of
environmentally friendly vehicles (i.e. Electric/Diesel Hybrid) on an annual
basis

Objective 3.2 - Create and implement a public awareness campaign to promote the
environmental benefits of using public transit

e Provide an overview of transit benefits on WATA website

e Place public service announcements and promotional advertisements in
newspapers (in English and Spanish)

e Sponsor promotional events, such as an annual Clean Commute Day
offering free transit rides

Objective 3.3 - Seek opportunities to partner with local and regional organizations to
promote multimodal transportation in the Williamsburg Area

e Proactively seek opportunities to present an overview of the services
provided and planned by WATA to key stakeholders and community groups

e Develop a comprehensive mailing list of community associations and clubs
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e Expand the distribution of general system information and route maps and
schedules, such as to visitors and employees in cooperation with public and
private stakeholders

e Enhance WATA’s participation in the TRAFFIX regional transportation
demand management (TDM) program, which promotes alternatives to
driving alone such as carpooling and vanpooling

e Continue to coordinate and support bicycle and pedestrian improvements
with member jurisdictions and the Hampton Roads Transportation Planning
Organization (HRTPO)

e Continue to work with human service stakeholders and agencies that are
addressing growth in aging adults needing transportation

Goal 4 — Improve the customer’s transit experience, integrating technology where
applicable

Objective 1.4 — Distribute user-friendly schedule and system information in public
places throughout the service area for residents and visitors

e Increase the number of locations where system maps and schedules are
displayed

e Continue to improve user-friendliness of service information, such as bi-
lingual (English and Spanish) system maps and schedules

Objective 2.5 — Expand the passenger shelter program

e Add new shelters annually in areas where utilization is projected to be
highest (subject to funding availability and ability to successfully negotiate
with property owners)

Goal 5 — Develop and maintain an on-going performance monitoring program as
identified in Section 2.3 of this chapter

Objective 5.1 - Record and monitor monthly transit operations statistics and compile
monthly report.

Objective 5.2 - Review and assess system performance on a quarterly basis to
determine if any corrective measures should be considered
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Goal 6 — Improve coordination between transportation, land use, and economic
development activities

Objective 6.1 — Continue coordination with local, regional and statewide plans for
the future provision of public transit serving the Williamsburg Region

e Review relevant local, regional and Statewide plans as they are prepared
and provide comments as appropriate

e Implement circulator or local routes serving new transit-supportive
developments

e |dentify opportunities to educate the development community on the
economic benefits of transit amenities in mixed-use developments

Objective 6.2 — Support land development regulations that encourage transit-
supportive development

e Work with county and city staffs to pursue revisions to Land Development
Regulations that are more conducive to transit use

Objective 6.3 — Support incentives for developers and major employers to promote
public transportation

e Discuss opportunities with county and city staffs to provide impact fee
credits to developers who are offering transit amenities and to transit-
supportive development in general

Objective 6.4 — Support improved connectivity of sidewalks and bicycle facilities
along existing and future public transit corridors

e Evaluate the availability of sidewalk and bicycle facilities at major bus stops

e Submit sidewalk, crosswalk, and bicycle facility priorities to the HRTPO for
consideration in its Regional Transportation Plan and funding opportunities
in the Transportation Improvement Program
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Goal 7 — Continue to provide a safe and secure transit system

Objective 7.1 — Ensure WATA has the necessary tools to address system security
issues and emergencies

e Continue to pursue technology improvements on buses and facilities to
increase safety and security for WATA employees and customers

e Continue to participate in the region’s emergency plan and provide
opportunities for staff to participate in safety and security training programs

2.3  SERVICE PERFORMANCE STANDARDS

While WATA utilizes best practices daily and monthly Board of Directors meetings include
reports from the Executive Director, such as monthly ridership and revenue, WATA does not
currently have defined performance standards. This TDP recommends implementing several
performance standards to measure the efficiency and effectiveness of WATA’s transit service.

Performance standards guide the decision making process by revealing underperforming routes,
as well as routes that could support additional service. Effective performance standards require
complete and consistent data collection. Ideally, performance measures would be collected and
calculated on a route-level basis and be reported separately for weekday, Saturday and Sunday
service. Currently, WATA collects data on a route-level basis monthly, but does not have the
capability at this time to distinguish ridership between weekday, Saturday or Sunday due to
limitations of its current farebox system. WATA will be procuring an Automated Fare/Passenger
Collection Software that will allow for the addition of service performance standards in the near
future. .

This TDP work effort has identified several recommended performance standards based on a
review of WATA’s 2008 monthly ridership activity reporting to NTD at the system-wide basis for
WAT directly operated service. Due to the highly seasonal nature of WAT fixed-route ridership,
different performance measures are recommended for peak season (April through September)
versus off-peak season.

Ridership Service Productivity Measures

Ridership Service Productivity Measures evaluate the effectiveness of the service.
Recommended measures for WAT fixed-route service are based on monthly system-wide
averages of passengers per revenue hour and passengers per revenue mile in the peak and off-
peak seasons. Corrective measures should be investigated if, during the peak or off-peak season,
these measures fall below the levels identified for three months in a row.
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Passengers per Revenue Hour — Directly Operated Fixed Route

The ratio of passengers per revenue hour is an industry wide standard measure of
effectiveness. When hours of service are increased, this measure reveals the
effectiveness of those changes. WAT monthly system-wide fixed-route service should
maintain levels equivalent to or higher than the following standards:

Peak season 23.0
Off-peak season 14.0

Passengers per Revenue Mile — Directly Operated Fixed Route

Passengers per Revenue Mile relates to the effectiveness of the service based on
passenger demand versus passenger supplied. WAT monthly system-wide fixed-route
service should maintain levels equivalent to or higher than the following standards:

Peak season 1.3
Off-peak season 0.9

Cost Effectiveness Measures

Cost effectiveness measures reveal the efficiency and effectiveness of transit service as it relates
to operating expenses. Changes in these measures indicate if a change in cost or demand is
having a negative or positive impact on the service. The recommended cost-effectiveness
measures for WAT directly operated service are the fixed-route farebox recovery ratio, the
fixed-route direct operating expenses per passenger trip, and the demand response direct
operating expenses per passenger trip. Corrective measures should be investigated if, during the
peak or off-peak season, these measures fall below the levels identified for three months in a

row.
Farebox Recovery Ratio — Directly Operated Fixed Route
The farebox recovery ratio measures the farebox revenues as a percentage of operating
expenses. A decrease in the farebox recovery ratio over an extended period of time
warrants corrective measures. In 2008, the Farebox Recovery Ratio was 14 percent.
WAT monthly system-wide fixed-route service should maintain levels equivalent to or
higher than the following standards:
Peak season 13%
Off-peak season 11%
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Direct Operating Expenses per Passenger Trip —Directly Operated Fixed Route

This measure reveals the cost effectiveness of the service based on the direct operating
costs (i.e., exclusive of indirect administrative operating expenses) per passenger trip.
Changes in the ratio reveal the impact of operating costs on the level of service provided
to WATA customers. WAT monthly system-wide fixed-route service should maintain
levels equivalent to or lower than the following standards:

Peak season: $2.80
Off-peak season: $3.70

Direct Operating Expenses per Passenger Trip — Directly Operated Demand Response

In addition to fixed route, tracking direct operating expenses (i.e., exclusive of indirect
administrative operating expenses) per passenger trip for demand response service
provides a cost effectiveness measure for WATA’s paratransit service. The demand for
paratransit service does not fluctuate significantly based on the peak and off-peak
seasons; thus, a single standard was established for application year-round. WAT
monthly system-wide demand response service should maintain levels equivalent to or
lower than the following year-round standard:

Year-round: $36.00
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3.0 SERVICE AND SYSTEM EVALUATION

As previously noted in Chapter 1 of this TDP, WATA directly operates transit service known as
Williamsburg Area Transport (WAT). WAT service consists of a network of year-round fixed
routes, a seasonal route from May to September only, and service to College of William and
Mary from September to May only, as well as complementary paratransit service during all fixed
route hours. Additionally, WAT operates a demonstration route between Surry County and the
Williamsburg Transportation Center.

Under a bus services agreement with WATA, the Colonial Williamsburg Foundation (CWF)
manages the operation of transit services to, from, and around the Historic Area of
Williamsburg, along the Colonial National Parkway between the historic Jamestown, Colonial
Williamsburg, and historic Yorktown, and within historic Jamestown. WAT and CWF cooperate in
providing ADA paratransit service within, to, and from the Historic Area for employees,
residents, and visitors.

WATA operates seven year-round fixed routes to the Greater Williamsburg Area on Monday
through Saturday from 6:00 a.m. to 8:00 p.m. during off-peak months and 6:00 a.m. to 10:00
p.m. between Memorial Day and Labor Day. Sunday service is operated from 8:00 a.m. to 6:00
p.m. during the off-peak months and from 8:00 a.m. to 8:00 p.m. during the summer peak
months. One additional route (Yellow Line) operates only in the summer. Route descriptions
were previously provided in Chapter 1 of this TDP.

Sunday service was implemented in November 2008; therefore, ridership data prior to the start
of Sunday Service only includes Monday through Saturday. Also, WATA does not currently track
ridership by day of the week. Therefore, it is currently not possible to differentiate ridership
levels between weekday, Saturday, and Sunday.

When W&M is in session (September to May), WAT operates a daytime route pattern (Green
Line) and an evening pattern (Gold Line) serving the college from 7:00 a.m. to midnight Sunday
through Thursday and until 1:00 a.m. on Friday and Saturday. W&M service operates at a 30-
minute frequency.

Until April 2009, other WAT routes operated at 60-minute frequencies. The frequency of the
Blue, Tan, Gray and Orange routes was improved to 30 minutes beginning April 6, 2009,
coinciding with the beginning of WATA’s peak season. However, the existing ridership data
represents ridership at 60 minute frequencies, as it is for calendar year 2008.

Under contract to WATA, CWF operates one shuttle route year-round in Colonial Williamsburg,
with frequency varying with the level of visitation to meet peak demands. Purchased
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transportation is also provided seasonally during the months of March through October from
Yorktown to Colonial Williamsburg and from Jamestown to Colonial Williamsburg via the
Colonial Parkway. The terminus for all of these routes is the Colonial Williamsburg Visitor Center
where connections can be made with both the Orange and Yellow WAT routes. Shuttle service is
also provided within the Jamestown historic area in cooperation with the National Park Service
(NPS) and within the Yorktown historic area in cooperation with York County.

3.1  EXISTING SERVICE ANALYSIS

The following is an analysis of existing ridership for WATA fixed route and paratransit service.
This analysis uses ridership data collected in calendar year 2008 and reported to the National
Transit Database

Directly Operated Ridership

WAT’s fixed route ridership is seasonal and changes based on the time of year. Figure 3-1 and
Table 3-1 display the total monthly ridership for WAT fixed route and ADA ridership. WAT's
ridership is heaviest during the summer peak months. Some of the increase in WAT ridership in
December 2008 is due to the addition of Sunday Service, which was implemented in mid-
November 2008.

Figure 3-1: Monthly WAT Fixed Route and ADA Ridership — 2008
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In 2007, WAT's total ridership, including ADA, was 726,963. This increased to 830,911 in 2008,
which is a 13 percent increase. ADA ridership remained relatively stable between 2007 and
2008.
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Table 3-1
Monthly WAT Fixed Route and ADA Ridership — 2008

ROUTE JAN FEB MAR APR MAY JUNE JULY AUG SEPT OCT NOV DEC TOTAL
Blue 10,277 11,088 12,345 13,305 15,058 18,556 24,562 20,637 16,512 11,724 9,087 12,456 175,607
Orange 6,917 8,753 11,070 13,443 12,749 16,796 18,610 16,306 13,745 9,561 6,586 9,422 143,958
Gray 7,232 8,567 8,974 9,325 10,041 13,203 14,513 14,284 12,207 9,282 6,185 8,396] 122,209
Purple1& 2 7,389 4,529 9,063 8,161 8,731 10,760 11,795 12,767 10,505 11,097 8,464 8,496 111,757
Red 6,384 6,528 7,493 7,599 6,663 8,005 8,856 10,222 9,589 7,255 4,145 8,004 90,743
Tan 5,212 5,997 5,876 7,995 6,314 10,287 11,834 11,397 8,171 5,302 5,210 7,089 90,684
W&M 4,941 9,042 6,464 7,769 1,720 0 0 1,208 5,760 6,243 4,718 6,817 54,682
Yellow 0 0 0 0 786 3,835 6,188 7,224 627 0 0 0 18,660
Surry County 89 50 148 154 183 243 273 254 288 319 289 347 2,637
Unallocated 0 0 0 0 0 0 135 0 0 3 74 923 1,135
ADA 443 443 350 445 286 216 460 466 509 526 423 470 5,037
Total 48,884 54,997 61,783 68,196 62,531 81,901 97,226 94,765 77,913 61,312 45,181 62,420 817,109
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WAT Fixed Routes

Figure 3-3 displays the total ridership in 2008 for each of the fixed routes. The unallocated
ridership is the result of a GFl issue that is currently being reviewed. The Blue Route was the
most productive route in 2008 with 21 percent of the ridership. This is followed by the Orange
and Gray routes. In the summer months, the Tan Line had higher ridership than the Red Line.
Figure 3-4 shows the monthly ridership by route. Additional details regarding WAT’s seasonal
routes and the Surry Connection is provided in the sections that follow.

Figure 3-1: Total WAT Fixed Route Ridership by Route-2008
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Figure 3-2: Monthly WAT Fixed Route Ridership by Route-2008
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Seasonal Routes

WATA'’s seasonal routes are the Green/Gold Line, which serves the College of William and Mary
(W&M) from September through May, and the Yellow Line, which serves major tourist
destinations during the summer months. Figure 3-5 displays monthly ridership for the
Green/Gold and the Yellow Line in 2008. Green/Gold ridership is relatively steady when W&M
students are in session, with declines in service corresponding with winter, fall, and spring
breaks. February had the highest Green/Gold ridership, most likely due to increased usage
during the colder winter months. The Yellow Line, which serves the tourist attractions during the
summer months, fills in the ridership gaps left by the absence of W&M students. Ridership is
heaviest on this route during the month of August.

Figure 3-3: Green/Gold and Yellow Lines Monthly Ridership — 2008
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Surry Connection

The Surry Connection is a regional route that was implemented in October 2007 with service
Monday through Friday between Williamsburg and Surry County via the Scotland Ferry. The
schedule for this route is dependent on meeting the ferry. The route operates every three or
four hours throughout the day, beginning at 5:15 a.m. at the ferry and ending at 7:39 p.m. in the
fall, winter, and spring and at 9:39 p.m. in the summer (June 14 through Labor Day). While
ridership on this route is low, it did steadily increase throughout 2008, from 87 riders in
December 2007 to 347 riders in December 2007.
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Figure 3-4: Surry Connection Monthly Ridership — 2008
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ADA Paratransit

WAT provides ADA paratransit service within a % mile radius of fixed route services, as well as to
and from the Colonial Williamsburg Historic Area during regular fixed route service hours. Figure
3-7 displays the monthly ridership for WAT ADA service. Ridership is relatively steady
throughout the year, although it showed a decline in ridership during the months of May and
June 2008.

Figure 3-5: WAT ADA Monthly Ridership — 2008
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WAT Fare Utilization

WAT provided passenger trips by fare type based on the regular adult fare, discount fares paid
by Senior and Medicare riders and student free-fares, which include W&M students on any
route and middle/high school students, and all day passes. Figure 3-8 shows the percentage of
the total WAT fixed route ridership (excluding ADA) for January through December 2008 for
each of the following fare categories:

e W&M students riding on the Green/Gold Route
o  W&M students riding on all other WAT routes
e Middle and high school students

e Seniors or Medicare card holders

e All day passes

Ten percent of the trips were made by seniors or Medicare card holders paying the discounted
$0.50 fare. Trips taken by W&M students total 12 percent of passenger trips (seven percent on
the Green/Gold Line, and an additional five percent on other WAT routes). Trips taken by middle
school and high school students made up seven percent of the total passenger trips.

The majority of trips (71 percent) were made by passengers who either paid the full adult fare of
$1.25 per trip or used an all day pass. According to WATA’s data, 38 percent of passengers used
an all day pass over the course the year. However, the all day pass data from the first three
months of 2008 is suspect, as it is extremely low compared to all other months. Without these
three months, those using an all day pass increases to 47 percent and those paying the base fare
drops to 26 percent.

Figure 3-6: Annual Ridership by Fare Category - 2008
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Figure 3-9 shows the monthly ridership by each fare category based its percentage of total
monthly ridership. Senior and Medicare ridership remains relatively steady throughout the year,
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with a slight decrease during the months of May and June. Ridership by middle/high school
students is highest during the summer months of June, July, and August. There was also a slight
increase in this fare category during December 2008. As expected, W&M ridership is lowest
during the summer months, when the Green/Gold Line is not operating. It is important to note
that freshmen and sophomore students at W&M are not allowed to have a vehicle on campus.
As previously noted, the extremely low all day pass ridership from the first three months of 2008

is suspect.
Figure 3-7: Monthly Ridership by Percentage of Fare Category - 2008
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Purchased Transportation Ridership

Purchased transportation routes include the Colonial Williamsburg Shuttle, the Historic Triangle
Shuttle, the Jamestown Area Shuttle, and the Yorktown Trolley. These routes are operated
under contract to WATA using buses owned by WATA. Figure 3-10 displays the total monthly
ridership in 2008 for purchased transportation routes. Corresponding with the peak tourist
season, the summer months of June, July, and August have the highest ridership, with a peak of
344,554 riders in July.

Figure 3-8: Purchased Transportation Monthly Ridership — 2008
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Total WATA Ridership

Figure 3-11 presents the total monthly ridership in 2008 for WAT’s directly operated fixed route
and ADA service as compared to the purchased transportation. With the exception of January
and February, purchased transportation ridership is 60 to 70 percent higher than WAT ridership.
WAT’s ridership peaks in July as well, with nearly 100,000 riders.

Figure 3-9: Directly Operated & Purchased Transportation Monthly Ridership — 2008
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3.2 HisToRICAL PERFORMANCE EVALUATION

National Transit Database (NTD) information was collected for the past five years (FY2003-
FY2007) to determine the pertinent ridership, service effectiveness, and cost effectiveness
trends. WATA's Fiscal Year is July through June. WATA began reporting data for Historic Triangle
transit service in 2006 as purchased transportation. This section describes three performance
evaluation measures, passengers per revenue hour, operating costs per passenger trip, and
operating cost per revenue hour.

Service Effectiveness

The ratio of passengers per revenue hour reveals how effectively the service is provided. Table
3-2 shows the annual ridership and revenue miles listed in the NTD for 2003 thorough 2007.
These figures do not factor for inflation. The jump in fixed route passengers per hour from
approximately 15 passengers per hour in 2005 to more than 46 passengers per hour in 2006 is
due to the addition of the CWF routes to the NTD reports. Demand response has remained
relatively steady, as it is predominately associated with the directly operated WAT routes.
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Table 3-2
Service Effectiveness

Year Passenger Trips Pass./Rev. Hour
DR DR DR |

2003 354,940 5,767 31,482 3,729 11.27 1.55
2004 511,655 6,293 31,796 3,938 16.09 1.60
2005 520,488 6,939 35,016 4,088 14.86 1.70
2006* 2,760,989 6,405 59,666 3,819 46.27 1.68
2007 3,016,576 5,139 63,346 3,254 47.62 1.58

* Base year for WATA, merger of CWF and WAT

Cost Effectiveness

The ratio of operating costs per passenger trip displays how cost effectively the agency is
providing the service. From 2003 to 2004, WATA service saw a 30 percent improvement in the
cost per passenger trip from $3.56 to $2.49, as shown in Table 3-3. The 62 percent improvement
in this ratio from 2005 to 2006 is due to the addition of CWF service to NTD reporting. Demand
response cost effectiveness also improved from 2003 to 2004, but has declined each year since
then. Between 2006 and 2007 cost effectiveness for both fixed route and demand response
service declined significantly, which can only be partially attributed to inflation.

Table 3-3
Cost Effectiveness

Year Passenger Trips O&M Costs O&M/Pass. Trip
DR DR DR

2003 354,940 5,767 $1,262,902 $192,461 $3.56 $33.37
2004 511,655 6,293 $1,271,815 $159,302 $2.49 $25.31
2005 520,488 6,939 $1,453,691 $177,269 $2.79 $25.55
2006* 2,760,989 6,405 $2,920,082 $214,346 $1.06 $33.47
2007 3,016,576 5,139 $3,725,526 $206,477 $1.24 $40.18

* Base year for WATA, merger of CWF and WAT

Service Efficiency

The ratio of operating cost per revenue hour provides an overview of how efficiently the service
is operated. Again, these numbers do not consider inflation. Table 3-4 displays WATA's service
efficiency for 2003 to 2007. From 2003 to 2005, this ratio remained steady for fixed route
service. Unlike the other two performance evaluation measures, however, service efficiency for
fixed route service declined significantly from 2005 to 2006 with the addition of CWF service and
again in 2007. Demand response service efficiency also declined significantly from 2005 through
2007.
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Table 3-4
Service Efficiency

O&M Costs 0&M/Rev. Hour
Year
~ ws | or ] ws | or | we | or |

2003 $1,262,902 $192,461 31,482 3,729 $40.12 | $51.61
2004 $1,271,815 $159,302 31,796 3,938 $40.00 | $40.45
2005 $1,453,691 $177,269 35,016 4,088 $41.52 | $43.36
2006* | $2,920,082 $214,346 59,666 3,819 $48.94 | $56.13
2007 $3,725,526 $206,477 63,346 3,254 $58.81 | $63.45

3.3  PEer ANALYSIS

The peer analysis provides performance measures compared across five peer systems for which
WATA can use to gauge where deficiencies may occur and improvements could be warranted. A
detailed peer analysis technical memorandum is included as Appendix 3-A.

While it is difficult to factor in the unique nature of Williamsburg’s tourism industry, location,
student population, and the tourism-based service provided under WATA by the CWF, five peer
systems have been identified and used that best replicate WATA service. These peer systems
include Greater Lynchburg Transit Company (GLTC), Fredericksburg Regional Transit (FRED),
Charlottesville Transit Service (CTS); Annapolis Transit, and Harrisonburg Department of Public
Transportation (HDPT).

The challenge with comparing WATA service to the peers systems is the CWF routes that serve
the historic tourist areas. This has been reported to the NTD as purchased transportation since
FY2006, after WATA purchased vehicles for CWF using FTA funds. None of the peer systems
have both purchased transportation and directly operated service. Key findings from this
analysis are presented below.

o Vehicle Utilization: WATA is the outlier for the fixed route number of vehicles available, with
36 compared to the peer average of 28. WATA has 24 percent more fixed route vehicles
available than the peer average; however, the CWF vehicles are included in this number.
WATA is the lowest among the peers for revenue hours per peak vehicle and only 83
percent of the peer average for revenue miles per peak vehicle. Again, the CWF purchased
transportation routes are included in these ratios.

e Service Supplied: WATA has higher than average revenue hours and miles per service area
population. This is likely due to the higher ridership on the CWF routes as well as the tourist,
temporary workers, and student population which is not factored into the service area
population. Yet, WATA’s revenue miles and hours per service area square mile are lower
than the peer average. With the second largest service area among the peers, this may
indicate portions of the service area are underserved, such as the Jamestown Road corridor
identified as a service expansion need in passenger surveys.
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e Service Productivity: WATA has higher than average number passenger trips per service area
population, which again reflects the CWF routes, as well as the transient population of
tourist, temporary workers, and students that are not factored into the service area
population. Additionally, WATA has a higher number of passenger trips per revenue hour
and revenue mile. This is indicative of the CWF routes that primarily serve tourists in the
historic area. The addition of later service, Sunday service, and proposed frequency
increases may alter these results in future NTD reports.

e (Cost Efficiency: WATA’s operating cost per passenger trip is lower than the peer average;
however, the operating cost per revenue hour is higher. The operating cost per revenue
mile is close to the average. The lower cost per passenger trip likely reflects the high
ridership on CWF routes. WATA’s recent addition of Sunday service and later hours along
with the ability to efficiently add this service will impact the results of the cost efficiency
measures in future NTD reports.

e Revenue Vehicle Maintenance Performance: WATA has the youngest fleet among the peers,
and as such has the fewest number revenue vehicle failures per 1,000 miles.

e farebox Revenues: Accounting strictly for fares, WATA has a lower than average farebox
recovery rate at 11 percent. The peer average is 20 percent. The farebox recovery ratio
would be higher if payment in lieu of fares from W&M were included in this category.

e Source of O&M Funds: In FY 2007, WATA was heavily reliant on local funds for O&M (nearly
50 percent). WATA received less federal funds than the average for O&M and equal to the
average from state funding. O&M funding is identified as one of the biggest challenges
WATA faces moving forward.

e Source of Capital Funds: In FY 2007, WATA received 92 percent of its capital funding from
federal sources and eight percent from local sources. WATA did not receive any state
funding for capital. As grants expire and WATA service expands, capital funding may become
a challenge in the future.

3.4 ON-BOARD SURVEY FINDINGS

A survey of WAT riders, referred to as the 2008 Passenger Profile, was conducted in April and
July of 2008 by KFH Group, as part of a technical planning study. Because the survey is recent, it
falls within the time period of this TDP and meets the Virginia DRPT requirements. Future TDPs
may require a new survey to be conducted. This section summarizes the results of the KFH
survey effort. A discussion of the full ridership data is provided in Appendix 3-B. A copy of the
survey instrument is also included in the appendix, as well as KFH’s detailed rider profile for the
April and July survey.

Surveys Completed

KFH conducted a passenger survey during April 24-26, 2008 in order to capture the opinions of
students from W&M, as well as from July 24-26 to capture the tourist and visiting workers
population. These surveys were conducted on a Thursday through Saturday. A total of 1,300
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surveys were completed, which includes 724 surveys in April and 576 in July. KFH gave the
survey a confidence level of 95 percent, plus or minus 5 percent. Figure 3-12 shows the
response rate by route for the April and July surveys. Note that the two seasonal routes were
only surveyed once, with the Green/Gold route surveyed in April and the Yellow Route surveyed
inJuly.

Figure 3-10: Surveys Completed by Route
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Surveys Results by Category

Results of the April and July 2008 surveys are summarized below. Results are presented for each
of the question categories.

Survey Demographics

As part of the survey, demographic questions via multiple choice answers were asked in order to
gauge who rides WAT service. These questions included:

1) Are you Male/Female?
2) Do you have a car?
3) How do you classify yourself?
e  African American
e Asian American
e Caucasian
e Hispanic/Latino
e Native American
e Other
4) Indicate your age group.
5) What is your current employment status?
6) What is your total annual household income from all sources?
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The KFH survey results indicate that off peak riders include local residents and W&M students,
while peak riders include local residents, visiting workers, and tourists. Riders were racially
diverse, and 51 percent were female. Seventy-eight percent of the riders have no car. Responses
to employment questions reveal that 44 percent of the riders are employed full-time and 15
percent were employed part-time. As expected, July surveys reveal a higher employment rate,
reflecting the visiting workers population and the absence of W&M students. Among the
respondents, 63 percent reported household incomes of $25,000 or less. Additionally, responses
came from passengers who ride the system at least 3-4 days per week.

Residency

The July survey included residency status with 37 percent of the respondents being residents of
James City County. Another 20 percent were residents of City of Williamsburg, 15 percent were
temporary workers, 12 percent were visitors to the region, nine percent were City of Newport
News residents, and six percent were from York County.

Origins and Destinations

The KFH survey asked respondents the location where they boarded the bus (origin) and the
destination. The results of the surveys for April, July, and the two months combined are shown
in Table 3-5.

Table 3-5
Origins & Destinations

Williamsburg 43% 49% 36%
James City County | 40% 36% 44%
York County 13% 12% 14%

Newport News 4% 3% 6%
Total 100% | 100% 100%

Trip Purpose

Survey respondents were asked the purpose of their trip. Figure 3-13 displays the results from
the April and July survey. Work was the predominant trip purpose in both months, but was a
significantly larger percentage in July. Shopping and social/recreation were also prevalent in
both months. As expected, school trips were much higher in April when W&M was in session.
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Figure 3-11: Trip Purpose
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Customer Satisfaction

Respondents were asked to rate their satisfaction with WAT services in various areas. One
qguestion listed predefined areas where respondents ranked the answer based on level of
satisfaction. Others were open ended questions, where respondents could write in what they
liked best and least about the service. The categories with the highest responses to the
predefined questions ranked as follows (from highest to lowest):

April July

e Cost e Driver courtesy

e C(Cleanliness of the buses e C(Cleanliness of the buses
e Driver courtesy e Safety and security

e Safety and security e C(Cost

Among the passengers who filled in the open ended question—what they liked best about the
service—April respondents responded price, driver courtesy, availability of service, and
convenience. July respondents cited driver courtesy, price, availability of service, and on-time
performance. Both April and July passenger responded that they would like to see
improvements to Sunday service, better on-time performance, more hours and days of service,
and more frequent service.

Finally, respondents were asked to list the top three geographical areas where they would like
to see service if WAT were to expand service. The five most requested geographic areas were:

e Jamestown Road Corridor
e Newport News

e Marquis Shopping Center
e Richmond

e Yorktown
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Summary of Results

The KFH survey summarized that WAT is generally used for daily trips and riders appreciate the
service that is available. The fare is considered affordable and drivers are courteous. The April
survey captured the student population, but did not gather a large sample of visitors. The July
survey captured 62 visitor surveys. The survey also concluded that riders need Sunday service
and evening service to accommodate hospitality jobs that have seven-day-a-week employment.
On-time performance, frequency of service and service to the Jamestown area were identified
as improvements needed to make the service better. It is important to note that WATA has
implemented service changes addressing many of the deficiencies listed in the survey, such as
Sunday service, later service, on-time performance, and service to Marquis Shopping Center.
Additionally, further improvements are pending, such as better frequency of service and a
proposed Jamestown Road route.

3.5 PusLIC OUTREACH EFFORTS

For the TDP process, WATA staff formed a TDP Stakeholders Group to determine the level of
support for transit within the community, discuss and receive input on existing services and any
changes to service or route structure, and determine what real or perceived shortcomings
prevent potential riders from using WATA services. The diverse membership of the
Stakeholders Group included representatives from the hospitality and tourism sector, the
historic areas, local jurisdictions, the development community, area schools and universities,
advocacy groups for senior, disabled and disadvantaged citizens, and WATA bus operators. See
Appendix 3-C for the list of TDP Stakeholders Group members. Two meetings of the group were
held to receive input.

The first meeting of the TDP Stakeholders Group was held on March 19, 2009. The purpose of
the meeting was to introduce the TDP and generate discussion regarding the level of support for
transit, perceptions regarding existing services, and needs for modifications to service.
Stakeholders were initially asked why they were attending the stakeholders meeting and what
they wanted out of the Williamsburg area transit system. Responses were varied and included
the following:

e Connections to New Town mixed use area;

e Transportation for workers and hospitality employees;

e Accessible service for senior citizens;

e One unified system;

e Access to Historical Sites;

e Transit as part of a livable community;

e Access to youth home in York County;

e Reduce commute time;

e Service to new Thomas Nelson Community College campus on Centerville Road;
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Stakeholders
Williamsburg

Continued service to Surry County via the Surry Connection;

Service to Jamestown High School;

Access for disabled citizens;

More transit access to Busch Gardens;

Provide alternative forms of transportation;

Allows citizens to age in place; and

Support Workforce Development Programs by providing access to transit.

were also asked their thoughts about the level of support for transit in
Responses included the following:

Citizens will choose transit when gas prices are high; however, they are likely to
return to their personal vehicles when prices go down.

Visitors to the area reveal a positive attitude toward the service provided.
Seasonal workers use both the WAT and CWF routes.

Students often request better service hours and more frequent service.

Many residents must travel a long distance to the nearest bus stop, which
reveals a potential for Park and Rides.

Stakeholders also provided input about the shortcomings for transit in the Greater Williamsburg

Area. The responses included the following:

Community resistance to bus stop placement occurs;

Travel time on the routes can be long;

Bus stop locations are far from origins and destinations;

The schedules and maps are not user-friendly;

The system does not directly link origins and destinations, requiring transfers at
the transportation center;

The service hours do not correspond with employee work hours;

Access to funding to provide the service requested is limited — one suggestion
was to work with local employers; and

Citizens have real and perceived safety concerns at bus stops and shelters.

Finally, stakeholders were asked their opinion about the existing service. Several comments

were made, including:

There is a need for accessible collateral for visitors and employees with easy to
read schedules and maps;

The consensus on the newly implemented Sunday service is positive;

There is a need for Park and Rides throughout the service area to provide better
access to the system;
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e There is a desire for more frequent service and one-seat rides to the HRT
transfer point at Patrick Henry Mall in Newport News.

e Buses provide a public safety benefit by being visible on the street, but also
create a negative impact after the last bus leaves when citizens become
stranded;

e The need for later service was strongly expressed, whereas, earlier service was
identified as needed, yet to a lesser degree than later service;

e The group felt the fare is good, as is the all day pass. The suggestion for a
monthly pass with added incentives was made. Others commented about the
need for elementary students to receive free fares, similar to the junior and
senior high school students;

e The group expressed that a promotional campaign, such as a ride-free day,
would benefit the transit service by encouraging citizens who do not normally
ride to try out the system; and

e (Citizens who depend on transit as their sole source of transportation need
better access to transit.

The second meeting of the TDP Stakeholders Group was held on June 17, 2009. The purpose of
the meeting was to provide an overview of the tasks completed since the group’s March
meeting and to receive feedback on the proposed service recommendations. Comments and
guestions included the following:

e There is a need to provide transit service to the battered women's shelter
located within the WATA service area.

e  WATA should emphasize and promote the general public’s awareness of the
CWEF transit service routes, including the ability to make connections between
the WAT and CWF routes at the Williamsburg Visitors Center. A system map and
schedules showing both WAT and CWF routes was suggested.

e A question was raised regarding the term “service need." It was suggested that
the proposed Williamsburg Trolley route is more of a “want” than a “need,” and
that the two should be distinguished.

e The TDP should be made available to the TDP Stakeholders Group.

e TDP objectives should be prioritized for implementation in the short-term
versus the long-term.

e A thorough review of current route efficiency and effectiveness to assist in
future decision-making was suggested, such as through a Comprehensive
Operations Analysis (COA).

e There is a need for partnerships and better use of the region’s vehicles to
provide for better coordinated Human Services Transportation.
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e Service does not operate late enough during the evenings, particularly to meet
the needs of workers. It was suggested that service during the summer peak
months be extended until midnight and to 10:00 p.m. during the off-peak
months.

3.6 FAciuTy AND EQUIPMENT CHARACTERISTICS

Facilities

As described in Chapter 1, WATA does not directly own any of its facilities, but leases space for
both its transfer point at the Williamsburg Transportation Center and its bus operations and
maintenance facility

WATA pays annual hub transport fees to the City of Williamsburg for the use of the
Williamsburg Area Transportation Center, 468 North Boundary Street, Williamsburg. It is the
region’s only multi-modal transportation center, serving rail (Amtrak), intra-city bus (e.g.,
Greyhound), public transit (WAT), taxi services, bicyclists and pedestrians.

WATA also leases space from the CWF for the Regional Bus Facility at 7239 Pocahontas Trail,
Williamsburg. This operations and maintenance facility shared by WAT and CWF includes office
space, bus parking and a bus maintenance garage. Transit vehicles are dispatched from, stored
and maintained at this location. Contract maintenance of the vehicles is provided by Penske
Truck Leasing. WATA is in the process of selecting a consultant to look at the feasibility of
owning its own garage and relocating its administrative offices to a new customer service
facility.

Fleet

As of May 2008, WATA had a fleet of 44 vehicles, thirty-six heavy-duty fixed route buses, three
demand response buses, two small fixed route buses, and two small operational support buses
for contingency purposes. The fixed route and demand response fleet is described in Chapter 1.
In 2009, the average age of the WATA fleet is four years old. Figure 3-14 shows the fixed route
fleet useful life and years remaining. The New Flyer buses are used for WAT service, while the
Orion buses are used for CWF service.

Two fixed route vehicles are due for replacement in 2009—these are body-on-chassis vehicles
purchased in 2005 with a four-year life expectancy. The three demand response routes are also
due for replacement soon, as shown in Figure 3-15.
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Figure 3-12:
Fixed Route Revenue Fleet Inventory
Useful Life and Years Remaining
(As of May 2008)
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Figure 3-13:
Demand Response Route Revenue Fleet Inventory
Useful Life and Years Remaining

(As of May 2008)
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3.7 TiTLE VI PROGRAM AND FTA TRIENNIAL REVIEW

Title VI Program

WATA'’s current Title VI program was endorsed and approved by the WATA Board of Directors
on July 16, 2009 and submitted to FTA on July 24, 2009. It can be found in Appendix 3-D.

Triennial Review

FTA completed a Triennial Review of WATA in October 2008. FTA focused on WATA's
compliance in 23 areas. Of those, no deficiencies were found with the FTA requirements in 17
areas. WATA has since corrected the deficiencies found in six areas. On March 10, 2009, FTA
issued a letter closing out the last finding and the review as well. Table 3-6 displays the
deficiencies identified in the triennial review and the date each was closed. A full copy of FTA's
draft Triennial Review report and the recent close-out letter can be found in Appendix 3-E.
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Table 3-6

FTA Triennial Review Summary of Deficiencies and Corrective Actions

Review Area Deficiencies Corrective Action Date Closed
4. Satisfactory 03 - Inadequate equipment | Include Grant Number in equipment 9/25/2008
Continuing records records
Control
05 — Inventory results not Provide evidence that Inventory results
reconciled to equipment have been reconciled to equipment 9/25/2008
records record
5. Maintenance 01 — No vehicle WAT must submit a new maintenance 1/15/2009
maintenance plan plan.
6. Procurement 33 — Deficiencies in written Provide evidence to the TRO Ill that 1/15/2009
procurement policies and policies and procedures have been
procedures established that meet federal
standards.
7. Disadvantaged 12 — No TVM certification Will provide evidence to FTA TRO IlI 10/27/2008
Business that it will obtain TVM certifications
Enterprise from any and all current successful
bidders for FTA funded rolling stock
12. Title VI 10 - Title VI public Provide a plan and timeline for 9/29/2008
notification deficiencies developing and disseminating a
notification to the public of their rights
under Title VI.
15. ADA 05 — Limits or capacity Must establish system to determine if 1/15/2009
constraints on ADA there is a capacity issue
Complementary Paratransit
service
WAT must provide to the Region Il 1/15/2009
06 — Inadequate tracking of Office evidence that trip denials are
trip denials being properly tracked
Training Plan to Regi
08- Training not adequate raining Plan to Region 2/11/2009
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4.0 TRANSIT SERVICE AND FACILITY NEEDS ASSESSMENT

This chapter identifies potential service and facility needs for the WATA service area. Service
and facility needs are identified based on the evaluation conducted in previous chapters of this
TDP, stakeholder meetings and demographic analysis. The demographic analysis identifies
growth patterns and the propensity to use transit based on population, household and
employment densities from the HRTPO Socioeconomic Data. This is followed by proposed
service improvements, new route concepts and facility recommendations. Cost estimates and
policy implications are included for each proposed need. Chapter 5 follows with service and
facility improvements recommended for implementation during the time period of this TDP.

4.1 DEMOGRAPHIC ANALYSIS

Using data from the HRPDC/HRTPO publication "Hampton Roads 2000 and 2034 Socioeconomic
Data by TAZ", May 2008, publication #T08-03, year 2015 population, household and
employment totals were estimated using linear regression. TAZs in or near WAT’s current
service area are displayed in Figure 4-1. As shown in this figure, the total population in this area
is projected to increase from 80,002 in 2000 to 118,424 in 2015. Employment is projected to
increase from 63,510 to 83,627. The households in this area are projected to increase 55
percent from 29,914 in 2000 to 46,345 in 2015. These numbers do not include all areas that feed
into Williamsburg, such as the City of Yorktown, Surry County and New Kent County.

These demographic forecasts reflect the following projected changes between 2005 and 2015:

e Population: + 38,422 (48% increase)
e Employment: + 20,117 (32% increase)

Figure 4-2 displays the percent change in population by TAZ. While a few TAZs did not display
population in 2000, none are projected to be zero in 2015. Additionally, none of the TAZs are
projected to lose population in 2015. TAZs with significant population growth include the TAZ
north of Hwy. 199 and west of 1-64, near the future campus of Thomas Nelson Community
College. The TAZ south of Airport Road that includes Waller Mill Park also displays a significant
increase in population for 2015. These two TAZs also display the greatest percentage of change
in households for 2015, as shown in Figure 4-3.

Changes in employment from 2000 and 2015 are displayed in Figure 4-4. Like population and
households, no TAZ is projected to lose population. TAZs that displayed no employment in 2000,
but are projected to have employment in 2015 include the area north of 199 and west of Hwy
60, where a medical complex is proposed. Other areas with notable employment increases
include areas south around Kings Mills on the Gray Line as well as areas around Croaker Road
north of |-64.
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Figure 4-1: Service Area TAZs
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Figure 4-2: Percent Change in Population (2000 to 2015)
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Figure 4-3: Percent Change in Households (2000 to 2015)
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Figure 4-4: Percent Change in Employment (2000 to 2015)
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Propensity for Transit

For mass transit to be successful there needs to be “mass” or density. Fixed-route transit
services are generally successful in areas with high household and employment densities. Thus,
one means of identifying the need for transit is to identify areas that have attained at least the
minimum densities, or thresholds, sufficient to be supportive of fixed route transit service.

Using density thresholds, transit propensity is estimated for 2000 and 2015 using household and
employment data for each Transportation Analysis Zone (TAZ). This data is from the
HRPDC/HRMPO publication "Hampton Roads 2000 and 2034 Socioeconomic Data by TAZ", May
2008, publication #T08-03. Linear regression is used to estimate 2015 data. The methodology for
this approach is derived from the Transit Cooperative Research Program’s (TCRP) Transit
Capacity and Quality of Service Manual — 2" edition (2003), which identifies a density of three
households per acre and/or four jobs per acre as the thresholds to qualify as a transit-supportive
environment.

Household Density

Household densities of three households per acre signify an area with the propensity to use
transit. In 2000, there were no TAZs in the Williamsburg area that met this threshold. Low
density development continues to be a challenge for WATA service planning. In 2015, household
densities of three households per acre are projected around the High Street development, as
well as around Capitol Landing and Merrimac Trail. Densities greater than three households per
acre begin to appear south of Lee Hall in Newport News along Highway 60. By 2034, these areas
are projected to have over four households per acre. Additionally, western portions of the
service area begin to show increased household densities in 2015, along with the area south of
Olde Towne Road. The New Town development likely contributes to these densities. The
household density of the New Town development is skewed by the large size of the TAZ, as it is
located in a TAZ that includes Eastern Shore Hospital, and thus does not graphically display the
true density found in this development. Figures 4-5 and 4-6 display the household density for
2000 and 2015.

Employment Density

The areas with the greatest propensity for transit in 2000, based on employment of four
employees per acre or higher, include downtown Williamsburg and the historic district, as well
as along the corridor of Richmond Road south of Airport Road and Pocahontas Trail to Kingsmill
Road. This continues to be the trend in 2015, with increased employment found in the area
along Capitol Landing Road and Merrimac Trail, which had an employment of 3.2 employees per
acre in 2000 and is projected to have 4.17 in 2015. This area is currently served by the Orange
Line. Additionally, the area north of Highway 199 and east of Quarterpath Road had no
employment in 2000 and is projected to have 6.6 employees per acre in 2015 with 14.9
employees per acre in 2034. This area is not currently served by transit. The New Town
development does not graphically show a significant increase in employment; however, this is
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likely due to the size of the TAZ, with includes Eastern State Hospital for a total of 1,210 acres in
the TAZ. The HRMPO data reveals employment per acre at 2.29 in 2000, 2.99 in 2015 and 3.88 in
2034 for this TAZ. This is likely higher for the New Town development. Figures 4-7 and 4-8
display employment per acre by TAZ for 2000 and 2015.

Population Density

Population Density for 2000 and 2015 are shown in Figures 4-9 and 4-10. The areas with
population of six people or higher, include downtown Williamsburg and the historic district. This
continues to be the trend in 2015, with six or more people displayed in the High Street Area.
Increased population densities are also shown in the northern parts of the service area, which
are currently served by the purple line.

Transit Dependent

Other indicators for transit usage are those that identify groups of population that would be
more likely to use transit out of necessity; such as households with no access to a vehicle.
Additionally, Title VI regulation requires transit providers to serve disadvantaged populations.
WATA completed a Title VI map in 2008, as shown in Figure 4-11. As shown on the map,
disadvantaged populations (including moderate income housing and Hispanic populations)
located within the primary service area are served by transit. Populations of moderate income
households located to the north and northwest are currently not served by transit.
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Figure 4-5: Household Density — 2000

Figure 4-6: Household Density - 2015
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Figure 4-7: Employment Density — 2000

Figure 4-8: Employment Density - 2015
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Figure 4-9: Population Density — 2000

Figure 4-10: Population Density - 2015
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Figure 4-11: Title VI Service Area
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4.2 SERVICE AND CAPITAL NEEDS

The TDP up to this point has included an analysis of existing ridership, service and cost
characteristics, a peer agency review and results from the 2008 survey of WAT's riders. The
consultant also met with WATA staff, attended and presented at the March and June WATA
Board of Directors meetings, and presented at and facilitated the two meetings in March and
June of WATA’s TDP Stakeholders Group to solicit input regarding service and capital needs.
Conclusions drawn from these TDP work tasks and input received from the TDP Stakeholders
Group have been used to determine the following potential service and facility needs.

Service Needs

In response to passenger surveys conducted in 2008, WATA has implemented several
improvements to its existing service, including the addition of Sunday service, later service and
increased frequencies from 60 minutes to 30 minutes on the Blue, Tan, Orange and Gray Lines.

1. New Local Route Concepts: WATA commissioned a study in 2008 by the KFH Group which
identified three new route concepts. Figures 4-12 through 4-14 display the proposed routes.
Each of the routes are described below:

Williamsburg Trolley: This route is planned to begin operation in October 2009
using replica trolley buses. The purpose of the Williamsburg Trolley route is to
provide a new, inexpensive, and fun way to travel to Williamsburg’'s favorite
destinations. It will operate in a loop connecting Merchants Square, the
Williamsburg Shopping Center, and the transit-oriented mixed-use developments of
High Street and New Town, with stops near W&M. This service addresses the need
for more frequent service in parts of the service area that have higher employment
and household densities. It also provides an option for tourists to travel between
Market Square, hotels, and New Town, which was identified as a need in the
stakeholders’ meeting. The target audience of the Williamsburg Trolley includes
visitors, students and staff of William & Mary, and local residents, particularly those
living in New Town or High Street.

The base fare for the Williamsburg Trolley will be only $0.50, with half fares for
seniors and persons with disabilities ($0.25). As with all routes, children under six
years, W&M students, and local middle and high school students will be able to ride
free.

From the Williamsburg Transportation Center, this route is proposed to generally
travel west on Scotland Street, northwest on Richmond Road, west through High
Street, north on Treyburn Drive, west on Ironbound Road, and south on Ironbound
Road to New Town. In New Town, the route will loop through New Town’s
commercial area, including a stop at the WAT transfer point. On the return trip, the
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route will serve the Market Square area before completing its round trip at the
transit center.

This route is proposed to operate every 30 minutes seven days a week. Initially, it
will be operated from 3:00 p.m. until 10:00 p.m. Monday through Thursday, from
3:00 p.m. until 11:00 p.m. on Saturday, and from 12:00 p.m. to 8:00 p.m. on Sunday.
As ridership demand grows, its hours are expected to be extended to start service
earlier in the day.

e Jamestown Route: The Jamestown Route is proposed to provide transit service to
the Jamestown Route 5 corridor, which was frequently cited on passenger surveys
as a needed geographic expansion. The Jamestown Route would provide service to
an area of the county that is not currently served by transit. Stakeholder discussions
expressed the desire to provide service to this area, particularly to Jamestown High
School and other social service providers in the area that are not currently served.

This route would operate from the New Town transfer center, travel east on
Monticello Avenue, southeast on Strawberry Plains Road, and southwest on
Jamestown Road. From the intersection of Jamestown Road and Ironbound Road, it
is assumed the route would in a loop via Ironbound Road, Hwy. 5 to Jamestown
High School, Greensprings Road to Jamestown Settlement, and Jamestown Road.

This route is proposed to operate initially every 60 minutes Monday through
Saturday from 6:00 a.m. until 8:00 p.m. As demand dictates, Monday through
Saturday service could be extended in the summer peak season and Sunday service
added to correspond with WAT’s existing route schedules.

e Quarterpath Route: This route is designed to provide service to James City County’s
governmental complex, the proposed “Quarterpath at Williamsburg” development,
and to provide additional service to the Marquis Shopping Center. This route would
provide transit to social service providers that do not currently have access to WAT
routes. It would also provide service to the “Quarterpath at Williamsburg”
development, including the recently approved Doctors Hospital of Williamsburg
(DHW). This area is also identified as a future transit supportive area in the Hampton
Roads Transit Vision Plan.

The current route concept proposes the route would operate from the Williamsburg
Transportation Center south on Henry Street and east on Highway 199, where it
would turn south on Mounts Bay Road to the James City County governmental
complex and continue east on Highway 199 to MclLaws Circle. The route would
continue east on Highway 199 to the Marquis Shopping Center. The route alignment
will be modified in cooperation with DHW and Quarterpath developers as specific
site plans are developed.
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Figure 4-12:

Proposed Williamsburg Trolley
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Figure 4-13: Proposed Jamestown Route
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Figure 4-14: Proposed Quarterpath Route
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The Quarterpath Route is proposed to operate initially every 60 minutes Monday
through Saturday from 6:00 a.m. until 8:00 p.m. As demand dictates, Monday through
Saturday service could be extended in the summer peak season and Sunday service
added to correspond with WAT’s existing route schedules.

2. Proposed New Regional Express Routes: Stakeholder meetings and passenger surveys
reveal a need for express regional routes to connect Williamsburg to other places in the
region, such as Newport News. Williamsburg imports a large portion of its employment,
especially in the hospitality and tourism sector. Figures 4-15 and 4-16 display the two
proposed routes described below.

e Newport News Connection: Hampton Roads Transit (HRT) Route 121 currently
provides limited express service between the Williamsburg Transportation Center
and the Newport News Transportation Center, with a stop at HRT’s transfer point at
Patrick Henry Mall. Route 121 currently makes two round trips during the a.m. peak
and two round trips during the p.m. peak hours. A more frequent option (every 30
or 60 minutes seven days a week) is from the Williamsburg Transportation Center to
Patrick Henry Mall via the Gray Line and HRT Route 116, which requires a transfer at
Lee Hall. Stakeholder meetings and passenger surveys reveal the desire for more
frequent direct service (i.e., without the need to transfer between WAT and HRT at
Lee Hall) between the Williamsburg Transportation Center and Patrick Henry Mall in
Newport News.

Additionally, Yorktown was identified during the 2008 passenger survey as one of
the top five geographical areas where riders would like to see service expansion.
While Historic Yorktown is currently served by the Historic Triangle Shuttle from
March through October, requests have also been made to serve the Lackey Free
Clinic located west of Yorktown in the Lackey community. The clinic provides
medical services to the economically and medically disadvantaged in the evenings.

To address these needs, an additional regional route is proposed to operate from
the Williamsburg Transportation Center to the HRT transfer point at Patrick Henry
Mall via Hwy. 143, with one mid-route stop at the Lackey Free Clinic on Yorktown
Road. The proposed alignment from the Williamsburg Transportation Center is
north on Henry Street, southeast on Pocahontas Bypass, south on Page Street, west
on 2nd Street and southeast on Merrimac Trail/Hwy. 143. It would make a mid-
route deviation northeast on Yorktown Road to the Lackey Free Clinic before
continuing on Jefferson Avenue/Hwy. 143 to the Patrick Henry Mall transfer point.
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Figure 4-15: Proposed Newport News Connection
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The Newport News Connection Route is proposed to operate Monday through Sunday the
same hours as WAT’s core existing routes. That is, it would operate Monday through
Saturday from 6:00 a.m. until 8:00 p.m. during the off-peak season and until 10:00 p.m.
during the summer peak season. On Sunday, it would operate from 8:00 a.m. until 6:00 p.m.
during the off-peak season and until 8:00 p.m. during the summer peak season.

o New Kent Connection: New Kent County is located between Williamsburg and Richmond.
Projected growth in the county, particularly in the Providence Forge Village area at the
intersection of Hwy. 155 and Hwy. 60, has prompted interest in providing a regional
connection for New Kent residents traveling to Williamsburg.

The New Kent Connection route is proposed to operate via Hwy. 60 between the
Williamsburg Transportation Center and Providence Forge Village. From the transportation
center, the route would operate non-stop on Richmond Road/Hwy. 60 to a mid-route stop
at the Williamsburg Outlet Mall transfer point. It would then continue west on Hwy. 60
(Richmond Road and Barhamsville Road) to a proposed park and ride lot in Providence Forge
Village at Hwy. 155. Use of this park and ride lot could be shared with a commuter bus route
from Providence Forge Village to downtown Richmond proposed in the Richmond Regional
Mass Transit Study, completed in May 2008.

This route is proposed to operate Monday through Friday from 6:00 a.m. until 8:00 p.m.
(10:00 p.m. during summer peak season). This route could operate initially every two hours,
with its frequency improved to every 60 minutes as warranted by demand.

3. Later Service: Passenger and stakeholder feedback identified a need for later service to
accommodate the hospitality workers’ schedules. In 2008, WAT extended its operating hours until
8:00 p.m. during off-peak season and 10:00 p.m. during peak season. Extending service hours until
10 p.m. during off-peak season and midnight during peak season would accommodate the need for
even later service. It is recommended that later hours be considered for the Gray, Blue, Orange,
Purple 1, Purple 2, Red, Yellow and Tan Lines, as well as the Williamsburg Trolley.

4. Frequency Improvements (Select Routes): Increased frequencies for the Blue, Tan, Orange and Gray
Line were implemented on April 6, 2009 to meet ridership demands during Williamsburg’s summer
peak season. These routes now operate every 30 minutes from 10:00 a.m. until 6:00 p.m. and every
60 minutes the remaining service hours. Ridership trends indicate the need to maintain 30-minute
service year-round on the Blue Line and Gray Line. As demand on the Tan Line and Orange Line is
more seasonal, it is assumed service frequencies will drop back to 60-minutes in the off-peak
season.
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Figure 4-16: Proposed New Kent Connection
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Depending on the success of these routes, additional frequency improvements may be
warranted sometime in the future with the Red Line, Purple 1 Line, and Purple 2 Line to
allow better connections. As mentioned in Chapter 3 of this TDP, the highest transfer
activity during the April survey occurred between the Blue Line and the Purple 2 Line. High
transfer activity with the Blue Line also occurs between Purple 1 and Red Lines, as well as
between the Orange and Red Lines. In July, the highest transfer activity occurred between
the Purple 1 and Blue Lines. Frequency improvements in the peak hours on these routes
would accommodate transfer demands between these routes and the Blue Line.

The Surry Connection is a regional route that was implemented in October 2007 with
Monday through Friday service to Surry County via the Scotland Ferry. This service provides
three a.m. trips and three p.m. trips, and is dependent on the ferry schedule. This route
currently operates very limited service with one bus approximately every 3 hours. The TDP
Stakeholders have requested more frequent service on this route. This could be
accomplished by adding a bus to improve its frequency to every 1% hours.

5. Comprehensive Operations Analysis: As outlined earlier in this TDP, the Williamsburg area
is a high growth area in terms of both population and employment, with diverse transit
markets and a high demand for improved transit services. However, the operating resources
for system expansion are much more constrained. A Comprehensive Operations Analysis
(COA) is recommended to ascertain where transit services are being utilized or underutilized
and identify areas for reinvestment. The study would include public outreach and a full stop-
level and trip-level ridecheck survey to provide up-to-date ridership data and support
recommendations for service modifications. It would be designed to evaluate the success of
recent service improvements, optimize the fixed-route network, and define a controlled,
cost-effective means of service expansion. Ideally, it would be conducted after the
Williamsburg Trolley has been in revenue service for at least a year.

6. Long Range Service Needs: The following service needs have generally been identified for
consideration beyond FY 2015.

e Intercity Passenger Rail Service: Passenger rail service between Richmond,
Williamsburg, and Newport News along the CSX corridor has been the subject of
extensive study over the last several years by DRPT, as well as the Hampton Roads
and Richmond metropolitan planning organizations. DRPT’s Richmond/Hampton
Roads Passenger Rail Project is currently underway, and includes five alternatives
serving Williamsburg ranging from the current two daily round trips to nine daily
round trips. Alternatives under study are shown in Figure 4-17.

Concurrently, the HRTPO has been developing a Transit Vision Plan for Hampton
Roads, which includes the CSX corridor from the Lightfoot area in the vicinity of the
Williamsburg Outlet Mall to downtown Newport News. The short-range
implementation plan from 2010-2015, which falls within the time frame of this TDP,
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includes continued express bus service along this corridor (e.g., HRT Route 121).
Outside the time-frame of this TDP; the mid-range plan from 2016 to 2025 includes
an AA and EIS for commuter rail service in this corridor. The long-range plan from
2026 to 2035 and extended-range plan (beyond 2035) include construction and
operation of commuter rail service in the CSX corridor.

e Express Service to Richmond: While Greyhound and Amtrak provide limited service
between Williamsburg and Richmond, express service was mentioned in rider
surveys as a desired improvement. Greyhound currently provides four daily round
trips, while Amtrak provides two daily round trips.

Similar to the proposed Newport News Connection discussed earlier in this chapter,
express bus service between Williamsburg and Richmond could serve mid-range
travel needs and help build ridership in this corridor in support of long-range
passenger rail service expansion. Express service could be provided by WATA, the
Greater Richmond Transit Company (GRTC), or a private provider.

Figure 4-17: Richmond/Hampton Roads Passenger Rail Preliminary Alternatives
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e Other Future Regional Connections: In addition to improving connections between
Williamsburg and Newport News, Surry County, and New Kent County as described
above, the Workforce Development Project Best Practices Study recommends
WATA should explore additional opportunities to improve or implement routes
extending into Hampton, Charles City, and Gloucester County to help expand labor
pool access to the greater Williamsburg area. Gloucester, Charles City, and New
Kent are included in the 12-county area served by Bay Transit. WATA should
coordinate with Bay Transit to ensure appropriate linkages with Bay Transit services
are made.

Capital Needs

This section summarizes major capital needs, including vehicles, facilities, and equipment,
identified for the TDP.

1. Revenue Vehicle Replacement/Expansion: Chapter 3 of this TDP presented an inventory of
WATA'’s revenue and support vehicle fleet. The revenue fleet is a mix of heavy-duty buses,
BOC vehicles primarily used for demand response service, and a medium-duty replica trolley
bus. As these vehicles reach the end of their prescribed life span, replacements must be
procured to ensure safe, reliable service. Anticipated revenue vehicle replacement
requirements during the TDP time period are outlined in the paragraphs below and
summarized in Table 4-1. Should

e Replica Trolley Buses: WATA currently owns one medium-duty replica trolley bus
that is used for the Yorktown Trolley service. In FY 2011, the Yorktown Trolley
vehicle will have reached the end of its five-year useful life and will be due for
replacement. It is proposed that this trolley be replaced with a heavy-duty trolley
bus with a longer life span. As the Yorktown Trolley currently operates without a
spare vehicle, an additional heavy-duty trolley bus should also be procured as a
spare in FY 2011.

e Body-on-Chassis Vehicles: WATA currently has five body-on-chassis (BOC) vehicles
used to operate ADA paratransit service and fixed route service and two additional
BOC vehicles in its contingency fleet. All seven are at or near the end of their useful
lives. WATA has secured ARRA funding to replace three of these in FY 2010. The
remaining four are proposed for replacement in FY 2011.

o Heavy-Duty 30-Foot and 35-Foot Transit Buses: During the TDP time period, the 12
30-foot and 35-foot New Flyer buses that were placed into service in 2002 and 2005
will have reached the end of their life cycle. These buses will need to be replaced.
For this purchase, there is also a desire to order environmentally-friendly hybrid-
electric buses.
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Should any of the suggested service expansion proposals be implemented, additional
buses will need to be purchased beyond those identified above.

Table 4-1
Revenue Vehicle Replacement/Expansion Schedule

Year Replacement Vehicles

FY 2009 n/a
FY 2010 3 Body-On-Chassis Vehicles
FY 2011 4 Body-On-Chassis Vehicles
2 Heavy-Duty Replica Trolleys
FY 2012 6 30-foot Heavy-Duty Buses
FY 2013 n/a
FY 2014 3 Body-On-Chassis Vehicles
4 35-Foot Heavy-Duty Buses
FY 2015 2 30-foot Heavy-Duty Buses
4 Body-On-Chassis Vehicles

* Future standard bus fleet assumed to be hybrid-electric

2. Support Vehicles: WATA currently has two Ford Escapes and one Dodge Caravan that are
used for WATA administrative and operational support functions. These will be due for
replacement during the TDP time period. Three additional support vehicles are anticipated
to be needed as WATA service is expanded.

3. Operations/Maintenance Facility: As described in Chapter 3 of this TDP, WATA currently
leases its operations and maintenance (O&M) facility. Annual lease costs must be included
in the TDP.

At the same time, WATA is evaluating ownership and management of their O&M facility
versus leasing and contracting maintenance, using Section 5304 planning funds. Proposals
for a Facility Feasibility Study are due to WATA on June 16, 2009. Funding for design,
engineering, and construction of a new O&M facility, should it be determined to be feasible,
has the support of DRPT for future capital funding.

4. Transportation Center: As described in Chapter 3 of this TDP, WATA currently pays an
annual hub transport fee for space at the Williamsburg Transportation Center where buses
meet and passenger transfers take place. Annual lease costs must be included in the TDP.
These costs are reported in WATA’s operations budget.

5. Administration/Customer Service Center: WATA has identified a need and is pursuing
options to lease additional office space to accommodate administrative support as well as a
customer service center with a transit store (Pass Sales/Information Kiosk), potentially in
New Town near the WAT bus transfer point.
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10.

4.3

GPS/AVL Tracking Equipment: Automatic vehicle location (AVL) is a computer-based
vehicle tracking system. For transit, the actual real-time position of each vehicle
is determined and relayed to a control center. A GPS-based Automatic Vehicle
Location (AVL) will increase WATA’s capability to monitor information on vehicle
position and operational status.

Automated Fare/Passenger Collection Software: This upgraded software technology will
allow WATA to improve customer experience with the introduction of a multiple pass
program (e.g., Daily, Weekly, Monthly) and the reporting of passenger use for local, state
and federal reports.

Bus Shelters: Stakeholder and staff meetings identify the need for more bus shelters at bus
stops to provide a safe place for passengers to wait for transit. This is also identified as one
of the Goals and Objectives in Chapter 2 of this TDP. Currently, WAT has an inventory of 29
bus shelters, with most in good to excellent condition. As stated in the Goals and Objectives,
WAT has a need to add new shelters annually in areas where utilization is projected to be
highest.

Bus Stop Signage: The upgrade of WATA’s bus stop signs is needed to better meet federal
Americans with Disabilities (ADA) and Limited English Proficiency (LEP) requirements.

Automated Data Processing (ADP) Hardware and Software: A need for Automated Data
Processing software has been identified to support WATA’s start-up of an Automated
Vehicle Locator (AVL) system.

FUNDING REQUIREMENTS

Potential costs were identified for the service and capital needs identified above. Potential

funding requirements for service expansion are based on the following assumptions:

e Phase 1 of the new Williamsburg Trolley service is estimated to require 5,800 annual
revenue hours. Phase 2 is estimated to require an additional 1,800 revenue hours
annually. Two peak vehicles are required for this proposed route.

e Phase 1 of the new Jamestown Route is estimated to require 4,300 hours annually.
Phase 2 is estimated to require an additional 800 revenue hours annually. One peak
vehicle is required for this proposed route.

e Phase 1 of the new Quarterpath Route is estimated to require 4,300 hours annually.
Phase 2 is estimated to require an additional 800 revenue hours annually. One peak
vehicle is required for this proposed route.

e The proposed Newport News Connection is estimated to require 10,200 hours annually
and two peak vehicles.

e Phase 1 of the proposed New Kent Connection is estimated to require 3,800 hours
annually and one peak vehicle. Phase 2 is estimated to require an additional 3,800
revenue hours annually and an additional peak vehicle.
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e Providing later evening service for select routes on weekdays and Saturdays until 10
p.m. during the off-peak season and until 12 a.m. during the peak summer season, and
on Sundays until 8 p.m. during the off-peak season and until 10 p.m. during the peak
season, would require an additional 6,700 hours annually. No additional peak vehicles
would be required.

o Improving the frequency of the existing Surry Connection route from every 3 hours to
every 1% hours is estimated to require an additional 4,100 hours annually and one
additional peak vehicle.

e Improving the frequency of select routes on weekdays during the summer peak season
and peak hours to 30 minutes is estimated to require an additional 1,800 annual
revenue hours. For three routes, three additional peak vehicles would be required.

Table 4-2 identifies operating cost estimates for the service improvements described in the
preceding paragraphs. Annualized service hours and peak vehicle requirements have been
calculated using a combination of field observations, GIS mapping and average travel speeds for
existing WATA services on similar corridors. The operating statistics model takes into account
WATA'’s unique route schedules to annualize revenue hours, such as variations between the off-
peak and peak seasons and W&M service. An hourly rate of $60.34 has been applied to all fixed-
route services, based on actual operating data for FY 2009.

Table 4-3 identifies the estimated capital costs for vehicle replacement/expansion, facilities, and
equipment described in the preceding paragraphs. Like the operating cost estimates, these
estimates are in FY 2009 dollars.
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Table 4-2
TDP Service Needs
Estimated Annual Operating and Maintenance Costs
(in FY 2009 dollars)

Estimated
Peak Estimated  Annual

Vehicles Annual  Operating
Service Improvement Span and Frequency Required Hours Cost

New Fixed Route Service
e Williamsburg Trolley - Ph. 1 Daily 30-minute service from 10AMto 6 PM 2 5,800 | $ 350,000
e Williamsburg Trolley - Ph. 2 Extend operating hours: 2 7,600 | S 458,600
¢ M-Sat. from 10 AM to 8 PM off-peak/10 PM peak
e Sun. from 10 AM to 8 PM off-peak/10 PM peak

* Jamestown Route - Ph. 1 M-Sat. 60-minute service from 6 AMto 8 PM 1 4,300 | $ 259,500
¢ Jamestown Route - Ph. 2 Extend operating hours: 1 5,100 | $ 307,700
* M-Sat. from 6 AM to 8 PM off-peak/10 PM peak
* Sun. from 8 AM to 6 PM off-peak/8 PM peak

e Quarterpath Route - Ph. 1 M-Sat. 60-minute service from 6 AMto 8 PM 1 4,300 | $ 259,500
¢ Quarterpath Route - Ph. 2 Extend operating hours: 1 5,100 | $ 307,700
e M-Sat. from 6 AM to 8 PM off-peak/10 PM peak
e Sun. from 8 AM to 6 PM off-peak/8 PM peak

New Regional Service
e Newport News Connection 60-minute service: 1 10,200 | $ 615,500
* M-Sat. from 6 AM to 8 PM off-peak/10 PM peak
* Sun. from 8 AM to 6 PM off-peak/8 PM peak

e New Kent Connection - Ph. 1 120-minute service: 1 3,800 | $ 229,300
* M-F from 6 AM to 8 PM off-peak/10 PM peak
* New Kent Connection - Ph. 2 Improve frequency to 60-minutes 1 7,600 | S 458,600
Later Evening Service
* Gray, Blue, Orange, Purple 1, Extend operating hours: 0 6,700 | $ 404,300
Purple 2, Red, Yellow, Tan, & e M-Sat. until 10 PM off-peak/12 AM peak
Williamsburg Trolley e Sun. until 8 PM off-peak/10 PM peak
Frequency Improvements
e Surry Connection Improve frequency to 90-minutes 1 4,100 | S 247,400
* Red, Purple 1, & Purple 2 Improve M-F peak frequency to 30-minutes 3 1,800 | $ 108,600
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Table 4-3

TDP Capital Needs
Estimated Capital Costs
(in FY 2009 dollars)

Number
Capital Item Required  Unit Cost Total Cost
Replacement Vehicles
30' Heavy Duty Bus 8 S 530,000 | S 4,240,000
35' Heavy Duty Bus 4 S 535,000 | $ 2,140,000
Body-On-Chassis Bus 14 S 65000 (S 910,000
Heavy Duty Trolley Bus 1 S 345,000 | S 345,000
Admin./Operation Support Vehicles 5 S 28,000 S 140,000
Expansion Vehicles
30' Heavy Duty Bus 2 S 530,000 | S 1,060,000
35' Heavy Duty Bus 6 S 535,000 | $ 3,210,000
Body-On-Chassis Bus 4 S 65000 S 260,000
Light Duty Trolley Bus 3 S 175,000 | S 525,000
Heavy Duty Trolley Bus 4 S 345,000 | $ 1,380,000
Admin./Operation Support Vehicles 3 S 28000 | S 84,000
Facility Leases
Transportation Center 6years | S 75000 |S 450,000
O&M Facility 6years | S 31,000 | S 186,000
Admin./Customer Service Facility 6years | S 47,000 | S 282,000
Permanent O&M Facility
Engineering & Design S 1,000,000
Construction $ 10,000,000
Passenger Amenities
Transit Enhancements S 50,900
Bus Shelters S 104,000
Bus Stop Sign Replacements S 190,000
Bike Rack Replacements S 102,000
Equipment and Parts
Rebuild Bus Engines and Replace Transmissions S 506,000
Purchase Spare Parts S 270,000
GPS/AVL System S 350,000
Automated Fare/Passenger Collection Software S 150,000
ADP Computer System and Software Upgrades S 28,000
Surveillance Equipment S 45,000
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5.0 SERVICE AND FACILITY RECOMMENDATIONS

This chapter identifies the cost-feasible service and capital needs that are recommended for
inclusion in the TDP time period. An unconstrained list of potential service and capital needs
were identified in the prior chapter of this TDP. Recommended improvements presented in this
chapter are financially constrained, based on anticipated funding availability during the TDP
time period.

5.1 SERVICE RECOMMENDATIONS

Chapter 4 of this TDP identified the following potential service improvements for consideration
over the TDP’s time period:

e New Williamsburg Trolley Route

e New Jamestown Route

e New Quarterpath Route

e Expanded Regional Service to Newport News
e Regional Service to New Kent County

e Later Evening Service (Select Routes)

e Frequency Improvements (Select Routes)

As the peer analysis notes, in FY 2008 WATA covered about 46% of O&M costs through local
government funding. Another 28% came from other sources and fares collected. The remaining
27% was funded through federal (9%) and state (18%) funding programs. Future state funding
levels for operations support are presumed to remain flat at this point, with the State having
recently enacted funding cuts. Local funding levels have also been held flat in recent years,
despite Williamsburg’s growing economy.

The WATA Board of Directors has made implementation of the Williamsburg Trolley in FY 2010
part of its strategic plan for 2009-2010. The Strategic Plans also includes the evaluation and
implementation of recommendations from the 2008 Passenger Profile and opportunities for
system design improvements, such as increased frequencies, where financially and operationally
possible.

WATA has been able to leverage federal funding sources through the HRTPO, such as
Congestion Mitigation and Air Quality (CMAQ) and flexible Surface Transportation Program (STP)
funds, and state funding sources through DRPT, to make significant service improvements and
plan for future facility improvements. Given Williamsburg’s high growth rate compared to the
rest of the Hampton Roads region, WATA is now receiving a larger portion of the region’s
Section 5307 funds.
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The outlook for Section 5307 funds in the out-years of TDP is also positive, as the 2010 U.S.
Census is anticipated to show significant growth in Williamsburg. WATA will also benefit from
additional Section 5307 funding coming to the region after Norfolk’s light rail transit line starts
revenue service. In addition, the state is actively pursuing passenger rail service in the CSX
corridor from Richmond, through Williamsburg, to Newport News. While not certain, both of
these factors could lead to additional funding opportunities for expansion of the WATA system.

In the short-term, however, there is a growing recognition at the WATA staff and Board level
that expansion of the system and continued operations of those services will require additional
funding at the local level, whether through fare structure changes, increased contributions by
the local governments, or innovate funding sources such as public-private partnerships.

Recognizing the cost savings of pooled procurement, the financially-constrained service plan
intends to implement service improvements concurrent with the purchase of similarly sized
replacement vehicles. Taking into account all these considerations, the following service
recommendations are recommended for programming during the TDP time period:

FY 2010
e Phase 1 implementation of the Williamsburg Trolley

FY 2011
e Phase 2 implementation of the Williamsburg Trolley

e Phase 1 implementation of the Jamestown Route
e Phase 1 implementation of the Quarterpath Route
e Completion of a Comprehensive Operations Analysis (COA)

FY 2012
e Phase 2 implementation of the Jamestown Route

e Phase 2 implementation of the Quarterpath Route

FY 2013
e Implementation of the Newport News Connection

FY 2014
e None

FY 2015
e None

Williamsburg Area Transit Authority Page 5-2 September 2009
Transit Development Plan: FY 10-15



5.2 CAPITAL RECOMMENDATIONS

Capital recommendations for FY 2010 through FY 2015 are listed below. It should be noted that
three light-duty replica trolley buses are currently in production using FY 2009 funds, and will be
used for the start-up of the Williamsburg Trolley in FY 2010.

FY 2009 funds from the American Recovery and Reinvestment Act (ARRA) were approved by the
HRTPO in May 2009 and included in the region’s Transportation Improvement Program (TIP).
While these ARRA funds are programmed in FY 2009 of the region’s TIP, the funds were not
expended by the end of the fiscal year and have been rolled forward to FY 2010 in the TDP.

ARRA funds will be used for the following capital items:
e GPS-based AVL tracking system: $350,000
e Automated fare/passenger collection software: $150,000
e Bus shelters: $80,000
e Transit enhancements: $12,592
e Three body-on-chassis replacement vehicles: $195,000

State special projects funding is being used in FY 2010 to study the feasibility of WATA building
and owning an operations and maintenance facility, rather than continuing to lease space. As a
placeholder pending the results of the study, the TDP includes funding for engineering and
design of a permanent O&M facility in FY 2011-2012 and for construction beginning in FY 2014.
Construction costs have been estimated at a total of $10 million, to be spread over two years.

FY2010
e Replacement Vehicles:
» 3 Body-on-Chassis Vehicles (ARRA Funding)
e  GPS/AVL Tracking System (ARRA Funding)
e Bus Shelters (ARRA)
e Automated Fare/Passenger Collection Software (ARRA Funding)
e Transportation Center Hub Transport Fees
e  Current Bus O&M Facility Lease Payment
e Administration/Customer Service Facility Lease Payment
e Transit Enhancements
e Replacement of Bus Stop Signage
e ADP Computer System and Software Upgrades
e Rebuild Bus Engines and Replace Transmissions
e Purchase Spare Parts
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FY2011
e Replacement Vehicles:

» 1 Heavy-Duty Replica Trolley Bus
» 4 Body-on-Chassis Vehicles
» 2 Administration/Operations Support Vehicles
e Expansion Vehicles:
» 1 Heavy-Duty Replica Trolley Bus
» 3 Body-on-Chassis Vehicles
» 3 Administration/Operations Support Vehicles
e Transportation Center Hub Transport Fees
e Current Bus O&M Facility Lease Payment
e Administration/Customer Service Facility Lease Payment
e Design and Engineering of Bus O&M Facility
e Transit Enhancements
e Replacement of Bus Stop Signage
e Rebuild Bus Engines and Replace Transmissions
e Purchase Spare Parts
o Replace Bike Racks on Buses
e Purchase Surveillance Equipment

FY2012
e Replacement Vehicles:

» 6 Heavy-Duty 30-Foot Buses
» 1 Administration/Operations Support Vehicle
e Transportation Center Hub Transport Fees
e  Current Bus O&M Facility Lease Payment
e Administration/Customer Service Facility Lease Payment
e Design and Engineering of Bus O&M Facility
e Transit Enhancements
e Rebuild Bus Engines and Replace Transmissions
e Purchase Spare Parts

FY2013
e Transportation Center Hub Transport Fees

e Current Bus O&M Facility Lease Payment10 Bus Shelters (ARRA)

e Bus Shelters

e Administration/Customer Service Facility Lease Payment
e Design and Engineering of Bus O&M Facility

e Transit Enhancements

e Rebuild Bus Engines and Replace Transmissions

e Purchase Spare Parts
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FY2014

Replacement Vehicles:

» 4 Heavy-Duty 35-Foot Buses

» 3 Body-on-Chassis Vehicles
Expansion Vehicles:

» 1 Heavy-Duty 35-Foot Bus

» 3 Heavy-Duty Replica Trolley Buses
Transportation Center Hub Transport Fees
Current Bus O&M Facility Lease Payment
Administration/Customer Service Facility Lease Payment
Construction of Bus O&M Facility
Transit Enhancements
Rebuild Bus Engines and Replace Transmissions
Purchase Spare Parts
Replace of Bus Stop Signage
Purchase Surveillance Equipment

FY2015

Replacement Vehicles:

» 2 Heavy-Duty 30-Foot Buses

» 4 Body-on-Chassis Vehicles

» 2 Administration/Operations Support Vehicles
Expansion Vehicles:

» 3 Body-on-Chassis Vehicles

» 3 Administration/Operations Support Vehicles
Transportation Center Hub Transport Fees
Current Bus O&M Facility Lease Payment
Administration/Customer Service Facility Lease Payment
Construction of Bus O&M Facility
Transit Enhancements
Rebuild Bus Engines and Replace Transmissions
Purchase Spare Parts
Replace Bus Stop Signage
Replace Bike Racks on Buses
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6.0 CAPITAL IMPROVEMENT PROGRAM

This chapter of the TDP describes major capital programs (vehicles, facilities and equipment)
required to carry out the operations and services set forth in the TDP service and facility
recommendations that were presented in the prior chapter. Many of these capital purchases are
dependent on sequencing and must occur either prior or following another capital improvement
item. Those occurrences are described in the following paragraphs when applicable.

6.1 VEHICLE REPLACEMENT PROGRAM

As was noted in prior chapters of this TDP, WATA presently operates a mixed fleet of 30-foot
heavy-duty buses (8 units), 35-foot heavy-duty buses (12 units), and BOC vehicles (7 units).
WATA'’s revenue fleet also includes 40-foot heavy-duty buses (16 units) and one replica trolley
bus operated by CWF and York County in the historic areas. The fleet also includes three non-
revenue support vehicles. The 36 heavy-duty buses range in model years from 2002 through
2008, while the BOC vehicles range in model years from 2001 through 2006. The replica trolley
bus is a 2006 model, and the support vehicles are 2005 and 2007 models. The following
paragraphs and Table 6-1 identify WATA's vehicle replacement program through FY 2015 for the
financially-constrained TDP.

As noted in prior chapters, WATA is currently procuring three light-duty replica trolley buses for
the new Williamsburg Trolley route. To expedite the procurement, WATA has received
permission from the Des Moines Regional Transit Authority to purchase the buses through an
option for specialty vehicles in an existing contract. As these vehicles have a recommended
product life of five years, it is anticipated that these trolley buses will require replacement
themselves in FY 2014.

WATA plans to replace these light-duty trolleys with heavy-duty trolleys with a ten-year life.
Similarly, WATA plans to replace the model year 2006 medium-duty trolley with a heavy-duty
trolley, as well as purchase one expansion trolley to serve as a spare, in FY 2011.

As part of the ARRA economic stimulus package, WATA was granted three replacement BOC
vehicles. With a four-year recommended life, it is anticipated that these vehicles will require
replacement themselves in FY 2014. With a recommended product life of four years, the two
2006 model year BOC vehicles will be eligible for retirement/replacement in FY 2011. Their
replacement, along with the replacement of the two 2001 and 2002 model year BOC vehicles
used in contingency and the purchase of three expansion BOC vehicles, is recommended in FY
2011 to complement the planned Jamestown and Quarterpath routes. At the end of the TDP
time period, these seven BOC vehicles are anticipated to require replacement in FY 2015.
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The administration/operations support vehicles also have recommended product lives of four
years. Therefore, the two replacement and three expansion support vehicles are anticipated to
require replacement in FY 2015.

With a recommended product life of ten years, the 2002 model year 30-foot buses are
recommended for replacement in FY 2012. Similarly, the 2002 model year 35-foot buses, with a
recommended life of 12 years, will be eligible for replacement in 2014. Their replacement is
recommended in FY 2014. The planned regional route between Williamsburg and Newport
News assumes the use of 35-foot buses. Two new buses plus one spare would be required in FY
2013 to operate this route. The buses planned for purchase are hybrid-electric which create
much lower environmental impacts. As buses are phased out of service in future years, WATA
plans to replace its entire fleet with clean-power technology.

6.2  FAciLITY IMPROVEMENT PROGRAM

Prior chapters discussed WATA'’s leases at the existing Williamsburg Transportation Center and
regional bus O&M facility, as well as WATA’s plans to lease space for an
administration/customer service center. The planned administration/customer service center
will house administrative staff, as well as a customer service center with a transit store (Pass
Sales/Information Kiosk). WATA is currently evaluating potential locations for the facility.

A major emphasis for WATA over the TDP time period is the examination of and potential for
owning its own bus O&M facility. Section 5304 funding matched by the state and local
governments totaling $200,000 is allocated to this study. As stated in the Request for Proposals,
the facility feasibility study will include the following elements:

e Provide a cost analysis of the current lease versus WATA buying or building its own
facility, to include the identification of land parcels within the service area zoned for
such purpose

e Determine land needs, facility size, and configuration adequate for the next 50 years

e Evaluate contractual maintenance support versus providing own maintenance support

e Establish a financial plan to determine local, state, and federal resources and timelines
to buy or build a facility.

Should the feasibility study conclude that WATA should pursue its own facility, this TDP includes
placeholders for design and engineering in the amount of $S1 million from FY 2011 to 2012. For
construction, a placeholder amount of $10 million has been identified, with $4 million in FY 2014
and $6 million in FY 2105.
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Table 6-1
WATA Vehicle Replacement Program

Vehicle Procurements

Useful Current
Vehicle Type Life Fleet FY 2009 FY 2010 FY 2011 FY 2012 FY 2013 FY 2014 FY 2015
Medium Duty Bus 5
30' Heavy Duty Bus 10 8 6 2
35' Heavy Duty Bus 12 12 4
40' Heavy Duty Bus 12 16
Body-On-Chassis 5 7 3 4 3 4
Light Duty Trolley 5
Medium Duty Trolley 5 1
Heavy Duty Trolley 10 1
Admin./Operation Support Vehicles 2 1 2
Total Vehicles 3 7 7 0] 7 8

Useful

Expansion Vehicles and Their Replacement Schedule

Current

Vehicle Procurements

Vehicle Type Life Fleet FY 2009 FY 2010 FY 2011 FY 2012 FY 2013 FY 2014 FY 2015
Medium Duty Bus 5 n/a

30' Heavy Duty Bus 10 n/a

35' Heavy Duty Bus 12 n/a 3 1

40' Heavy Duty Bus 12 n/a

Body-On-Chassis 5 n/a 3 3
Light Duty Trolley 5 n/a 3

Medium Duty Trolley 5 n/a

Heavy Duty Trolley 10 n/a 1 3
Admin./Operation Support Vehicles 5 n/a 3 3
Total Vehicles n/a K] 0] 7 0] 3 4 6
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Table 6-1
WATA Vehicle Replacement Program (Cont.)

Total Vehicles

Useful Current Vehicle Procurements
Vehicle Type Life Fleet FY 2009 FY 2010 FY 2011 FY 2012 FY 2013 FY 2014 FY 2015
Medium Duty Bus 5 -
30' Heavy Duty Bus 10 8 6 2
35' Heavy Duty Bus 12 12 3 5
40' Heavy Duty Bus 12 16
Body-On-Chassis 5 7 3 7 3 7
Light Duty Trolley 5 - 3
Medium Duty Trolley 5 1
Heavy Duty Trolley 10 - 2 3
Admin./Operation Support Vehicles 5 3 5 1 5
Total Vehicles a7 3 3 14 7 3 11 14
Notes:

1. Future standard buses assumed to be hybrids.

2. 40-foot buses are CNG fueled and operated by CWF.

3. Replace medium duty trolley with 1 heavy duty trolley and 1 expansion heavy duty trolley in FY 2011.
4. Replace light duty trolleys in FY 2009 with 3 heavy duty trolleys in FY 2014.
5

. Increase admin./operation support vehicles by 3 in FY 2011.
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7.0 FINANCIAL PLAN

The financial plan is a principal objective of the TDP. It is in this chapter that an agency
demonstrates its ability to provide a sustainable level of service over the TDP time period,
including the rehabilitation and replacement of capital assets. This chapter identifies potential
funding sources for annual operating and maintenance costs, funding requirements and funding
sources for bus purchases, and funding requirements for other capital improvements.

7.1 OPERATING AND MAINTENANCE COSTS AND FUNDING SOURCES

WATA’s FY 2009 final operating budget was $7,609,526. This includes costs for operations,
maintenance, and administration. A significant portion of the operating budget is for CWF
expenses, totaling $2,179,131 in FY 2009. WATA acts as the pass-through agency for CWF’s
expenses. Thus, the CWF provides the revenues equivalent to what is necessary to operate their
services, but they are shown on WATA’s books, as CWF is a member of the authority.

WATA’s FY 2010 operating budget as approved in February 2009 is $7,554,155, with $1,789,235
of the total for CWF expenses. Thus, the amount actually available for WATA operations is
$5,767,920. The approved FY 2010 budget was based on preliminary assumptions regarding
state operating assistance and will be adjusted to reflect approved state funding levels. FY 2010
revenue figures for state assistance that are presented in this table differ slightly from those
presented in WATA’s approved budget due to the use of more current figures from the State’s
Six-Year Improvement Program (approved in June 2009).

Additionally, WATA received $821,583 in capital funds from the American Recovery and
Reinvestment Act (ARRA) for preventive maintenance and operations that are not yet included
in WATA’s approved budget for FY 2010. Contract repairs and services, parts, radio
maintenance, and cleaning contracts are all chargeable to preventive maintenance, which is part
of the operating budget. These funds were programmed in the region’s TIP on May 20, 2009,
shortly before the end of FY 2009. Revenues and expenses for these vehicles have been rolled
forward into FY 2010 and FY 2011 of this TDP, with half of the funds assumed to be expended in
each of the years.

It is important to note that the funds allocated in WATA’s operating budget have exceeded
actual expenses in recent years, mostly due to lower than projected maintenance costs for
fixed-route service. WATA has thus been able to accrue federal revenues for use in subsequent
years.
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Transit-related revenues in WATA’s operating budget come from the following sources:

Federal assistance (includes FTA Section 5303, 5304, 5307, and 5311, CMAQ, and ARRA
funds for preventive maintenance and operations)

State assistance (includes State Operating Assistance and New transit service starts)
Local contributions from the City of Williamsburg, James City County, and York County
Local contributions through partnerships with the City of Newport News and Surry
County

Other contributions through agreements with W&M and CWF

Other miscellaneous revenue sources (e.g., fuel rebates and advertising)

Farebox revenues

Table 7-1 presents the TDP’s financial plan for transit operations, and begins with FY 2009 costs

and funding sources as the base year, adjusted for actual costs and, to a lesser extent, revenues.

Projected costs for FY 2009 are based on actual expenses incurred for the first 11 months of the

fiscal year (July through May) and estimated costs for June. Revenues, however, reflect the

actual FY 2009 budget rather than actual revenue collections. Once federal funds are included in

an approved grant, they can be carried forward to later years. Thus, it is anticipated that FY 2009

revenues will exceed costs by approximately $2 million. Costs and revenues for FY 2010 through

FY 2015 were projected in the same fashion.

Key expense and revenue assumptions utilized in the TDP financial plan for operations and

maintenance (Table 7-1) are as follows:

Annual O&M costs during the TDP time period are estimated to grow from $5.8 million
in FY 2010 to just nearly $S9 million by FY 2015. This increase includes a five percent per
year inflation factor that assumes increases in labor costs, benefits, fuel/lubricants and
other direct operating costs that are subject to inflationary impacts. This plan also
assumes service expansion projects as outlined in Chapter 5 of this TDP.

Section 5303, 5307, and 5311 federal operating funding allocated annually by HRTPO is
projected to increase by five percent per year through the TDP’s six-year period,
consistent with the region’s FY 2009 - FY 2012 TIP.

State formula assistance grants for public transportation operating expenses are
awarded on the basis of the total annual amount of state funds available expressed as a
percentage of the total annual amount of transit operating expenses, subject to a cap of
95% of eligible expenditures. Eligible expenditures are defined as costs of
administration, fuel, tires, and maintenance parts and supplies (payroll costs of
mechanics and drivers are excluded).
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Table 7-1
WATA Financial Plan for Operations and Maintenance

TDP Financial Plan for:

Service O&M Costs FY 2009 FY 2010 FY 2011 FY 2012 FY 2013 FY 2014

Annual Service-Hours

WAT Fixed Route 41,984 47,800 58,200 59,800 69,900 69,900 69,900
WAT Paratransit 4,409 4,400 4,400 4,400 4,400 4,400 4,400
Colonial Williamsburg Fixed Route 31,822 31,800 31,800 31,800 31,800 31,800 31,800
Total Transit Service-Hours 78,215 84,000 94,400 96,000 106,100 106,100 106,100

Projected Costs

O&M Facility Feasibility Study $ 280 $ 199,720 $ - $ - $ -3 -3 -
Comprehensive Operations Analysis $ - $ - $ 200,000 $ - $ - $ - $ -
Hub Transport Fees (Transportation Center) $ 75,000 $ 75,000 $ 84,000 $ 88,000 $ 92,000 $ 97,000 $ 101,000
WAT Administration $ 366,064 $ 507,829 $ 533,200 $ 559,900 $ 587,900 $ 617,300 $ 648,200
WAT Fixed Route O&M Expenses

Base Senice from Previous Year $ 2,533,315 $ 2,660,000 $ 3,178,900 $ 4,064,300 $ 4,384,900 $ 5,382,000 $ 5,651,100

New Senice $ - $ 367,500 $ 691,900 $ 111,800 $ 740,800 $ - % -
WAT Paratransit O&M Expenses $ 213,396 $ 224,100 $ 235,300 $ 247,100 $ 259,500 $ 272,500 $ 286,100
CWF Expenses $ 2,179,131 $ 1,786,200 $ 1,875500 $ 1,969,300 $ 2,067,800 $ 2,171,200 $ 2,279,800
Total Projected O&M Costs $ 5,367,185 $ 5,820,349 $ 6,798,800 $ 7,040,400 $ 8,132,900 $ 8,540,000 $ 8,966,200
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Table 7-1
WATA Financial Plan for Operations and Maintenance (Cont.)

TDP Financial Plan for:

Service O&M Costs FY 2009 FY 2010 FY 2011 FY 2012 FY 2013 FY 2014

Anticipated Funding Sources

Federal
FTA $ 728,575 $ 937,655 $ 816,750 $ 857,638 $ 900,589 $ 945,634 $ 993,001
ARRA $ - $ 410,792 $ 410,792 $ - $ - $ - $ -
STP $ 60,000 $ - % 67,200 $ 70,400 $ 73,600 $ 77,600 $ 80,800
CMAQ $ 1,597,465 $ 1,690,669 $ 1,227,600 $ - $ - $ - $ -
State "
Formula Assistance Funds (Less CW) $ 775,624 $ 659,154 $ 669,581 $ 686,969 $ 799,563 $ 819,741 $ 840,557
New Transit Senice Starts $ - $ 140,000 $ 140,000 $ 140,000 $ - % - $ -
State Match Funds $ 500,389 $ 315,300 $ 8,800 $ 9,200 $ 9,700 $ 10,100
Other $ 2,489,661 $ 2,168,235 $ 2,276,700 $ 2,390,600 $ 2,585,100 $ 2,713,700 $ 2,848,600
Newport News/Surry County $ 37,000 $ 62,000 $ 65,100 $ 68,400 $ 71,800 $ 75,400 $ 79,200
College of William and Mary (Contract Senices) $ 229,530 $ 231,000 $ 242,600 $ 254,700 $ 267,400 $ 280,800 $ 294,800
Colonial Williamsburg Foundation (CWF) $ 2,179,131 $ 1,786,235 $ 1,875500 $ 1,969,300 $ 2,067,800 $ 2,171,200 $ 2,279,800
Miscellaneous (Fuel Rebates, Adwertising) $ 44,000 $ 89,000 $ 93,500 $ 98,200 $ 103,100 $ 108,300 $ 113,700
Public-Private Partnerships $ - $ - % - $ - $ 75,000 $ 78,000 $ 81,100
Farebox Revenues $ 327,625 $ 446,358 $ 632,141 $ 682,382 $ 834,126 $ 877,457 $ 920,789
Local Contributions $ 975,234 $ 977,736 $ 1,142,198 $ 1,182,787 $ 1,366,327 $ 1,434,720 $ 2,152,457
Total Projected Operating Revenues $ 7,370,550 $ 7,930,987 $ 8,013,562 $ 6,028,376 $ 6,577,705 $ 6,888,252 $ 7,856,403
Balance Including Revenue Accruals $ 2,003,365 $ 4,114,002 $ 5,328,765 $ 4,316,740 $ 2,761,546 $ 1,109,798 $ 0
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e Projections for state operating assistance, as identified in the TDP financial plan, have
been provided for planning purposes and may fluctuate up or down based on the
aforementioned parameters. These funds are projected to increase by the following
amounts:

From FY 2010 to FY 2011: 1.77 percent
From FY 2011 to FY 2012: 2.90 percent
From FY 2012 to FY 2013: 3.5 percent

From FY 2013 to FY 2014: 3.16 percent
From FY 2014 to FY 2015: 3.16 percent

O O O 0o

e The TPD also includes revenue sources for the start-up of new service that expire after
three years of operations, CMAQ and new transit service starts. WATA is using CMAQ
demonstration funds for its recent addition of Sunday service and improved frequencies
during peak periods, at a ratio of 80 percent federal and 20 percent state. This grant
funding will be exhausted during FY 2011. Similarly, DRPT has approved new transit
service starts funding beginning in FY 2010 for the Williamsburg Trolley. Once a grantee
has been awarded such a grant, renewal of the grant for the second and third year at
the same level as was awarded in the first year can be anticipated. The funding for new
transit service starts is 50 percent state and 50 percent local and is assumed to continue
through FY 2012. The source for these funds is the agency’s state operating assistance
funds (i.e., it is a subcategory of the state operating assistance). Consistent with a
conservative outlook, no new CMAQ or new transit service starts funding is assumed
beyond what is already in place.

e Local funding through the City of Williamsburg, James City County, and York County is
assumed to increase proportional to WATA’s O&M costs over the time frame of the TDP.
Local funding from these partners accounts for 16.8% of WATA’s FY 2010 projected
O&M costs. This percentage is assumed to remain constant throughout the TDP time
period, with the exception of FY 2015, when a larger contribution is projected to be
needed.

e Other revenues from CWF, W&M, Newport News, and Surry County and from
miscellaneous sources are assumed to grow by five percent per year with inflation. A
new source of other funding is also assumed beginning in FY 2013 after the
Williamsburg Trolley has been in operation for three years and the new transit service
starts demonstration funding has ended. It is assumed that the three major shopping
and mixed-use developments served by the trolley, New Town, High Street, and
Merchants Square, who will benefit from the ridership produced, will each begin
contributing $25,000 towards the operation of the trolley, growing by five percent per
year in subsequent years.
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e Farebox revenues are assumed to increase as new services are introduced and draw
new riders. In FY 2010 and 2011, the implementation of new, less highly discounted pass
options (e.g., weekly, monthly) is assumed, as opposed to the current $1.50 all day pass.
These changes are assumed to result in a significant increase in fixed route farebox
recovery ratios from the current 12.7 percent to 16.1 percent by FY 2011 and remaining
at that percentage through FY 2015. Similarly, ADA paratransit farebox recovery ratios
are also assumed to grow from the current 2.7 percent to 3.4 percent by FY 2012.

Using the assumptions presented above, while costs increase each year, revenues are projected
to grow until FY 2011 and then drop from $8.0 million to $6.0 million in FY 2012, and then
beginning to grow again through FY 2015. As previously discussed, this drop occurs after the
third and final year of the CMAQ funds for Sunday service and increased frequencies. Similarly,
the new transit service starts funding for the Williamsburg Trolley will end after FY 2012.
However, revenue accruals combined with incremental farebox and local and other revenue
source increases are assumed to carry WATA through FY 2014. This leaves the balance of the
O&M cost burden to be absorbed by local sources, requiring a 50 percent increase in FY 2015
compared to the more modest increases in prior years.

7.2  VEHICLE PURCHASE COSTS AND FUNDING SOURCES

As noted in Chapter 6 of this TDP, vehicle purchases during the TDP time period consist of both
replacement and expansion vehicles. WATA is currently procuring three light-duty replica trolley
buses for the new Williamsburg Trolley route with FY 2009 funds. The bus purchases planned for
the FY 2010 — 2015 include a mix of 30-foot and 35-foot heavy-duty buses, BOC vehicles, heavy-
duty replica trolley buses, and administration/operations support vehicles. Unit prices in FY
2009 dollars for each of these vehicles are presented in Chapter 3. For purposes of this TDP,
vehicle costs have been assumed to increase an average five percent per year. Table 7-2
presents the TDP financial plan for funding bus purchases through the TDP six-year time period.

A total of 32 vehicles have been identified for replacements during the TDP time period,
consisting of 30-foot heavy duty buses, BOC vehicles, and administrative/ operations support
vehicles. As noted earlier, WATA’s desires to replace its diesel buses with environmentally-
friendly hybrid-electric buses.

The service expansion recommendations will require 20 new vehicles during the TDP time frame
in addition to the three trolley buses currently being procured. BOC vehicles are recommended
for the Jamestown and Quarterpath routes proposed to begin operations in FY 2011. Since these
are five-year vehicles, they are assumed to be eligible for replacement in FY 2015. The heavy
duty trolley in FY 2011 will be purchased as a spare for the Yorktown Trolley concurrent with the
replacement of the current Yorktown trolley bus. The three additional heavy-duty trolley buses
scheduled in FY 2014 will be replacing the light-duty trolley buses being purchased now for the
Williamsburg Trolley.
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Table 7-2
WATA Financial Plan for Vehicle Replacement and Expansion

TDP Financial Plan for:

Fleet Replacement and Expansion FY 2009 FY 2010 FY 2011 FY 2012 FY 2013 FY 2014 FY 2015

Number of Vehicles

Replacement 0 3 7 7 0 7 8

Expansion 3 0 7 0 3 4 6

Total Vehicles 3 3 14 7 3 11 14
Vehicle Costs

Replacement $ - $ 195,000 $ 724,000 $ 3,716,000 $ - $ 2985000 $ 1,846,000

Expansion $ 525,000 $ - $ 683,000 $ - $ 1,953,000 $ 1,320,000 $ 375,000

Total Projected Vehicle Costs $ 525,000 $ 195,000 $ 1,407,000 $ 3,716,000 $ 1,953,000 $ 4,305000 $ 2,221,000
Anticipated Funding Sources

Federal $ 420,000 $ 195,000 $ 1,125,600 $ 2,972,800 $ 1,562,400 $ 3,444,000 $ 1,776,800

State $ 84,000 $ - % 140,700 $ 371,600 $ 195,300 $ 430,500 $ 222,100

Local $ 21,000 $ - $ 140,700 $ 371,600 $ 195,300 $ 430,500 $ 222,100

Total Vehicle Revenues $ 525,000 $ 195,000 $ 1,407,000 $ 3,716,000 $ 1,953,000 $ 4,305,000 $ 2,221,000
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The purchase of three 35-foot heavy-duty buses associated with the start-up of the Newport
News Connection is proposed for FY 2013. Finally, three additional support vehicles are
recommended in FY 2011, following the start-up of the Williamsburg Trolley and concurrent
with the start-up of the Jamestown and Quarterpath routes.

Three BOC vehicles are to be purchased in FY 2010 with ARRA funds. WATA received $195,000
for these vehicles in late FY 2009. All remaining buses are assumed to be purchased through
FHWA'’s Surface Transportation Program (STP) and flexed to FTA’s Section 5307 program, with
80% funding provided by the federal government. The remaining 20% is funded by state and
local funding sources. This TDP assumes a 10% match by DRPT, with WATA funding the
remaining 10%.

7.3  Faciuty IMPROVEMENT COSTS AND FUNDING SOURCES

Finally, this TDP has identified the need for a variety of capital improvements throughout the
system as outlined in Chapters 5 and 6. Table 7-3 outlines the assumed annual funding over the
TDP time frame.

WATA received $580,000 in ARRA capital funds for the purchase of a GPS/AVL tracking system,
bus shelters, and automated fare/passenger collection software. These funds and expenses
have been rolled forward into FY 2010 of this TDP.

Like bus purchases, the remainder of the capital improvements assumes 80% STP funding to be
flexed to FTA’s Section 5307 program. The remaining 20% is funded by state and local funding
sources. As in past years, this TDP assumes the state and local portions to be split evenly with
10% funding by DRPT and 10% by WATA.

Facility needs include funding for annual leases at the regional O&M facility and the new
administration/customer service center. The major facility improvement being considered
during the time frame of the TDP is the engineering, design, and construction of a WATA-owned
O&M facility.

Passenger amenity improvements include transit enhancements (e.g., landscaping and other
scenic beautification, public art, pedestrian and bicycle access, etc.), bus signage, and bike rack
replacements. Other purchases scheduled over the life of the TDP are for mid-life bus
maintenance, spare parts, computer hardware and software, and surveillance equipment.
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Table 7-3
WATA Financial Plan for Facilities, Equipment, and Other Capital

TDP Financial Plan for:

Facility, Equipment, and Other Capital FY 2009 FY 2010 FY 2011 FY 2012 FY 2013 FY 2014 FY 2015

Projected Facility, Equipment, and Other Capital Improvements

Transit Enhancements $ 4,410 $ 17,592 $ 5,300 $ 5500 $ 5800 $ 6,000 $ 6,300
Lease of Current O&M Facility $ 48,000 $ 50,000 $ 35,000 $ 38,000 $ 40,000 $ 42,000 $ 45,000
Lease of Customer Senice Center $ 100,000 $ 60,000 $ 53,000 $ 56,000 $ 60,000 $ 63,000 $ 67,000
Purchase Radios $ 70,000 $ - $ - $ - $ - $ - $ -
Route Identification $ 30,000 $ - $ - $ - 3% - 3 - $ -
Fare Collection Equipment $ 300,000 $ - $ - $ - $ - $ - $ -
CWF - CNG Generators and Pads $ 1,329,000 $ - $ - $ - 3% - 3% - % -
GPS/AVL Tracking Equipment $ - $ 350,000 $ - $ - $ -3 -3 -
Automated Fare/Passenger Collection Software $ - $ 150,000 $ - $ - $ - $ - $ -
Bus Shelters $ - $ 80,000 $ - % - % 25,000 $ -3 -
Replacement of Bus Stop Signage $ - $ 30,000 $ 6,000 $ - $ - $ 64,000 $ 76,000
ADP Computer System and Software Upgrades $ - % 85,000 $ - $ - $ - $ - $ -
Rebuild Bus Engines and Replace Transmissions $ - $ 110,000 $ 111,000 $ 126,000 $ 132,000 $ 56,000 $ 59,000
Purchase Spare Parts $ - $ 150,000 $ 55,000 $ 60,000 $ 65,000 $ 70,000 $ 75,000
Bike Rack Replacements $ - $ - $ 48,000 $ - $ - $ - $ 81,000
Suneillance Equipment $ - $ - $ 21,000 $ - $ - $ 32,000 $ -
Engineering & Design of Bus O&M Facility $ - $ - $ 250,000 $ 750,000 $ - $ - % -
Construct Bus O&M Facility $ - $ - $ - $ - $ - $ 4,000,000 $ 6,000,000
Total Projected Capital Expenses $ 1,881,410 $ 1,082,592 $ 584,300 $ 1,035,500 $ 327,800 $ 4,333,000 $ 6,409,300
Anticipated Funding Sources
Federal $ 1,770,928 $ 896,592 $ 467,400 $ 828,400 $ 262,200 $ 3,466,400 $ 5,127,400
State $ 87,680 $ 144,700 $ 57,900 $ 103,000 $ 32,200 $ 432,700 $ 640,300
Local $ 22,802 $ 41,300 $ 59,000 $ 104,100 $ 33,400 $ 433,900 $ 641,600
Total Other Capital Revenues $ 1,881,410 $ 1,082,592 $ 584,300 $ 1,035,500 $ 327,800 $ 4,333,000 $ 6,409,300
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8.0 TDP MONITORING AND EVALUATION

This TDP has presented a comprehensive evaluation of service and cost characteristics for
WATA. Key elements that have been addressed in this TDP effort include:

e Development of goals, objectives and performance standards that are to guide further
development of WATA’s services;

e A detailed evaluation of existing service characteristics, with identification of system
strengths and weaknesses;

e A peer agency review that compares WATA’s service and financial characteristics to
other similar-sized systems;

e Results from a 2008 rider survey that identified existing rider satisfaction with existing
services, and improvements that are desired by riders;

e Alisting of potential service and facility improvements, for consideration in the TDP;

e Recommended service and facility improvements for inclusion in the TDP, with
improvements identified by year; and

e Funding requirements and potential funding sources for recommended service and
facility improvements.

This TDP reflects an initial step in future service and facility improvements for WATA. It will be
important to coordinate closely with other transportation and land use planning efforts, to
continue to monitor service performance, and to provide DRPT with annual updates regarding
implementation of TDP service and facility improvements.

8.1 COORDINATION WITH OTHER PLANS AND PROGRAMS

WATA is represented by its Executive Director on the Board of the HRTPO, as well as by its
Director of Planning and Development on HRTPO committees. The most recent Long-Range
Transportation Plan (LRP) has a horizon year of 2030 and was adopted in 2007. The HRTPO is
currently developing 2034 LRP with a completion deadline of February 2012. The HRTPO intends
to make amendments to the 2030 LRP to address funding source issues and a Virginia Supreme
Court ruling regarding Hampton Roads and Northern Virginia transportation authorities while
concurrently working on the 2034 LRP. Amendments to the 2030 LRP may afford the
opportunity to add new projects recommended in this TDP and into the LRP’s short-range
element, the TIP. Of particular interest to WATA is the potential opening of the full selection
process for CMAQ and RSTP projects later this year. The inclusion of CMAQ and RSTP projects
consistent with TDP recommendations is a critical step towards implementation.

It will also be important to incorporate TDP findings into Comprehensive Plan Updates for the
City of Williamsburg, James City County, and York County. A number of goals and objectives
from the TDP should be reviewed and incorporated in these Comprehensive Plans.
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8.2  SERVICE PERFORMANCE M ONITORING

This TDP has identified specific system-wide service performance measures to ensure WAT’s
existing performance characteristics do not degrade substantially. Corrective measures are to be
taken if these monitoring efforts identify service performance degradation (e.g., through route
alignment adjustments, headway and/or span of service adjustments).

While WATA utilizes best practices daily and monthly Board of Directors meetings include
reports from the Executive Director, such as monthly ridership and revenue, WATA does not
currently have defined performance standards. This TDP recommends implementing the
performance standards identified in Chapter 2 to measure the efficiency and effectiveness of
WATA'’s transit service on at least a quarterly basis.

8.3 ANNUAL TDP MONITORING

The DRPT will require submittal of an annual letter that provides updates to the contents of this
TDP. Recommended contents of this “TDP Update” letter include:

e A summary of ridership trends for the past 12 months

e A description of TDP goals and objectives that have been advanced over the past 12
months.

e A list of improvements (service and facility) that have been implemented in the past 12
montbhs, including identification of those that were identified in this TDP.

e An update to the TDP’s list of recommended service and facility improvements (e.g.,
identify service or facility improvements that are being shifted to a new year, being
eliminated, and/or being added). This update of recommended improvements should be
extended one more fiscal year to maintain a six year planning period.

e A summary of current year costs and funding sources

e Updates to the financial plan tables presented in Chapter 7 of this TDP. These tables
should be extended one more fiscal year to maintain a six-year planning period.
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Appendix 1-A: WATA - Fleet Inventory

Motor Bus, Demand Response, Support, and Contingency Vehicles
As of May 2008

) - : Special . - FTA Percentage : ] P . .
Vehicle Description VIN License Plate Features Seated Capacity |Acquisition & Total Cost FTA Life Yrs. Depreciated Value Lifetime Miles  |Replacement Condition
Motor Bus (Direcily Operated)

il 0,
2002 New Flyer 30" (250201) diesel 5FYD2TU1824023814 49488L Ra"r':C':'ke 25 Jul-02 $2$8 6“55 10 135,030 277,997 2012 Good
1 0,
2002 New Flyer 30" (250202) diesel SFYD2TU1X24023815 494871 Ra"r‘:élf'ke 25 Jul-02 $2$8 6“55 10 135,030 289,781 2012 Good
1 0,
2002 New Flyer 30° (250203) diesel 5FYD2TU112U023816 494911 Ra"::c'f'ke 25 Jul-02 $27gg (/)“55 10 135,030 274,315 2012 Good
il 0,
2002 New Flyer 30" (250204) diesel 5FYD2TU1320023817 494851 Ra"r‘apc'l:"ke 25 Jul-02 $2$g 6“55 10 135,030 273,630 2012 Good
il 0,
2002 New Flyer 30" (250205) diesel 5FYD2TU152U023818 494921 Ra"r‘gc’lf'ke 25 Jul-02 $ng 6“55 10 135,030 307,460 2012 Good
1 0,
2002 New Flyer 30" (250206) diesel SFYD2TU172U023819 494971 Ra"r‘sc'f'ke 25 ul-02 $z$g 6“55 10 135,030 299,962 2012 Good
1 0,
2002 New Flyer 35’ (250207) diesel 5FYD2GV182U023947 49496L Ra"::éf'ke 30 Jul-02 $2783 2‘015 12 157,685 354,559 2014 Good
il 0,
2002 New Flyer 35’ (250208) diesel 5FYD2GV1X2U023948 49490L Ra"r‘gc'kb'ke 30 Jul-02 $2$8 g“ls 12 157,685 302,046 2014 Good
il 0,
2002 New Flyer 35" (250209) diesel 5FYD2GV112U023949 49489L Ra"r'gc'lf'ke 30 Jul-02 N 2?8 ;“15 12 157,685 272,131 2014 Good
1 0,
2002 New Flyer 35’ (250210) diesel 5FYD2GV182U023950 494951 Ra"::c'f'ke 30 Jul-02 $27gg :/;15 12 157,685 213152 2014 Good
) . Ramp, bike 80%
2005 New Flyer 30" (250503) diesel 5FYD4VV135C027641 129301L rack 25 Apr-05 $279.253 10 223,465 174,256 2015 Very Good
) . Ramp, bike 80%
2005 New Flyer 30° (250504) diesel 5FYDAVV155C027642 123650L ol 2% Apr-05 $279.953 10 223,465 129,556 2015 Very Good
1 )0/
2006 New Flyer 35' (250603) SFYDAKV1X7C032157 141356L Ra"r‘:élf'ke 30 Jul-07 $zgg 2’79 12 298,579 16,116 2018 Excellent
1 0/
2006 New Flyer 35' (250604) 5FYD4KV117C032158 141357L Ra"::c'f'ke 30 Jul-07 $zgg /;79 12 298,579 32,995 2020 Excellent
il 0/
2008 New Flyer 35' (250801) 5FYD4KV138C032910 Ramp, bike 30 Mar-08 80% 12 1,727 1,722 2020 Excellent
rack $316,672
il )0/
2008 New Flyer 35' (250802) 5FYDAKV158C032911 Ramp, bike 30 Mar-08 80% 12 1,615 1,615 2020 Excellent
rack $316,672
. Ramp, bike 80%
2008 New Flyer 35' (250803) SFYDAKV178C032912 oy 30 Mar-08 $316.672 12 1,505 1,505 2020 Excellent
. Ramp, bike 80%
2008 New Flyer 35' (250804) 5FYDA4KV198C032913 oy 30 Mar-08 $316.672 12 1,706 1,706 2020 Excellent
il 0/
2008 New Flyer 35' (250805) 5FYD4KV108C032914 Ramp, bike 30 Mar-08 80% 12 1,609 1,609 2020 Excellent
rack $316,672
il )0/
2008 New Flyer 35' (250806) 5FYDAKV128C032915 Ramp, bike 30 Mar-08 80% 12 1,612 1,612 2020 Excellent
rack $316,672
2005 Ford Diesel BOC E350 (250505) 1FDWE35P45HB39524 130856L Lift 14 Sep-05 $50,158 4 37,617 42,852 2009 Fair
2005 Ford Diesel BOC E350 (250506) 1FDWE35P65HB39525 130857L Lift 14 Sep-05 $50,158 4 37,617 28,350 2009 Fair
Williamsburg Area Transit Authority September 2009
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WATA - Fleet Inventory

Motor Bus, Demand Response, Support, and Contingency Vehicles
As of May 2008

(Continued)

Vehicle Description VIN License Plate Special Seated Capacity |Acquisition FTA Percentage FTA Life Yrs. Depreciated Value Lifetime Miles |Replacement Condition

Features & Total Cost
Motor Bus (Purchased Transportation)
2004 ORION 40' (0504) CNG 1VHGH3L2046701358 122997L Ramp 40 Mar-05 $316,672 12 237,501 31,085 2016 Very Good
2004 ORION 40" (0505) CNG 1VHGH3L2146701434 122996L Ramp 40 Mar-05 $316,672 12 237,501 38,903 2016 Very Good
2004 ORION 40" (0506) CNG 1VHGH3L2X46701433 123631L Ramp 40 Mar-05 $316,672 12 237,501 41,265 2016 Very Good
2004 ORION 40" (0507) CNG 1VHGH3L2946701441 123643L Ramp 40 Mar-05 $316,672 12 237,501 37,501 2016 Very Good
2004 ORION 40' (0508) CNG 1VHGH3L2546701436 123632L Ramp 40 Mar-05 $316,672 12 237,501 35,245 2016 Very Good
2004 ORION 40" (0509) CNG 1VHGH3L2746701437 123640L Ramp 40 Mar-05 $316,672 12 237,501 31,472 2016 Very Good
2004 ORION 40" (0510) CNG 1VHGH3L2746701440 123642L Ramp 40 Mar-05 $316,672 12 237,501 39,251 2016 Very Good
2004 ORION 40' (0511) CNG 1VHGH3L2046701439 123641L Ramp 40 Mar-05 $316,672 12 237,501 36,708 2016 Very Good
2004 ORION 40" (0512) CNG 1VHGH3L2246701443 123630L Ramp 40 Mar-05 $316,672 12 237,501 42,544 2016 Very Good
2006 ORION 40" (0630) CNG 1VHGH3L2366702393 1290121 RalTrlapC,kbike 40 Sep-06 $375,000 12 3,437,501 23,027 2018 Excellent
2006 ORION 40' (0631) CNG 1VHGH3L2X66702388 129011L Ra"r‘:c'lfike 40 Sep-06 $375,000 12 343,750 18,077 2018 Excellent
2006 ORION 40" (0632) CNG 1VHGH3L2766702395 129014L Rarrrl;)c,fike 40 Sep-06 $375,000 12 343,750 23,407 2018 Excellent
2006 ORION 40" (0633) CNG 1VHGH3L2666702386 129009L Ran::éfike 40 Sep-06 $375,000 12 343,750 17,333 2018 Excellent
2006 ORION 40" (0634) CNG 1VHGH3L2966702396 129015L Ranr];)(;:ike 40 Sep-06 $375,000 12 343,750 21,017 2018 Excellent
2006 ORION 40" (0635) CNG 1VHGH3L2866702387 129010L Ranr]:(;kbike 40 Sep-06 $375,000 12 343,750 20,827 2018 Excellent
2006 ORION 40" (0636) CNG 1VGHG3L2566702394 129013L Ran::c'fike 40 Sep-06 $375,000 12 343,750 19,955 2018 Excellent
2006 Optima Bus Trolley diesel model AH - 28 1Z9S2HSS16W216330 130893L Lift 25 Jun-06 $276,722 5 221,376 15,115 2011 Good
Demand Response (ADA -251)
2005 Ford Diesel BOC E350 (251501) 1FDWE35P85HB39526 130854L Lift 14 Sep-05 $50,158 4 25,079 29,169 2009
2006 Ford Diesel BOC (251601) 1FDWE35P16DA89268 1147271 Lift 14 Feb-07 $52,037 4 26,019 2010 Fair
2006 Ford Diesel BOC (251602) 1FDWE35P56DA92514 114728L Lift 14 Feb-07 $52,037 4 26,019 2010 Fair
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WATA - Fleet Inventory

Appendix 1-A

Motor Bus (Directly Operated & Purchased), Demand Response, Support, and Contingency Vehicles

As of May 2008
(Continued)

. . . Special . - FTA Percentage . . i . L

Vehicle Description VIN License Plate Seated Capacity |Acquisition FTA Life Yrs. Depreciated Value Lifetime Miles |Replacement Condition
Features & Total Cost

Operational Support Vehicles
2005 Ford Escape Gas (250501) 1FMY493155KB31450 122975L 5 Mar-05 $20,000 4 10,000 2009 Good
2005 Ford Escape Gas/Electric (250502) 1FMCU96H15KC95135 122993L 5 Mar-05 $28,000 4 14,000 2009 Good
2007 Dodge Caravan (250701) 108GP24E67B230069 136396L 7 Jun-07 $17,000 4 17,000 2011 Excellent
Contingency Fleet
2001 Ford Diesel BOC E450 (251102) 1FDXE45F61HB77719 49464L Lift 20 Sep-01 $57,885 Contingency* 0 117,898 2006 Fair
2002 Ford Diesel BOC E450 (251201) 1FDXE45F92HA54594 1117571 Lift 14 Jul-02 $57,564 Contingency* 0 124,716 2007 Fair
* Contigency Vehicles above intregal part of regional emergecy plan with WAT service area within 10
mile radius of Nuclear Power Plant and in vulnerable hurricane corridor of Hampton Roads. When not in
emergency, supports driver releif and times of extreme traffic congestion
Williamsburg Area Transit Authority September 2009
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1.0 Overview of the Peer Analysis Process

A peer analysis provides the opportunity to compare performance characteristics among transit
agencies of a similar size. Transit agencies report such information to the Federal Transit
Administration (FTA), which records the information annually in the National Transit Database
(NTD). Agencies have strict requirements with regards to the manner in which cost and service
characteristics are reported to the NTD. Thus, the NTD provides a consistent set of measurable
data that can be used in a peer systems analysis. At the time of this peer analysis, data for
FY2007 was available for all of the peer systems. Therefore, all of the information provided in
this peer analysis uses FY2007 numbers.

While a peer analysis based on NTD data provides operational service and financial information,
it is important to keep in mind other aspects of service quality that are not reported in the NTD,
such as passenger satisfaction, vehicle cleanliness and comfort, schedule adherence and route
connectivity. It is also important to keep in mind unique operating and financial characteristics
that may be associated with a particular transit agency. For example, the Williamsburg Area
Transit Authority (WATA) in rather unique in that it operates Williamsburg Area Transport (WAT)
fixed route service that is directly operated, as well as Colonial Williamsburg Foundation (CWF)
service that is purchased transportation.

The NTD is the only comprehensive source of validated operating and financial data reported by
transit systems nationwide. This database is updated annually with information submitted by
each transit system. The FTA reviews and confirms the accuracy of the information received and
publishes a final report after a reporting transit system successfully responds to all comments
and inquiries. The NTD is used by the FTA and other federal, state, and local agencies as a
resource to help guide public investment decisions, shape public policy, and develop planning
initiatives. The NTD reports various standard measures of performance that allow decision
makers and other stakeholders to determine the efficiency and effectiveness of transit services
on a local, regional, and national basis.

1.1 TECHNICAL MEMORANDUM CONTENTS
The remainder of this technical memorandum contains the following:
e Section 2 describes the process used to select the WATA peer transit systems;

e Section 3 provides an overview of the peer system’s service area characteristics, services
provided, fares, revenue hours and miles, passenger trips and operating and capital
budgets for WATA and the peer systems;

e Section 4 provides a detailed comparison of specific service productivity measures,
which focus on: vehicle utilization, service supply, service productivity, cost efficiency
and vehicle maintenance performance;

e Section 5 summarizes financials, highlighting the revenue sources used by WATA and its
peers to fund O&M and capital costs; and

e Section 6 summarizes the key findings of the peer analysis.

Williamsburg Area Transit Authority September 2009
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2.0 Peer Selection Process

This peer analysis identifies peer systems that have similar operational size, service area, and
demographics. While the peer analysis does not capture all of the unique characteristics found
in Williamsburg, it does provide a basis for comparison to evaluate the performance of the
system. A multi-step selection process is used to determine primary and secondary screening
criteria. Primary screening criteria includes the service area size in square miles, service area
population, service area density, peak vehicles (bus and demand response), revenue miles (bus
and demand response), and revenue hours (bus and demand response). In addition to the
primary screening criteria, a second level of screening identifies unique characteristics of
Williamsburg that may be applied to the peers. These criteria include a Mid-Atlantic location, a
college located in the service area with a comparable student population, and
tourism/hospitality as a major sector of the economy.

In addition to WATA'’s directly operated service-WAT, WATA reports the CWF routes, which
operate in the historic area, as purchased transportation to the NTD. These routes are included
in the criteria totals for WATA. This is unique to all of the peer systems analyzed, and thus,
makes direct comparisons difficult. The unique tourism and temporary worker focus of these
routes skew the results.

Numerous transit systems were reviewed to determine the best peer group for WATA. For this
analysis, systems within Virginia were included to the greatest extent possible in order to
capture the unique political climate for transit in the state. In addition to four Virginia systems,
Annapolis (MD) included in the final peer list as it provides the best tourism comparison, and is
similar to Williamsburg in that it is part of a larger urbanized area (UZA). Cities with transit
systems that were identified as potential peers but not chosen for the final analysis include
Myrtle Beach (SC), Asheville (NC), Wilmington (NC), Bangor (ME), Roanoke (VA), Morgantown
(WV), Altoona (PA), and Williamsport (PA). The results of the final peer selection are displayed in
Table 2.1.

Table 2.1: Final Peer List

Service Service Peak Vehicles
Agency Name (@147 Area Area Size
Population J (Sg. Miles) m m
Greater Lynchburg Transit
Lynchburg, VA 80,846 72 29 25 4
Company (GLTC)
Fredericksburg Regional Fredericksburg,
. 113,716 242 17 17 n/a
Transit (FRED) VA
Charlottesville Transit .
. Charlottesville, VA 81,449 38 44 28 16
Service (CTS)
Annapolis Transit (AT) Annapolis, MD 90,000 100 25 25 n/a
Harrisonburg Department
of Public Transportation Harrisonburg, VA 45,261 17 24 18 6
(HDPT)
Williamsburg Area Transit Authority September 2009
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3.0 Peer System Overview

The following is a general overview of the peer system characteristics. This includes the service
area characteristics, services provided, fares for each of the peer systems, revenue hours and
miles, passenger trips and FY2007 O&M and capital budgets. Further comparisons of ridership,
revenue miles, revenue hours and operating and capital budgets are provided in Sections 4 —
Service Productivity Comparisons and Section 5 — Financial Analysis.

3.1 SERVICE AREA CHARACTERISTICS

As discussed in Section 2.0, five peers were identified for the WATA peer review, Greater
Lynchburg Transit Company (GLTC), Fredericksburg Regional Transit (FRED), Charlottesville
Transit Service (CTS), Annapolis Transit, and Harrisonburg Department of Public Transportation
(HDPT). Four of the systems are in Virginia and one (Annapolis Transit) is located in Maryland.

WATA's service area population is 69 percent of the peer average, and the service area square
miles is 154 percent of the peer average. The smaller population and larger service area result in
a population density that is only 27 percent of the peer average. It is important to note that
population figures for all five peers and WATA are from the 2000 Census. Thus, the figure of
57,000 people for Williamsburg does not depict the current population of the service area. New
census data from the 2010 census will provide a better estimate of population and densities, as
the Williamsburg area continues to show strong growth trends. Table 3.1 displays the
population, square miles, and density for the service areas in 2000.

Table 3.1: Service Area Characteristics in 2000

City Population Slcllijlaerse PODF:::itti;n
Lynchburg, VA 80,846 72 1,123
Fredericksburg, VA 113,716 242 470
Charlottesville, VA 81,449 38 2,143
Annapolis, MD 90,000 100 900
Harrisonburg, VA 45,261 17 2,662
Peer Average 82,254 94 1,460
Williamsburg, VA 57,000 144 396

All of the peer systems are located in communities with major universities. Table 3.2 displays
the universities and student population for the peer systems. The College of William & Mary
(W&M) student population is 55 percent of the peer average, with the University of Virginia
(UVA), Liberty University, and James Madison University (JMU) student populations in excess of
17,000.

Williamsburg Area Transit Authority September 2009
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Table 3.2: Peer System Universities

Git Student
Y Population

Lynchburg, VA Liberty University 19,000
Fredericksburg, VA Mary Washington 4,800
Charlottesville, VA University of Virginia 18,000

Annapolis, MD U.S. Naval Academy 4,400

Harrisonburg, VA James Madison University 17,000

Peer Average 12,640

Williamsburg, VA College of William & Mary 7,000

3.2 SERVICES PROVIDED

The following lists the service hours for the peer systems as of March 2009. Most of the peers
provide service on Sunday, with the exception of FRED as well as HDPT when JMU is out of
session.

e GLTC-Lynchburg, VA Monday — Saturday: 6:00 a.m. —9:30 p.m.
Sunday: 6:00 a.m. —5:30 p.m.

e  FRED - Fredericksburg, VA Monday — Friday: 7:30 a.m. —8:30 p.m.

e (TS —Charlottesville, VA Monday — Saturday: 6:15 a.m. —12:00 a.m.
Sunday: 7:45 a.m. —5:45 p.m.

e Annapolis Transit — MD Monday — Saturday: 5:30 a.m. —10:00 p.m.
Sunday: 8:00 a.m. — 7:00 p.m.

e HDPT - Harrisonburg, VA JMU In Session:

Monday — Thursday: 6:30 a.m. —12:00 a.m.
Friday: 6:30 a.m. —3:00 a.m.
Saturday: 8:30 a.m.—3:00 a.m.
Sunday: 11 a.m. — Midnight
JMU Out of Session:
Monday — Friday: 6:30 a.m. —7:00 p.m.
Saturday: 6:30 a.m. — 6:00 p.m.
o  WATA — Williamsburg, VA Monday — Saturday:
Peak Summer Season: 6:00 a.m. — 10:00 p.m.
Off-Peak Season: 6:00 a.m. — 8:00 p.m.:
Sunday: 8:00 a.m. — 6:00 p.m.
(Hours for WAT service)

3.3 FARES

The following Table 3.3 shows the fares for the peer systems and WATA’s directly operated
service. GLTC has the highest fare at $1.50 and FRED has the lowest at $0.25. Most of the peers
provided some form of pass program, with the exception of HDPT.

Williamsburg Area Transit Authority September 2009
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Table 3.3: Peer System Fares

City Agency Adult Fare | Children Seniors/ Demand
Disabled Response

Lynchburg, VA GLTC $1.50 Under 45 Inches: $0.75 $3.00 Monthly Pass: $40.00;
Free Day Pass: $5.00;
7 Day Pass: 15.00,
10-ride ticket: $12.50
Fredericksburg, FRED $0.25 Under 3: Free n/a Mary Washington: n/a Monthly Pass: $15.00;
VA $1.00 for Prepaid MediCorp Health System:
VRE Prepaid
feeder
routes
Charlottesville, CTS $0.75 5 & Under: Free $0.35 n/a Free 40 Ride - $21.00;
VA 10 rides: $6.00
Annapolis, MD Annapolis $1.00 n/a $0.50 $0.50 $2.00 Summer Youth Pass:
Transit $1.00 per $25.00;
zone for 10 Ride Punch Card:
commuter $9.50;
routes Day Pass: $2.50; Monthly
Pass: $50;
Quarterly Pass $120;
Annual Pass $400;
100 tokens: $50.00;
"Free Fare Zone"
downtown
Harrisonburg, VA HDPT $1.00 n/a $0.50 Non JMU: $0.50 $2.00 n/a
Grade 12: Free
JMU: Free
Williamsburg, WATA $1.25 6 & Under: Free $0.50 W&M: Prepaid $2.00 All day pass: $1.50
VA MS and HS: Free

Williamsburg Area Transit Authority
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3.4 REVENUE HOURS AND MIILES

Revenue Hours and Revenue Miles contributed to the peer selection process in order to create
an average of systems with similar levels of service to assess productivity measures fairly. While
the fixed route averages were comparable for fixed route (or bus) revenue hours and miles,
paratransit (or demand response) revenue miles and hours varied wildly among the peers.
Annapolis Transit is meeting its paratransit service requirements by offering route deviation
service within % mile of fixed routes at a premium fare, while FRED offers route deviation
service within % mile of fixed routes at the regular fare. WATA’s revenue hours and miles
include both the directly operated WAT service and CWF purchased transportation.

Revenue Hours

WATA's fixed route (bus) revenue hours are on par with the peer average at 63,346 compared
to 63,530 for the peer average, as shown in Table 3.4. GLTC has the highest revenue hours and
HDPT has the lowest, with differences greater than 30 percent of the average. Annapolis
Transit’s revenue hours are similar to WATA. It is, however, important to note that CWF revenue
hours make up nearly half of WATA’s bus revenue hours.

Demand response among the peers is variable, with CTS raising the average and Annapolis
Transit and FRED providing route deviation service instead of demand response service.

Table 3.4: Revenue Hours

Demand
BT N A =

GLTC- Lynchburg, VA 91,228 85,063 6,165
FRED- Fredericksburg, VA 51,186 51,186 n/a

CTS- Charlottesville, VA 96,295 74,089 22,206
Annapolis Transit- Annapolis, MD 63,722 63,722 n/a

HDPT- Harrisonburg, VA 52,048 43,588 8,460

Peer Average 70,896 63,530 12,277

WATA- Williamsburg, VA 66,600 63,346 3,254

Revenue Miles

Table 3.5 shows that most of the peers fall within nine percent of the average for fixed route
revenue miles, with GLTC being 28 percent higher and HDPT 47 percent lower. WATA is four
percent higher than the peer average for revenue miles, at 847,469 compared to 814,945
revenue miles. It is, however, important to note that CWF revenue miles make up approximately
40 percent of WATA's bus revenue miles.

Again, demand response revenue miles range from 20 percent of the average to 222 percent of
the average among those peers that reported.

Williamsburg Area Transit Authority September 2009
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Table 3.5: Revenue Miles

Demand
“

GLTC- Lynchburg, VA 1,142,377 | 1,045,899 96,478
FRED- Fredericksburg, VA 889,839 889,839 n/a

CTS- Charlottesville, VA 1,313,957 835,196 478,761
Annapolis Transit- Annapolis, MD 875,534 875,534 n/a

HDPT- Harrisonburg, VA 500,908 428,255 72,653

Peer Average 944,523 814,945 215,964

WATA- Williamsburg, VA 889,977 847,469 42,508

3.5 PASSENGER TRIPS

Table 3.6 shows the total, fixed route, and demand response passenger trips for each of the
peer systems. WATA has more passenger trips at 3,021,715 or 234 percent of the peer average
of 1,289,399. For comparison, FRED is 28 percent of the peer average. The remainder of the
peers falls within 114 percent and 123 percent of the peer average for total passenger trips.
Fixed route trips are similar, with WATA providing 238 percent of the peer average and FRED
providing only 29 percent. The remaining peers fall between 115 percent and 121 percent of the
fixed route peer average. As previously mentioned, purchased transportation trips for CWF
routes are included in this total. CWF trips make up approximately three-quarters of WATA’s
total bus passenger trips.

For demand response, WATA is significantly lower than the peers that provide demand response
service, at 13 percent of the peer average. CTS is at the upper range at 202 percent of the
demand response peer average.

Table 3.6: Passenger Trips

D
Response

GLTC- Lynchburg, VA 1,468,215 1,453,585 14,630
FRED- Fredericksburg, VA 361,838 361,838 n/a

CTS- Charlottesville, VA 1,590,120 1,512,049 78,071
Annapolis Transit- Annapolis, MD 1,534,503 1,534,503 n/a

HDPT- Harrisonburg, VA 1,492,318 1,468,943 23,375

Peer Average 1,289,399 1,266,184 38,692

WATA- Williamsburg, VA 3,021,715 3,016,576 5,139

3.6 OPERATING AND CAPITAL BUDGETS

The following Tables 3.7 and 3.8 display the operating and capital budgets in FY2007 for WATA
and the peer systems. Further detail on these tables is provided in Section 5.0 of this technical
memorandum. WATA’s FY2007 total operating and maintenance funds were 102 percent of the
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peer average at $4,055,427 compared to $3,969,672. Capital funding for WATA was higher than
the peer average at $3,278,621 compared to $1,782,384, or 184 percent. Local and federal

funding sources provided the bulk of these funds.

As previously mentioned, it is important to note that CWF purchased transportation is included
in the operating and capital funds for WATA. In FY2007, CWF’s operating funds would have been
a significant portion of WATA’s total operating funds. It also appears likely that funding for CWF
capital purchases, such as seven Orion buses acquired in September 2006, would have
predominated the need for WATA capital funds in FY2007.

Table 3.7: 2007 Peer Operating Funds by Source

| Agency | Fares | local | state | Federal | Other | Total _

GLTC- Lynchburg, VA $822,186
FRED- Fredericksburg, VA $54,963
CTS- Charlottesville, VA $539,321
Annapolis Transit- MD $787,043
HDPT- Harrisonburg, VA $1,069,788
Peer Average $654,660
WATA- Williamsburg, VA | $398,991

$1,286,055
$565,819
$2,330,905
$2,155,465
$375,971
$1,342,843
$1,855,463

$785,480
$491,026
$1,057,578
$650,908
$438,759
$ 684,750
$714,916

$1,828,598
$1,306,294
$1,551,726
$623,538
$677,665
$1,197,564
$ 383,346

$129,288
$73,228
$19,549
$196,644
$30,564
$89,855
$703,011

$4,851,607
$2,491,330
$5,499,079
$4,413,598
$2,592,747
$3,969,672
$4,055,727

Table 3.8: Peer Capital Funds by Source

e | s | reient | over T roal _

GLTC- Lynchburg, VA $129,798 $65,467 $781,060 $976,325
FRED- Fredericksburg, VA $383,431 $193,839 $2,161,413 $2,738,683
CTS- Charlottesville, VA $64,862 $404,647 $3,517,244 $3,986,753
Annapolis Transit- $98,407 $98,407 $627,569 $824,383
Annapolis, MD
HDPT- Harrisonburg, VA $86,398 $51,898 $247,481 $385,777
Peer Average $152,579 $162,852 $1,466,953 $1,782,384
WATA- Williamsburg, VA $266,322 $1,725 $3,010,574 53,278,621
Williamsburg Area Transit Authority September 2009
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4.0 Service Productivity

This section provides service productivity measures with factors including:

e Vehicle utilization, including the number of fleet and peak vehicles and revenue hours
and miles per peak vehicle;

e Service supplied, which includes revenue miles and revenue hours per capita and
revenue miles and hours per service area square mile;

e Service effectiveness, including passengers per revenue mile and passengers per
revenue hour;

e Cost efficiency, which includes operating cost per passenger trip, revenue hour and
revenue mile; and

e Vehicle maintenance performance, such as revenue vehicle failures and labor hours for
inspection and maintenance.

4.1 VEHICLE UTILIZATION

Vehicle utilization is a productivity measure based on the total number of revenue hours and
revenue miles per peak vehicle. This measure assesses the peers’ ability to efficiently use the
vehicles available to provide service.

Vehicles Available
Figure 4.1 displays the vehicles available for use by WATA and its peers. This includes fixed route
and demand response vehicles used in maximum service plus spares.

The peer average total number of vehicles available for maximum service is 45. WATA falls
within eight percent of this average with 41 compared to 45. However, WATA is the outlier for
the fixed route average, with 29 percent more vehicles available at 36 compared to 28. Nearly
half of these vehicles are used for the CWF purchased transportation.

Demand response vehicles skew the average with CTS reporting 64 vehicles available, compared
to WATA’s five. GLTC demand response and fixed route totals are similar to WATA. As previously
noted, FRED and Annapolis Transit satisfy their paratransit requirements by providing route
deviation service, and therefore do not report demand response vehicles.
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Figure 4.1: Vehicles Available
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Peak Vehicles

The number of peak vehicles available is used to calculate vehicle utilization as it reflects the
maximum number of buses used during the heaviest levels of service. Figure 4.2 displays the
vehicles operated in maximum service by WATA and its peers.

WATA uses 24 percent more fixed route peak vehicles than the system average, the same
number as CTS. FRED has the lowest with only 75 percent of the average fixed route vehicles
operated in maximum service. Again, this includes 16 vehicles for CWF purchased transportation
vehicles which raises the total.

The demand response average is skewed by CTS. However, WATA and GLTC have a comparable
number of demand response vehicles.

Williamsburg Area Transit Authority September 2009
Transit Development Plan: FY 10-15 Appendix 3-A



Figure 4.2: Peak Vehicles Available
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Revenue Hours per Peak Vehicle

The ratio of revenue hours per peak vehicle compares the number of revenue hours the peer
systems operate their peak vehicles. The peer average for fixed route service is 2,806 revenue
hours per peak vehicle as shown in Figure 4.3. WATA is the lowest among the peers at 2,262 or
81 percent of the average. However, this could be the result of the CWF service included in
these numbers. HDPT is similar with 2,422 or 86 percent of the average and GLTC is the highest
with 3,403 peak vehicles per revenue hour for fixed route service or 121 percent. The remainder
of the peers falls within ten percent of the fixed route average.

Systems that reported demand response all fall within seven percent of the average of 1,446,
with the exception of WATA, which had 1,085 or 75 percent of the average.

Revenue Miles per Peak Vehicle

Revenue miles per peak vehicle also measures how efficiently vehicles are used based on the
number of revenue miles reported. The peer average for fixed route service is 36,564, as shown
in Figure 4.4. WATA'’s fixed route revenue miles per peak vehicle are 30,267 or 83 percent of the
average. This is similar to CTS which is 82 percent of the average. HDPT is the lowest with 23,792
or 65 percent of the fixed route average and FRED is the highest at 52,343 or 143 percent of the
peer average.

Demand response ranges from 55 percent to 136 percent of the 22,050 average revenue miles
per peak vehicle. WATA is 64 percent of the average at 14,169.
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Figure 4.3: Revenue Hours per Peak Vehicle
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Figure 4.4: Revenue Miles per Peak Vehicle
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4.2 SERVICE SUPPLIED

Measures of service supplied include ratios of revenue hours and miles per service area
population (or per capita) and square miles of service. The average service area population
among the peers is 82,254 people. WATA's service area is 69 percent of the average at 57,000.
Harrisonburg has the smallest population at 55 percent of the average and Fredericksburg has
the highest at 138 percent of the average. It is important to note that population figures are
from the 2000 Census. WATA has 144 square miles of service area, which is 154 percent of the
peer average at 94. Harrisonburg has the smallest service area square mileage at 18 percent of
the average, and Fredericksburg has 258 percent more square miles of service area than the
peer average. Table 4.1 displays the service area population and square miles of service area
among the peers.

Table 4.1: Service Measures

Agenc Service Area Square Miles of
gency Population Total Service Area

GLTC- Lynchburg, VA 80,846 72
FRED- Fredericksburg, VA 113,716 242
CTS- Charlottesville, VA 81,449 38
Annapolis Transit- Annapolis, MD 90,000 100
HDPT- Harrisonburg, VA 45,261 17
Peer Average 82,254 94

WATA- Williamsburg, VA 57,000 144

Revenue Hours per Service Area Population

The ratio of revenue hours per service area population provides a measure of how effectively
the service hours are supplied to the citizens in the community. The peer average for fixed route
and demand response combined is 0.92. The peer average for fixed route is 0.82 and demand
response is 0.18. WATA's total revenue hours per service area population for both fixed route
and demand response is 1.17, which is 126 percent of the average. This is similar to HDPT, CTS,
and GLTC at 124 percent, 128 percent, and 122 percent. FRED is 49 percent of the average and
Annapolis is 77 percent of the average. WATA’s fixed route revenue hours per service area
population is 1.11, or 136 percent of the average. This is the highest among the peers, with
FRED providing the fewest hours of service per capita at 55 percent.

It is important to note that several of WATA’s routes are tourism and W&M student oriented.
This is not calculated in the service population, and may account for the higher than average
number. Also, the CWF purchased transportation revenue hours are included in the ratio. GLTC
is 129 percent of the average and has a large student base of riders.

WATA is the lowest among the peers for demand response at 0.06 or 32 percent of the average.
As expected, CTS has the highest ratio for demand response at 153 percent of the average.
Figure 4.5 shows the total, fixed route, and demand response revenue hours per service area
population for all of the peers.
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Figure 4.5: Revenue Hours per Service Area Population
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Revenue Miles per Service Area Population

This ratio also reveals how effectively the service is supplied to citizens throughout the service
area. The peer average for fixed route and demand response revenue miles per service area
population is 11.78. WATA is 15.61 or 133 percent of the average. CTS is 137 percent of the total
peer average and GLTC is 120 percent of the total peer average. WATA’s fixed route revenue
miles per service area population is 148 percent higher than the peer average, at 14.87
compared to 10.04. Again this may be attributed to the transient nature of the population with
students and tourists being a large component of riders, and the purchased transportation
revenue miles being included in the ratio. GLTC is second highest at 129 percent of the average
and FRED is the lowest at 66 percent of the average.

WATA has the lowest revenue miles per service area population for demand response at 0.75
compared to 2.89, or 26 percent of the average. CTS is twice the average at 203 percent. The
other two Virginia peers that reported demand response are GLTC with 41 percent of the
average and HDPT with 56 percent of the average. Figure 4.6 shows the revenue miles per
service area population for all of the peers.

Williamsburg Area Transit Authority September 2009
Transit Development Plan: FY 10-15 Appendix 3-A



Figure 4.6: Revenue Miles per Service Area Population
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Revenue Hours per Service Area Square Mile

This ratio reveals how effectively the service is provided throughout the service area. WATA’s
total revenue hours per square miles of service are 462.5 compared to the peer average of
1,542.3. This is 30 percent of the average. HDPT has the highest ratio for fixed route and
demand response combined at 199 percent of the average, and FRED has the lowest at 14
percent of the average. WATA's fixed route service provides 439.9 revenue hours per square
mile of service area, which is 34 percent of the average. FRED is 16 percent of the average and
HDPT is 196 percent of the average. Again, the CWF routes impact this ratio. Figure 4.7 displays
the revenue hours per service area square mile for all of the peer systems.

Revenue Miles per Service Area Square Mile

The ratio of revenue miles per service area square mile is another common measure of how
effectively service is supplied to the service area. The total peer average for this measure is
18,468.3 revenue miles per square mile of service. WATA's total is 6,180.4 or 33 percent of the
average. CTS is the highest at 187 percent of the average and FRED is the lowest at 20 percent of
the average. WATA'’s fixed route service provides 40 percent of the peer average for revenue
miles per square mile of service area, at 5,885.2 compared to 14,825.8. HDPT provides the most
with 170 percent of the peer average; however, its service area is reported as 17 square miles,
the smallest in the peer group. FRED is the lowest at 25 percent for fixed route, and has the
largest service area at 242 square miles.

Demand response among the peers is variable with the peer average at 6,070.9. WATA is 295.2
or five percent of the peer average and CTS is 208 percent of the average. WATA’s lower than
average ratio of revenue miles per square mile of service area is indicative of the larger service
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area and lower densities, which require longer distances to serve the population. Figure 4.8
shows the revenue miles per square mile of service for the peer systems.

Figure 4.7: Revenue Hours per Service Area Square Mile
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Figure 4.8: Revenue Miles per Service Area Square Mile
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4.3 SERVICE PRODUCTIVITY

Service productivity measures how effectively the service is transporting passengers relative to
the level of service. These ratios include passenger trips per service area population, passenger
trips per revenue hour and passenger trips per revenue mile. As previously discussed, WATA
provides directly operated local service and purchased transportation service for the historic
areas. Both are included in these ratios.

Passenger Trips per Service Area Population

This measure reveals how many passenger trips occur in relation to the size of the population.
WATA is higher than the peer average of 18.18 for total and 17.85 for fixed route and all of the
peers at 53.01 and 52.92, respectively. This is 292 percent higher than the total and 297 percent
higher than the fixed route peer average. This is likely related to the level of passenger trips that
are tourism or student related, as well as the CWF purchased transportation passengers trips
that are included in the ratio, whose riders are largely tourists and temporary workers.

Demand response is lower than the peer average, at .09 compared to .55. This is 16 percent of
the peer average for demand response. Figure 4.9 displays the passenger trips per service area
population for all of the peer system.

Passenger Trips per Revenue Hour

This measure reveals how much of the service is consumed based on the hours of service
provided. WATA’s passenger trips per revenue hour are more than twice the peer average for
total and fixed route service at 45 compared to 18 total passenger trips per revenue hour (245
percent) and 48 compared to 20 fixed route passenger trips per revenue hour (233 percent).
CWEF routes directly impact this ratio.

WATA and GLTC have the same demand response passenger trips per revenue hour, with CTS
being the upper end at four. Figure 4.10 displays the passenger trips per revenue hour for all of
the peer systems.

Passenger Trips per Revenue Mile

This measure compares the effectiveness of the service based on the amount of service
consumed per miles of service provided. Again, WATA is more than twice the average in this
category for total and fixed route passenger trips. WATA’s total passenger trips per revenue mile
are 3.40 or 222 percent of the peer average of 1.53. Fixed route passenger trips per revenue
hour for WATA are 3.56 or 202 percent of the peer average of 1.76. HDPT is similar with 195
percent of the peer average for both categories and FRED is the lowest at 27 percent of the total
peer average and 23 percent of the fixed route peer average. As mentioned, the CWF purchased
transportation is included in this ratio.

WATA has 57 percent of the peer average for demand response at 0.12 compared to 0.21. HDPT
is the highest for demand response with 0.32 passenger trips per revenue mile. Figure 4.11
displays the passenger trips per revenue mile for all of the peer systems.

Williamsburg Area Transit Authority September 2009
Transit Development Plan: FY 10-15 Appendix 3-A



Figure 4.9: Passenger Trips per Service Area Population
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Figure 4.10: Passenger Trips per Revenue Hour
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Figure 4.11: Passenger Trips per Revenue Mile
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4.4 CosT EFFICIENCY

Cost efficiency ratios compare the agencies’ ability to operate efficiently based on operating
costs per passenger trip, revenue hour, and revenue mile. In comparing the direct operating cost
among the peers, WATA is on par with the peer average for total and fixed route operating cost.
However, it is important to note that CWF purchased transportation is included in the operating
costs for WATA.

WATA'’s demand response operating costs are 32 percent lower than the peer average, which is
skewed by CTS at 188 percent of the average. Table 4.2 displays the operating costs for each of
the peer agencies.

Table 4.2: Operating Costs

T T N

| GLTC- Lynchburg, VA | 4,851,609 | $4,598371 | $253,238

| FRED- Fredericksburg, VA | $2,396,950 | $2,396,950 | n/a

| CTS- Charlottesville, VA | 45,687,897 | $4,468,551 | $1,219,346

| Annapolis Transit- Annapolis, MD | $4,413,598 | $4,413,598 | n/a

| HDPT- Harrisonburg, VA | $2,592,747 | $2,123,947 | $468,800

| Peer Average | $3,988,560 | $3,600,283 | $647,128

| WATA- Williamsburg, VA | $3,932,003 | $3,725526 | $206,477
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Operating Cost per Passenger Trip

The ratio of operating cost per passenger trip is a measure of efficiency based on how much one
passenger trip costs the transit agency. WATA's total operating cost per passenger trip for both
bus and demand response is $1.30, which is lower than the average of $3.62, or 36 percent of
the average. WATA's fixed route operating cost per passenger trip is also 36 percent of the peer
average at $1.24 compared to $3.41, respectively. Some of this efficiency is attributable to the
high ridership on CWF routes. HDPT is the second lowest at 48 percent total and 42 percent for
fixed route. FRED has the highest operating cost per passenger trip for total and fixed route at
183 percent and 194 percent of the peer average.

WATA'’s demand response cost per passenger trip is 227 percent of the peer average at $40.18
per trip compared to $17.66 per trip. This is the highest among the peers, with CTS being the
lowest at $15.62. Figure 4.12 shows the operating cost per passenger trip for all of the peer
systems.

Operating Cost per Revenue Hour

The operating cost per revenue hour ratio measures the cost to operate each hour of service.
For total and fixed route service, most of the peers fall within ten percent of the average. WATA
is 106 percent of the average for total operating cost per revenue hour at $59.04 compared to
the peer average of $55.63, and 105 percent of the peer average for fixed route at $58.81
compared to $55.84. The outliers are FRED, which is 84 percent of the average and Annapolis,
which is 125 percent and 124 percent of the peer average for total and fixed route cost per
revenue hour.

Again, WATA has a higher operating cost per revenue hour for demand response at $63.45,
which is 126 percent of the peer average of $50.47. GLTC has the lowest cost per revenue hour
for demand response, with 81 percent of the average. Figure 4.13 shows the operating cost per
revenue hour for each of the peer systems.

Operating Cost per Revenue Mile

Another common cost efficiency measures is operating cost per revenue mile, which compares
the operating cost to operate one revenue mile of service across the peers. The peer average for
total operating costs per revenue miles is $4.30; fixed route is $4.49 and demand response is
$2.32. WATA is close to the peer average for total and fixed route at $4.42 and $4.40
respectively, which is 103 percent and 98 percent of the peer average. FRED has the lowest for
both total and fixed route at 63 percent and 60 percent of the peer average. HDPT’s total
operating cost per revenue mile is the highest at 120 percent of the peer average; however, CTS
has the highest operating cost per revenue hour for fixed route service, at 119 percent of the
average.

WATA'’s operating cost per revenue mile for demand response is 209 percent of the average, at
$4.86. HDPT’s cost per revenue mile for demand response is 278 percent of the peer average,
with the remaining two peers falling within ten to 13 percent of the peer average. Figure 4.14
compares the operating cost per revenue among the peer systems.
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Figure 4.12: Operating Cost per Passenger Trip
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Figure 4.13: Operating Cost per Revenue Hour
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Figure 4.14: Operating Cost per Revenue Mile
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4.5 REVENUE VEHICLE MAINTENANCE PERFORMANCE

Revenue vehicle maintenance performance measures include revenue vehicle failures per 1,000
miles and the labor hours for inspection and maintenance per 1,000 miles. Revenue vehicle
failures include major mechanical failures that prevent the vehicle from continuing revenue
service. This can include failures with brakes, doors, engine cooling systems, steering and front
axle, rear axle and suspension, and torque converters, etc. Minor vehicle failures generally do
not prevent the vehicle from continuing revenue service, such as malfunctions with fareboxes,
wheelchair lifts, and air conditioning systems, etc.

Revenue vehicle failures are only reported for fixed route service. Maintenance performance
indicators are difficult to compare across systems as different variables can impact the results,
such as the individual agencies’ policies and procedures for taking a vehicle out of service.

Average Vehicle Age

The average vehicle age of the transit system can influence the amount of maintenance
required; thus, it is important to note the variation in the peer systems average vehicle age.
WATA has the youngest fixed route bus fleet among the peers with an average vehicle age of
three years. This is 46 percent of the average fixed route age of the fleet at 6.6. GLTC has the
oldest fixed route fleet at 140 percent of the peer average. Figure 4.15 displays the average
vehicle age for the peer system fixed route fleets.
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Figure 4.15: Average Fixed Route Vehicle Age
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Revenue Vehicle Failures

The total number of revenue vehicle failure for the peer systems are displayed in Table 4.3
below. As expected, GLTC has the highest number of revenue vehicle failures, at 431 percent of
the peer average and has the oldest fixed route fleet. WATA reported nine revenue vehicle
failures, which is two percent of the peer average. This is likely due to WATA having the
youngest fleet among the peers.

Table 4.3: Revenue Vehicle Failures

| GLTC- Lynchburg, VA | 1,849
| FRED- Fredericksburg, VA ‘ 23

| CTS- Charlottesville, VA | 151

| Annapolis Transit- Annapolis, MD ‘ 16

| HDPT- Harrisonburg, VA | 104

| Peer Average ‘ 429
| WATA- Williamsburg, VA ‘ 9
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Revenue Vehicle Failures per 1,000 miles

The ratio of revenue vehicle failures per 1,000 miles balances the scale in order to compare the
peer systems. WATA has 0.01 revenue vehicle failures per 1,000 miles, which is 5 percent of the
peer average of 0.40. GLTC has by far the highest at 1.62 vehicle failures per 1,000 revenue
miles. This reveals that the young age of WATA’s fleet reduces the costs involved with vehicle
maintenance. Figure 4.16 shows the revenue vehicle failures per 1,000 miles for all of the peer
systems.

Figure 4.16: Revenue Vehicle Failures per 1,000 Miles
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Labor Hours per 1,000 Miles

The ratio of labor hours per 1,000 miles is another measure of maintenance performance. WATA
did not report labor hours in the NTD for this measure. However, the peer average is 7.65, with
GLTC skewing the average with a high number of 15.24. Table 4.4 shows the labor hour for
inspection and maintenance per 1,000 miles for the peer systems.

Table 4.4: Labor Hours for Inspection & Maintenance per 1,000 miles

GLTC- Lynchburg, VA 15.24

FRED- Fredericksburg, VA 2.47

CTS- Charlottesville, VA 7.63

Annapolis Transit- Annapolis, MD 7.25

HDPT- Harrisonburg, VA 5.68

Peer Average 7.65

WATA- Williamsburg, VA n/a
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5.0 Financial Analysis

This section highlights the revenue sources used by WATA and its peers to fund operating and
maintenance (O&M) and capital costs. It is important to note that the data utilized for the
following analysis provides an indication of the range of funding sources used by WATA and the
peer transit systems for only FY2007. While levels and sources of funding used for O&M tend to
be relatively consistent from year to year, annual capital funding levels and sources can vary
significantly. Additionally, the CWF purchased transportation service is unique to all of the peer
systems.

5.1 FUNDING SOURCES USED FOR O&M

Figure 5.1 shows the key revenue sources for WATA’s O&M funds. Almost half (46 percent) of
WATA’s O&M funding comes from local funds. Eighteen percent comes from state funds and 17
percent from fares. Federal funds make up nine percent of the O&M funding.

Figure 5.1: WATA O&M Funding by Major Source
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The total level of O&M funding for WATA and its peer systems are displayed in Figures 5.2 and
5.3. In 2007, WATA received a total of $4,055,727 in O&M funding, which is similar to the peer
average; however, 46 percent came from local funds, as shown in Figure 5.3, which is higher
than the average of 34 percent; and the second highest after Annapolis Transit. Additionally,
WATA received the lowest percentage of federal funds at nine percent, compared to the peer
average of 30 percent.

Other funding sources made up a significant percentage of WATA’s O&M funding at 17 percent.
This includes payment in lieu of fares from W&M and CWF operating funds.
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Figure 5.2: Operating & Maintenance Funding Sources
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Figure 5.3: Percentage of Operating & Maintenance Funding Sources
B Fares Blocal @OState M Federal @ Other
100%

90%

80% -

70% -

60%

50% -

40% -

30%

20%

10% -

0% T T T
GLTC- FRED- CTS- Annapolis HDPT- Peer Average WAT-
Lynchburg, VA Fredericksburg,Charlottesville, Transit- Harrisonburg, Williamsburg,
VA VA Annapolis, MD VA VA
Williamsburg Area Transit Authority September 2009

Transit Development Plan: FY 10-15 Appendix 3-A



Fixed Route Farebox Revenue for O&M

As revealed in Table 5.1, WATA received $398,991 of fare revenue in FY2007. This is 62 percent
of the peer average of $646,834. HDPT received the most fare revenue, which was 159 percent
of the peer average.

Table 5.1: Bus Fare Revenue

I

GLTC- Lynchburg, VA $822,186

FRED- Fredericksburg, VA $54,963

CTS- Charlottesville, VA $539,321

Annapolis Transit- Annapolis, MD $787,043
HDPT- Harrisonburg, VA $1,030,655

Peer Average $646,834

WATA- Williamsburg, VA $398,991

The extent to which fares cover O&M costs is referred to as the farebox recovery rate. WATA's
farebox recovery rate is 11 percent, which is lower than the peer average of 20 percent.
However, WATA not only receives fares from the farebox, it also receives payment in lieu of
fares from W&M for the Green/Gold Line. WATA reports this revenue under the “Other
Sources” category.

HDPT has the highest farebox recovery rate at 49 percent, with FRED displaying the lowest at
two percent, as shown in Figure 5.4. As of March 2009, FRED has a fare of $0.25, which is the
lowest among the peers as well as the lowest farebox recovery rate in FY2007. As a side note,
FRED is now contemplating doubling its basic fare to $0.50 per boarding. HDPT had the highest
farebox recovery rate of 49 percent, with a fare of $1.00. However, JMU provides funding for
campus service, and it is possible those funds may be reported under “Fares” instead of the
“Other Sources” category.
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Figure 5.4: Bus O&M Funding from Fares
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Demand Response Farebox Revenue for O&M

The farebox revenue for demand response is shown in Table 5.2. WATA collected $15,508 from
demand response fares in FY2007. This is 22 percent of the peer average. WATA's farebox
recovery rate for demand response was eight percent. This is lower than the peer average of 12
percent. GLTC had the highest farebox recovery rate at 19 percent, as shown in Figure 5.6.

Table 5.2: Demand Response Fare Revenue

Agenc Demand
gency Response

GLTC- Lynchburg, VA $47,862
FRED- Fredericksburg, VA n/a

CTS- Charlottesville, VA $120,131
Annapolis Transit- Annapolis, MD n/a

HDPT- Harrisonburg, VA $39,133

Peer Average $69,042

WATA- Williamsburg, VA $15,508

Williamsburg Area Transit Authority
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Figure 5.6: Demand Response O&M Funding From Fares
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Federal Sources for O&M

As shown in Figure 5.7,tenpercent of WATA’s O&M funds came from federal sources in FY2007.
This is lower than the peer average of 35 percent. FRED received the highest amount of federal
funds for O&M at 54 percent. It is assumed that only FTA funds were included in this federal
amount; the National Park Service also provides federal funding towards some of the CWF
routes.

State Sources for O&M

The percentage of state sources of funds used for O&M is displayed in Figure 5.8 for WATA and
the peer systems. State funds made up 19 percent of WATA’s O&M funds in FY2007, which is
equal to the peer average of 19 percent. CTS had the highest percentage at 24 percent.

Williamsburg Area Transit Authority September 2009
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Figure 5.7: O&M Funding From Federal Funds
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Figure 5.8: State funds for O&M
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Local Funds for O&M

As previously discussed, WATA received 46 percent of its O&M funds from local sources. These
funds covered 50 percent of WATA’s operating cost. This is 138 percent of the peer average of
34 percent, and the second highest to CTS among the peer systems displayed in Figure 5.9.

Figure 5.9: Local Funds for O&M
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5.2 FUNDING SOURCES USED FOR CAPITAL

While funding levels and sources used for O&M remain relatively consistent from year to year,
capital expenditure levels and sources can vary significantly from year to year, depending on the
particular projects underway and the grants available. Thus, the information on capital funding
levels and sources described below reflects a snapshot for FY2007, the most recent year for
which data is available from the NTD. In FY2007, WATA received 92 percent of its funding for
capital from federal sources and eight percent from local sources, as shown in Figure 5.10.
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Figure 5.10: WATA Funding Sources for Capital
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As shown in Figure 5.11, WATA received $3,278,621 of capital funds in FY2007. This is
significantly higher than the peer average of $1,782,384. Among those funds, 92 percent came
from federal sources, which is higher than the peer average of 82 percent. Based on a review of
WATA’s FY2006 NTD profile and WATA’s fleet inventory, it appears the FY2007 capital funding
was unusually high for WATA and was primarily used to purchase seven Orion CNG buses for use
in CWF service.

WATA also received the highest percentage of capital funds from federal sources among the
peer systems in FY2007. WATA’s local funding for capital was eight percent in 2007; this is close
to the peer average of nine percent. HDPT received the most local funding for capital at 22
percent. WATA did not receive any state funding for capital. The peer average was nine percent.
HDPT received 13 percent of their capital funding from state sources, as shown in Figure 5.12.

Figure 5.11: Capital Funding Sources
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Figure 5.12: Percentage of Capital Funding Sources
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6.0 Key Findings

This peer analysis provides performance measures compared across five peer systems for which
WATA can use to gauge where deficiencies may occur and improvements could be warranted.
While it is difficult to factor in the unique nature of Williamsburg’s tourism industry, location,
student population, and the tourism-based service provided under WATA by the CWF, five peer
systems have been identified and used that best replicate WATA service. These peer systems
include Greater Lynchburg Transit Company (GLTC), Fredericksburg Regional Transit (FRED),
Charlottesville Transit Service (CTS); Annapolis Transit, and Harrisonburg Department of Public
Transportation (HDPT). The previous sections provide detailed comparisons for key performance
measures of service productivity, as well as sources for 0&M and capital funding.

The challenge with comparing WATA service to the peers systems is the CWF routes that serve
the historic tourist areas. This has been reported to the NTD as purchased transportation since
FY2006, after WATA purchased vehicles for CWF using FTA funds. None of the peer systems
have both purchased transportation and directly operated service. Key findings from this
analysis are summarized below.

e Vehicle Utilization: WATA is the outlier for the fixed route number of vehicles available,
with 36 compared to the peer average of 28. WATA has 24 percent more fixed route
vehicles available than the peer average; however, the CWF vehicles are included in this
number. WATA is the lowest among the peers for revenue hours per peak vehicle and
only 83 percent of the peer average for revenue miles per peak vehicle. Again, the CWF
purchased transportation routes are included in these ratios.

e Service Supplied: WATA’s has higher than average revenue hours and miles per service
area population. This is likely due to the higher ridership on the CWF routes as well as
the tourist, temporary workers, and student population which is not factored into the
service area population. Yet, WATA’s revenue miles and hours per service area square
mile are lower than the peer average. With the second largest service area among the
peers, this may indicate portions of the service area are underserved, such as the
Jamestown Road corridor identified as a service expansion need in passenger surveys.

e Service Productivity: WATA has higher than average number of passenger trips per
service area population, which again reflects the CWF routes, as well as the transient
population of tourist, temporary workers, and students that are not factored into the
service area population. Additionally, WATA has a higher number of passenger trips per
revenue hour and revenue mile. This is indicative of the CWF routes that primarily serve
tourists in the historic area. The addition of later service, Sunday service, and proposed
frequency increases may alter these results in future NTD reports.

e Cost Efficiency: WATA’s operating cost per passenger trip is lower than the peer
average; however, the operating cost per revenue hour is higher. The operating cost per
revenue mile is close to the average. The lower cost per passenger trip likely reflects the
high ridership on CWF routes. WATA's recent addition of Sunday service and later hours
along with the ability to efficiently add this service will impact the results of the cost
efficiency measures in future NTD reports.
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e Revenue Vehicle Maintenance Performance: WATA has the youngest fleet among the
peers, and as such has the fewest number revenue vehicle failures per 1,000 miles.

e Farebox Revenues: Accounting strictly for fares, WATA has a lower than average farebox
recovery rate at 11 percent. The peer average is 20 percent. The farebox recovery ratio
would be higher if payment in lieu of fares from W&M were included in this category.

e Source of O&M Funds: In FY 2007, WATA was heavily reliant on local funds for O&M
(nearly 50 percent). WATA received less federal funds than the average for O&M and
equal to the average from state funding. O&M funding is identified as one of the biggest
challenges WATA faces moving forward.

e Source of Capital Funds: In FY 2007, WATA received 92 percent of its capital funding
from federal sources and eight percent from local sources. WATA did not receive any
state funding for capital. As grants expire and WATA service expands, capital funding
may become a challenge in the future.
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Appendix 3-B: 2008 Passenger Survey
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July and April 2008 WAT Passenger Survey

A survey of Williamsburg Area Transport (WAT) Riders was conducted in April and July of 2008
by KFH Group, as part of a technical planning study. Because the survey is recent, it falls within
the time period of this TDP and meets survey requirements. Future TDP’s may require a new
survey to be conducted. This appendix describes the results of the KFH survey effort. A copy of
the survey instrument follows this appendix. Also included is KFH’s draft detailed rider profile
for the April survey.

Surveys Completed
KFH conducted a passenger survey during April 24-26, 2008 in order to capture the opinions of

students from the College of William and Mary, as well as from July 24-26 to capture the tourist
and visiting workers population. These surveys were conducted on a Thursday through
Saturday. A total of 1,300 surveys were completed, which includes 724 surveys in April and 576
in July. KFH gave the survey a confidence level of 95%, plus or minus 5%. The following Figure 1
shows the response rate by route for the April and July surveys. Note that the Green/Gold route
only includes April survey responses and the Yellow Route only includes July responses.

Figure 1: Surveys Completed by Route
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Survey Demographics
As part of the survey, demographic questions via multiple choice answers were asked in order to

gauge who rides WAT service. These questions included 1) Are you Male/Female; 2) Do you
have a car; 3) How do you classify yourself: African American, Asian American, Caucasian,
Hispanic/Latino, Native American and Other; 4) Indicate your age group; 5) What is your current
employment status; and 6) you total annual household income from all sources.

The KFH survey results indicate that off peak riders include local residents and College of William
and Mary students; whereas, peak riders include local residents, visiting workers and tourists.
Riders were racially diverse, and 51 percent were female. During April, 46 percent of the riders
were between the age of 18 and 25, with age 26-55 being the majority in July at 40 percent.
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Seventy-eight percent of the riders have no car. Table 1 displays the responses to the

demographic questions.

Table 1: Demographics

Male Female Total

# % # %
Sex- April Survey 314 47% 359 53% 673
Sex- July Survey 280 52% 259 48% 539

Yes No Total

# % # %
Car Ownership- April 120 21% 445 79% 565
Car Ownership- July 107 22% 369 78% 476
Race April July

# % # %
African American 255 39% 266 50%
Caucasian 252 39% 142 27%
Other 68 10% 76 14%
Hispanic/Latino 41 6% 18 3%
Asian American 28 4% 18 3%
Native American 7 1% 7 1%

Total 651 527
April July
Age # % # %
Under 12 3 0% 1 0%
12-17 years 43 6% 68 13%
18-25 years 305 46% 181 35%
26-55 years 255 38% 211 40%
56-64 years 38 6% 45 9%
65 years or older 20 3% 17 3%
Total 664 523
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Responses to employment questions reveal that 44 percent of the riders are employed full time
and 15 percent are employed part-time, as shown in Table 2. As expected, July surveys reveal a
higher employment rate, reflecting the visiting workers population and the absence of College
of William and Mary students. Among the respondents, 63 percent reported household income
of $25,000 or less. Additionally, responses came from passengers who ride the system at least 3-
4 days per week, as shown in Table 3.

Table 2: Employment and Income

April July
Employment Status # % # %
Employed Full-Time 241 37% 278 52%
Student, full time 184 28% 69 13%
Employed Part-Time 97 15% 80 15%
Unemployed 51 8% 33 6%
Student, part time 36 5% 26 5%
Retired 29 4% 29 5%
Other 16 2% 12 2%
Homemaker 4 1% 5 1%
Total Respondents 658 532
April July
Income # % # %
$15,000 or less 250 47 % 168 38%
$15,000- $25,000 97 18% 100 23%
$25,001- $35,000 64 12% 72 16%
$35,001- $45,000 32 6% 35 8%
$45,001- $55,000 21 4% 20 5%
$55,001- $65,000 9 2% 18 4%
$65,000- $70,000 20 4% 5 1%
$75,001 or higher 43 8% 20 5%
Total Respondents 536 438
Williamsburg Area Transit Authority September 2009
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Table 3: Rider Frequency

April July
How often do you ride WAT? # % # %
5-6 Days Per Week 348 48% 275 47 %
3-4 Days Per Week 167 23% 122 21%
1-2 Days Per Week 132 18% 93 16%
Once a Month 30 4% 14 2%
Less than Once a Month 39 5% 61 10%
No Answer 8 1% 18 3%
724 583

Residency
The July survey included residency status with 37 percent of the respondents being residents of

James City County, 20 percent residents of City of Williamsburg, 15 percent temporary workers,
12 percent visitors to the region, nine percent City of Newport News residents and six percent
from York County, as shown in Table 4.

Table 4: Place of Residence - July 2008

Place of Residence # %

James City County 196 37%
City of Williamsburg 108 20%
York County 30 6%
Newport News 47 9%
Surry County 1 0%
A visitor to the region 62 12%
Temporarily living in the region for work purposes 78 15%
Other 9 2%

531

Origins and Destinations
The KFH survey asked respondents the location where they boarded the bus (origin) and the

destination. Figure 2 shows the percentage of origins and destinations for both April and July.
Forty percent of the passengers were traveling to or from James City County and 32 percent to
or from City of Williamsburg. The results of the surveys for April, July and the two months
combined are shown in Table 5.
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Figure 2 — Origins and Destinations
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Table 5: Origins & Destinations
Location Origins Destinations Combined O & D TOTALS
April July April July April July

# % # % # % # % # % # % # %
James City County 222 35% 200 41% 232 38% 212 47% 454 36% 412 44% 866 40%
City of Williamsburg 209 33% 177 36% 151 25% 158 35% 360 29% 335 36% 695  32%
College of William and Mar 126 20% 0 0% 118 19% 0 0% 244 20% 0 0% 244 11%
York County 56 9% 59 12% 93 15% 73 16% 149 12% 132 14% 281  13%
Newport News 27 4% 49 10% 15 2% 7 2% 42 3% 56 6% 98 4%
Hampton 0 0% 1 0% 2 0% 1 0% 2 0% 2 0% 4 0%

Valid Responses 640 486 611 451 1,251 937 2,188

Trip Purpose
Survey respondents were asked the purpose of their trip: work, shopping, school, social/

recreation, medical, government service agency and other. Figure 3 displays the percentage of
results from the April and July surveys. Table 6 shows the trip purpose by route. The Gray route
has the highest percentage of work related trips at 76 percent and 78 percent for April and July,
respectively.

Figure 3: Trip Purpose
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Table 6: Trip Purpose by Route

April:
% Use % Use % Use % Use % Use % Use % Use
Route for Work for for for for for for
Shopping  School Social/Rec Medical Gov't Other
Svc.Agey
Gray 76% 22% 14% 15% 12% 5% 7%
Blue 57% 35% 8% 13% 4% 1% 11%
Orange 57% 9% 3% 15% 18% 6% 3%
Purple 1 43% 20% 11% 11% 20% 4% 9%
Purple 2 45% 20% 10% 17% 3% 0% 8%
Red 32% 36% 16% 18% 4% 5% 7%
W & M Green/Gold 6% 14% 47% 30% 1% 0% 4%
Tan 53% 40% 3% 22% 7% 0% 6%
Totals 42% 26% 17% 19% 6% 2% 7%
July:
% Use % Use % Use % Use % Use % Use % Use
Route for Work for for for for for for
Shopping  School Social/Rec Medical Gov't Other
Svc.Agey
Gray 78% 16% 6% 6% 8% 2% 3%
Blue 55% 26% 10% 18% 4% 1% 13%
Orange 50% 27% 3% 19% 4% 3% 11%
Purple 1 38% 28% 5% 34% 0% 0% 11%
Purple 2 58% 22% 8% 10% 10% 0% 8%
Red 43% 20% 7% 14% 11% 7% 14%
Yellow 37% 17% 0% 56% 0% 0% 2%
Tan 42% 37% 2% 41% 10% 0% 5%
Surry 50% 0% 0% 0% 0% 0% 50%
Totals 54% 24% 5% 22% 6% 1% 8%
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Transfer Activity
The survey also analyzed transfer activity between routes for April and July. The highest transfer

activity in April occurred between the Blue/Gray, Blue/Purple 2, and Blue/Orange. Total Transfer
activity by route for April was as follows:

Total Transfer Activity Associated with:
Highest Activity Pairs:

Blue 208

Orange 118 Blue-Gray 43
Gray 83 Blue-Purple 2 43
Red 81 Blue-Orange 41
Tan 80 Blue-Purple 1 31
Purple 2 74 Orange-Red 28
Purple 1 59 Orange-Tan 24
W&M 7 Blue-Red 22

In July, Blue/Purple 1 and Blue/Gray had the most transfers, with transfer activity on other
routes listed below.

Total Transfer Activity Associated with: Highest Activity Pairs:

Blue 170 Blue-Purple 1 40
Orange 105 Blue-Gray 36
Gray 114 Gray-Orange 27
Red 45 Blue-Orange 27
Tan 76 Blue-Purple 2 25
Purple 2 48 Gray-Tan 19
Purple 1 78

Yellow 47

Tables 7 and 8 display the transfer activity by route for April and July.
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Table 7: Transfer Patterns in April

To/From > More
Route During Than Total
Which Survey Gray Blue Orange Purplel Purple 2 Red W&M Tan One
Completed:
Gray 14 7 0 1 5 0 3 5 35
Blue 29 22 13 22 7 1 6 6 106
Orange 8 19 2 2 9 0 5 1 46
Purple 1 1 18 5 2 4 0 2 1 33
Purple 2 3 21 0 6 2 0 3 5 40
Red 1 15 19 1 1 3 2 4 46
W&M 0 1 0 0 0 1 1 0 3
Tan 6 14 19 4 6 7 0 2 58
48 102 72 26 34 35 4 22 24 367
Table 8: Transfer Patterns in July
To/From > More
Route During Than Total
Which Survey Gray Blue Orange Purplel Purple?2 Red Yellow Tan One
Completed:
Gray 22 16 2 2 7 2 14 5 70
Blue 14 10 19 4 2 4 6 8 67
Orange 11 17 1 1 6 5 7 7 55
Purple 1 3 21 4 1 7 0 2 8 46
Purple 2 1 21 1 5 0 0 3 7 38
Red 5 7 3 1 0 2 0 3 21
Yellow 5 8 7 1 0 0 2 1 24
Tan 5 7 9 3 2 2 10 4 42
44 103 50 32 10 24 23 34 43 363
Information

Respondents were asked how they found out about the WATA bus service. Table 9 displays the
results. Many riders who answered other indicated that they found out through William and
Mary for the April Survey, as well as from hotels for the July survey.
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Table 9: Information

April July

How did you find out about bus service? # % # %

Already Knew 400 55% 296 51%
Asked someone who uses bus 146 20% 134 23%
Other 44 6% 38 7%
Brochure 43 6% 30 5%
WAT website 41 6% 22 4%
Asked bus driver 29 4% 23 4%
No Answer 13 2% 21 4%
Telephoned WAT 8 1% 12 2%

724 576

Customer Satisfaction
Respondents were asked to rate their satisfaction with WAT services in various areas. One

question listed predefined areas where respondents ranked the answer based on level of
satisfaction. Others were open ended questions, where respondents could write in what they
liked best and least about the service. The categories that ranked highest to the predefined

questions were as follows:

v April: Cost, cleanliness of the busses, driver courtesy, and safety and security;
v July: Driver courtesy, cleanliness of the busses, safety and security, and cost.

Figures 4 and 5 display the results of the April and July customer satisfaction survey question.

Figure 4: April Customer Satisfaction
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Figure 5: July Customer Satisfaction
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Among the passengers who filled in the open ended question—what they liked best about the
service, April respondents wrote the price, driver courtesy, availability of service and
convenience. July respondents wrote driver courtesy, the prices, availability of service and on-
time performance. Figure 6 shows the results of what riders liked best about the service.

Figure 6: What Do You Like Best
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Both April and July passenger responded that they would like to see improvements to Sunday
service, better on-time performance, more hours and days of service and more frequent service.
Figure 7 displays what riders liked least about the service.
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Figure 7: What Do You Like Least
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Finally, respondents were asked to list the top three geographical areas where they would like
to see service if WAT were to expand service. The five most requested geographic areas were
Jamestown Road Corridor, Newport News, Marquis Shopping Center, Richmond and Yorktown.
Table 10 displays the responses to this question. This is followed by specific suggestions
respondents wrote in on the surveys for April and July. A copy of the survey instrument follows.

Summary
The KFH survey summarized that WAT is generally used for daily trips and riders appreciate the

service that is available. The fare is considered affordable and drivers are courteous. The April
survey captured the student population, but did not gather a large sample of visitors. The July
survey captured 62 visitor surveys. The survey also concluded that riders need Sunday service
and evening service to accommodate hospitality jobs that have seven-day a week employment.
On-time performance, frequency of service and service to the Jamestown area were identified
as improvements needed to make the service better. It is important to note that WATA has
addressed many of the deficiencies listed in the survey, such as Sunday service, later service, on-
time performance and service to Marquis Shopping Center. Additionally, further improvements
are pending, such as better frequency of service and a proposed Jamestown Road route.
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Table 10: Geographic Areas in Need of Service

April July

Place # #
Jamestown Road-further down/Jamestown 66 33
Newport News 30 11
JC Penney's/Kohl's/Marquis Shopping Center 23 12
Richmond 18 10
Yorktown 16 17
Walmart 10 2
Busch Gardens 9 3
New Kent County 9 4
VA Beach 9 10
Airport/ Airport Road 8

Charles City 8 3
Hampton 8 10
Norfolk 8 7
Patrick Henry Mall 7 5
Toano 7 2
2nd Street 6 2
Gloucester 6

Croaker 5 4
York County 5 2
Hospital 4

James City County Complex/Kingsmill 4

Waller Mill 4

Boomerang to VA Beach 3

Denbigh Blvd 3 1
Kings Dominion 3 1
Lanexa 3

Target 3

West Point 3

Bottom of Chickahominy 2 1
Chambrel 2

Colonial Parkway 2

Conway Apts. 2

IDK 2

Ironbound Road 2

Ivy Hill 2 3
Jail 2

Lee Hall 2 2
Middlesex 2

Outlets 2 1
Rochambeau 2

Stonehouse 2 2
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Table 10: Geographic Areas in Need of Service continued
Ukrops 2
Upper County Park
Water Country
Williamsburg Landing
Alltell
Apts. Off Mount Vernon
Avalon women's shelter
Barhamsville, VA
Berkeley Town Road
Carver Gardens
Centerville Road
Chester
Christopher Newport University
College Landing
Cottersneck
Ford's Colony
Forest Glen Road
Forge Road
Governor's Square Apts.

Grafton

Holly Forks

Howard Drive

Jackson Street

James City County Community Center
La Playa

Lackey

Lafayette Square- bus stop closer
Landrum

Mat Town

Matoaka Elementary

New Town

Olde Town Shopping Center
Opyster Point

Patriot Colony

Pierce's Barbeque

Poquoson

Professional Drive

Queens Lake

Raleigh Square

S. Boundary Stret

Skimono

Smithfield

Surry County

WIC Office

Williamsburg Christian Academy
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Specific Suggestions (April):

All buses should stay at mall until the last bus comes in.

Bus stop needed opposite Monticello Marketplace

I have to take two buses to go to school but if Blue line comes to Human Services | can save an hour
every day.

Make WAT and HRT transfers interact.

More service to Monticello Shopping Center

More stops along Richmond Road- At Snow and Go

Need a stop between Lafayette High School and Human Services toward New Town
Need bi-directional service- one bus going one way, one the other at 30 minute headways.
Need direct route from Longhill Road to College of William and Mary

Need direct service from Human Service to WM (like purple before).

Orange Line used to go to Cracker Barrel restaurant- now | have to transfer

The bus does not go to New Town in the morning.

The Gray line does not have to go to Busch Gardens. It holds us up.

The Green and Gold should go to Governor's Square

The Green and Gold should go to New Town both ways.

The Green and Gold should go to Target.

The Green and Gold should go to the Bypass

The route is long from Hospitality House to Steeplechase.

The Surry line does not stop in town.

Would like a Campus Center bus stop and near the Reeves Center

Would like the Purple line to run through the transportation center again.

Specific Suggestions (July):

Two way travel along bus routes

Better design of transportation center- designated pick-up locations for specific routes
Commuter rail between Richmond-Williamsburg-Newport News

Monthly bus passes

$1.50 all day all year

Purple line to transportation center

Cupholders, flat screen TV and complimentary continental breakfast

Make stops at hotels for visitors

Bus stops closer to each other

TVs on buses showing the news

Need stops at Newtown Ave @ CU; Monticello@ Ironbound; Marketplace Shops; and Strawberry
Plains@ John Tyler

Patience to international students

More stops in New Town

Less circles, shorter routes

Bus stops in other malls

Service to and from New Town that is not a loop.

Shelter at Midlands

Bus stop on the way back from Lee Hall at the 7-11 next to the funeral home.
Ride on buses to see what drivers are doing

Sell advertising space on buses

Communication with HRT at transfer points.

No loops-ride time the same in both directions

Williamsburg Area Transit Authority September 2009
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WAT would like rider input! Please complete this rider survey and return it to the surveyor when you get off
the bus. If you have already filled out a survey this week, you do not need to fill this out again. Thank you.
1. What route are you currently riding?
Q (1) Gray Route Q 73) Purple 2 Route Q9 Surry County
U (2) Blue Route U (6) Yellow Route Q (10) Tan Route
Q (3) Orange Route Q (7) Red Route
Q (4) Purple 1 Route Q (8) W&M Green and Gold Route
2. What was the location where you boarded the bus? If you transferred, the place where you boarded the first
bus. Please indicate the street address, intersection, building, or landmark. For example, Hospitality
House.
3. What is your destination? Please indicate the street address, intersection, building, or landmark. For
example, Target, Big Lots.
4. Did you or will you have to transfer buses m order to complete this trip?
W (7)Yes A (2) No (If No, Skip to question #6)
5. What bus route will you transfer to or did you transfer from?
U (1) Gray Route U (5) Purple 2 Route 3 (9) Surry County
U (2) Blue Route 3 (6) Yellow Route O ¢/0) Tan Route
O (3) Orange Route Q (7) Red Route
W (4) Purple 1 Route O (8) W&M Green and Gold Route
6. How did you find out about bus service?
Q (1) Already knew Q (3) WAT Website Q (5) Asked bus driver
1 (2) Asked someone who U (4) Brochure 4 (6) Telephoned WAT
uses bus
7. What 1s the purpose of your bus trip toeday? You may check more than one.
U (1) Work U (4) Social/ Recreation Q (7) Other
O (2) Shopping d (3) Medical
U (3) School W (6) Government Service Agency
8. How often do you ride WAT?
U (1) 5-6 Days a week O (3) 1-2 Days aweek QO (5) Less than once a month
O (2) 3-4 Days a week Q (4) Once a month
9. Do you also use the bus system operated by Colonial Williamsburg (CW)?
W (1) Yes, I have used the CW bus on occasion (less than once a month)
U (2) Yes, I ride the CW bus periodically (between once a week and once a month)
O (3) Yes, I ride the CW bus frequently (more than once a week)
O (4) No
OVER, PLEASE &%=
1
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10. Please rate your satisfaction with WAT services in the following areas:

Very Satisfied Unsatisfied Very
Satisfied Unsatisfied

(D @

—_
(&)
fd
—
('3
fear

On-time performance
Convenience of bus routes
Convenience of bus stop locations
Days of service

Hours of service

Frequency of service

Cost of bus fare

Cleanliness of the buses
Driver courtesy
Availability of information
Safety and security
Telephone customer service
Usefulness of WAT website

oo
oo

ooooooo0dpooo
ododooopdooo
oo opdooo
oo odpoog

11. What do you like the BEST about our service:

12. What do you like the LEAST about our service:

13. If WAT were to expand to serve additional geographic areas, what would be your top three choices?:

Please tell us a little bit about yourself-

14. Areyou: W Male UFemale 15. Do you have a car? A Yes UWNo
16. How would vou classify yourself?
U (1) African American U (3) Caucasian O (5) Native American
O (2) Asian American U (4) Hispanic/Latino d (6) Other
17. Please indicate your age group.
U (7) Under 12 years old U (3) 18-25 years old Q (5) 56-64 years old
U (2) 12-17 years old U (4) 26-55 years old Q (6) 65 years old or older
18. Which of the following best describes your current employment status? You may check more than one.
d (1) Employed, full time 0 (4) Student, full time Q (7) Unemployed
U (2) Employed, part time U (5) Student, part time Q (8) Other
U (3) Retired U (6) Homemaker
19. Please check your approximate total annual household income from all sources. Please check only one.
U (1) $15,000 or less U (4) $35,001-%45,000 4 (7) $65,001-75,000
U (2) $15,001- $25,000 U (5) $45,001-$55,000 U (8)$75.001 or higher
Q (3) $25,001-$35.,000 U (6) $55,001-865,000

20. Please list your email address below if you wish to receive occasional news or announcements from WAT.
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Transit Development Plan Stackholders
Last First Organization
Casey-Rutland Randy New Town
Chaplin Cathy Great Wolf Lodge
Douglas Michael College of William & Mary
Fisher Mark Grove Area Williamsburg
Geyer Dorothy National Parks Service
Gibson Lisa Historic Triangle Senior Center
Hershberger Robert Chamber/Alliance
Ingram Jodie Bush Gardens
Jones Sarah Colonial Williamsburg Foundation Transit Supervisor
Lamountain Lee WATA- Driver
Luther Matthew Williamsburg-James City County Schools Transition
Mack Rhonda Surry County
Massey Bill Peninsula Agency on Aging
McCoy Brian York County
Meacham Sara Avalon Center for Women and Children
Morales Gloria Network for Latino People
Nester Reed City of Williamsburg Planning
Smith Stephanie Active Williamsburg Alliance
Travis Bill Thomas Nelson Community College
Watson Barbara James City County Community Services
Williams Sylvester WATA-Supervisor
Williamsburg Area Transit Authority September 2009
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AGEMNDAITEM NO. 0.2

MEMORAMD UM

JATE iy 1A, 2009

o The Boaro of Direczars

FGm Vark DR ckdres, Fxenitive Director

LJBISCT: Adoption ot Willlarrsburg &rea Trarsit Autharizy Title & 2an

Attaches iz a rosalution adepting she unnated Tidla W1 Bize (2he “Plan®) for Williamsborg Area
Trans® Authority. 45 condition of receiv rg federal revenues, the Federa Trans
Anminstration (FTAY Office of Svil Rignts requires an updata of the 2las, ir compliznce with 1ha
L5 Deazrimant of T-anspoctation [DOT, 49 CFK ParL 2 1.7, WATA s currert plan expras
September 30, 2003 and an Lpdats must oe sunmitted 1o the FIA B0 days atior 1o expiraticr, or
by July 30, 2003,

Tne ?lar ersares that no parson or groua af persons on the basis of race, color, a0 natianal
wrig 1 is subjactad ta discrimiration in (e leve! and qualioy of transportation servces ans
forofits. Since WATA' last submissior, there s 21 2mphasis oo taking steps to ensure aersons
with Limited English Proficiercy [_2F) 2re awszra of and arevided these sighss. These steps zra
ditailew in Appendiz 3 af the Plaa.

Tira Plar is based upar best practces and nas beer reviewes by FTA without cammant,

Start recommends adopl un af sha atached resolution.

o0 0. 0O

tdars 0. Rickarns

iC
Adzaton of litle VI 2 z2n 07 16.0%.mem

Atzazhmant
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RESQLUTIQN

ATCFTION OFWILLIAMSBL 32 AREA TRANS T AL HOR TY TITLE V' PLAMN

the Board af Directors of Wiliamsburg Area Transt Autharity WATA S
: rocigiant of Faderal reverass ard is required to meet Sederal
regulatery requirzments for Toe ¥ as estabiishes oy 49 CF R part

tha Faderal Mrarsit Adme piszration (FTA) recuestad that WATA provide a
Title VI Pan update 10 amsure na parsan OF g270dp of parsons on the
baasis of race, color, or national ocigin 15 suzjected to discrimination in
the level and quality af transportaticn services and benafits, and that
steps 3re taken T ansura that aarsans with Limitad English Proficiency

WIHTREAS

21.7;3nd
WHIREAS,

are providad thase rghts anc
WRERZIAS,

WATA has developed an updazed Title ¥ Plan baszd on best practices
nat maet FTA gudalings.

My, THEREFORE, BEIT SESQLVED by the Joarc of Directars a7 the Williamsburg Area

ATTEST:

.'l,

Iﬁ, Ii Ill_._ll.'\-;'-.k ll *:-!I:f“" L‘ ne % B

Tramsit Autharity that the vodated Wiliamsburg Arcza Transit Authory
Title Wi ®lan, that mests FTA guidelines, |5 heseby adooted

"y
1

A i

.'v"lalurs [ Ricka-ds

Secratary

Adapted oy the Baard =f Dirattors
Aathority this 1587 day of July, 2009

Al
Adagtion »f wATA Title W1 Plan_7. 16059 re

ha williamaku-g Arza Trarsit
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Williamsburg Area Transit Authority (WATA)
Title VI Plan

Relatad fo
Transportation Developrent Pian

Endorsed and Approved July 16, 2009 by the:
Williamsburg Area Transit Authority Board of Direciors

Submitted to:
Federal Transit Administration
Region I
17680 Market Street, Suite 500
Philadelphia, PA 19103-4124

July 24, 2009

iliamsburg Area Transil sulharity /09
TITLE W SUBKISSION 7O THE FTA
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RECIPIENT INFORMATION

RECIPIENT: Williamsburg &res Transit Authority
Urbanized Transit Agency [Urban’zed area over 1,000,000

SUBMITTAL DATE: July 24, £003
EXPIRATION YEAR: Z01z
CONTACT INFORMATION:

Mark O, Rickards

Executive Director

Willia msburg Area Transit Aushority
THES Pacahortas Toall

Willizmsbo g, vA 23185

rrissards @ onr os-rity. va . us

Phone; 737-220-5290

Faw;  7S9-220 6268

Jacli wa, Miller

Cnar

Willic nsburg Area Transit Authority
TI3% Pooahnntes Frall

Williz msbu g, Wa 23185
prillzr @ lliamsburgus.us

Phane: ?257-220-01006

Veilliams oy Ares Transil Autorily fafiale} 2
TITLE ¥ SUBMISSION TO THEFTA
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I PROVISION OF TITLE W1 ASSURANCES

Tha WATA heraby certities that, as a conditicr of receiving Federz| finanzia! assistance under
the Uroar Wass Transpo—aticn Act of 1264, as amanded, iz wil enzure that:

a. WATA shall subret on an arnual basis, tasir Tite V] Assaranss, 3z part of thair
annual Cersifization and Assarance submissian to tha FTA,

l, Me parsar, on the Rass of race, color, ar natioral 2rigia, will 2o subjected Lo
dizzriminztion in tha level and guality of transpartztion services and transit-
re.ated berefits.

E; WATE wili compile, maintain, and sukmit 'n a timely manner, Tidle V1 information
recairad by FTA Circular 270218 ard in corrpliance with the Department of
Trarcportatian’'s Titla V! Regulation, 49 CFR, Part 21.7.

cl. WaTa will make it krown to the public that those parsans or gerions allaging
dizorimination on the basiz of race, color, or nationa! origin as it r=lates 1o the
prowvision of transportation sasvicas and trarslt celated berefits may file &
compliart with the Federa Transit Admiristration andfor the U5, Deparlment of
Trarsportalion.

1. TITLE W1 COMPLIANCE HISTORY

a. There are no outstanding lawsuits or complaints raming the WATA which allege
discrimination an the basis of race, caler or natianal origin with respest to
senvrice ar ot her transit kanefits,

k. There a-e no pending applications for Federzl finarcial azsistance, and therz is
no Fadaral financial assistance curranthy being provided to the WATA other than
that being suppiied by tha Fedsral Transit ddminiztration [FTA), Currantly the
WATA is applying for Sectior 5303, 5304, 5307 ard 5311, funding through the
FTA.

= During the course of the last three (3] yvears, there have not been any civil righls
comglianee review aclivities conducted with raspect to the WATA ard, 1o the
best aof our knowlsdgs, there are not presantly any ongoing civil dehts
comgliance review aclivities beirg concuctea with respect to the WaTa,

d. Thera are curranty no pending construction projects waich would regativey
imipact ginerty commuiitizs beng performed oy tha WATA.

Wl amisbury Snes Transit Anthuridy 604 4
TITLE W1 sUSMIZSIGN TS THE FTA
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. INCORPORATION OF THE PROGRAM

williamsburg Area Transit Authonty (horeinafrar refarred (o as the "WaTA” or "Recipient”)
hereby agrees that, as a condilion 1o recsiving any Federal firancial sssistance from =ae
Dapartrert of Transportatior, it will camphy with Tithe Y1 of the Civ ! Righzs Act of 1024, 78 St=l.
257 47 USC, 2000d-d7 U.S.C 2000s-4 (hereiraft=r referred 1o as the "Act"], and all
requiremerts imposes by or pursiant o Title 49, Code of Fecleral Reguiations, Degartment of
Trenszoctation, Subtitle A, O7five of the Secretary, Fars 31, Nordizscnmination in Federally-
acestod Programe of the Department of Trareportation - FPectuation of Tite V| of the Civil
Righzs fct of 1984 (hereinafter referred 1o as the "Regwiations”), and other partinant directives,
Mo parean ir the United Statas shall, en tne grounds of race, colar ar national eigin, be
excludec foom participation in, be deriad the benefits of or ba otherwise subjacted to
discrirnination urder any program or sctivity Tor which the Rzcipant receives Feoeral financis|
aszistznice  frer the Department of Transpertatior, including  the Fedaral  Transi
Acrisistration, and HERESY GIVES ASSURANCE THAT it will promptly take any meastres
necessary ta effectuate this agreement. This assuranee is required by subsaction 21.7{3) of the
Fegulations.

More soecificzlly, and without limiting the above general assurance, the Reciplent hereby gives

g2 £=

the followirg spacific assurances with raspect to its Federal Transil Administration program:

a. That the Recipient agrss that coch “program” and each “facility”, 2 defined in
subsections 21.230e] and 21,23(2) of the Rzguletions will be [with ragard to @
“crozram’) conducted, or will be {with regard to 3 “facility”) operated, in
setmpliance with 2l raqu remants imposed by, or pursuant to, the Regulations.

b. That the Recipiert shall insert the fullowing notification in all solicitations for
bids for wark or material subject to the Reguations ang made in cannection with
all Fadersl Trarsit &deinistration arograms and, in adaptad form i all groposals
ar negctiated agresmerts:

The WATA, In accordonce with Title W of the Chvil  Rights Act of 1964, 78 5tat.
252, 42 US.C 20004 to 20000-4 ond Title 49, Code of Federol Regulations,
Department af Transportation, Subtitle A, Office of the Secretory, Port 21,
Mondiscrimination in Federaliy-Assisted Progroms of the Deportment of
Transportation  issued  purswamt  to  such  Acl,  hereby netifies  all
bidders/proposers thot it will offirmatively insure that in ony controct entered
into pursugnt to Ehis odwertiscrment, minority business enterarises will be
afforded full epportunity to submit bids In response ta the invitation and will
not be discrimingte d against on the grounds of race, color, ar natfanal origin in
consfderation for on oward,

Z. [hzt tha Resipient shall inzert the clauses contained kerein avary contract
subject to this Aot and the Rogulaticns,

Willimmsbu g Aca Transt ooty HE &
TTLE Wl SLUBMERICN T THEFTA
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d Thal the Recpent shal insers the clauses contzined hersin as a covanart
running wiza the land, in any ceed Fom the United States affecting 2 Lransfar of
real property, structurss, o ireprovernents thereor, or interest harein,

a. That whara the Recipient recaives Faederal financial assistance 12 construct a
facility, ar part of & facility, the assurance shall 2xtend to the entirz lfaviity and
facilities operated in carrection therswitn,

f. That whers tha Racipient receives Faderal financizl assistance in e formn, ar far
the acquisizon of real propary o- an interest in rzal praperty, the assurance
szl exterd to ddghts to space on, over ar Ender suct propery,

E. That the Racigient shall include the appropriate clauses contained harein as a
covenant running with the land, in any future deeds, leases, parmits, licenzas,
and similar agreemants antared into by the Recipent with othar partias: (2] for
the subsequent transfer of real propsrty acquired or imaroved under Federal
Transit Adiristraticn programs; and {b) for the construction or use of, or azcass
to, space on, over, or undar real property scquired, ar improved under Federal
Adrminisirar’on grograms.

h. That thiz assurance oligatas the Recinient for the perlod curing which Fedaral
finanrcial assistance is exlended to the prograrm, sxrent whare the Federal
financial aszistance i3 1o provide, oris in the form of perssnal propersy ar real
proparty of interest tharain or structures or imarovermants tnareon, in whicn
case the assursnce oaligates the Recpient or any Transferee for te longer of tha
following serivds: (2] the parios during which the groperty Is used fora purpose
far which tha Faderal firancial assistance is extanded, or for ancther puraocs
invalving the pravisien of similar servicas ar senefits; or (k] tha period during
which the Recipient retaine cwnership or posseszion of the prope iy

The Racipicnt shal provida for such metheds of administration for the progrems
as are found by the Secretary of Transportatizn ar the official to whom hefshe
dalegates spacific authoricy fo give reaschable guarantes that it other interest,
and athar participents of Feders! finoncial assistance ancler such program will
ot ply with all raquirernants imposed or pursuant to the Act, the Reguiations
ard <hiz assurance.

i The Recipiznt sgrees that the Unitec Statas has a right to seel judicia
snforcemert with regard to any matter assing uncer the Act, the Fegulatiors,
anc Lhis assurance.

Willia manureg Arca Transl A asoty SinY &
TITLE Wl BUEM S5O TO THE =7A
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k. The Recipient assures that the level ard quality of transit service ard relatad

benefits are provided in 2 manner consistert with Titls i of the Civil Rights Act
of 1564,

THESE A55LEANCES are given in cansidaraticn of, ang for the purao:e of, cbtaining any and zll

Federal grants, lozns, contracts, property, discounls or other Fedazral financial assistanca

extended after tha date herecf to the racizizat by the Jeparmment of Transportaticn undar the

Faderal Acministration and i= kirding or ¢, other recipiznts, subgrantess, contractors,

suUbcantractons, transfereas, successors in interast and othe- particicants in the Faderal Transit

Adrministration programs.

The persoris), whose signalure appears balow, are actharizad to sipr thesa assurances on
henalf of the grart agp icant or recipieat,

we 11001 HUUDRCA

Mark IJJ le:-ca’d; Exscutiva Dirsctor
Williamsbarg Area Transit Avtharity [WATA)

e 1~ 330 O\l ’Wﬁ

'|

o tlj.:'__.. .
ch||"u':| Millzr, Cha1r

'l.-'ulllL,dll‘n"bLlrg Area Trarzit .ﬁ.utf'-::r v PUATA

Wiiiamsburg Area Transit authority i3 T
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Iv. GENERAL GUIDELINES/REQIUIREMENTS

a. Annadal Cartification and Assurance

Az stared e Saction [LOWATA shall scbriil anoually, their Tite Y assurarce, as 2art ot
Lgir annaal Cartification ard Assurarce subimizsion 1o the FTA, Tha mnost recent
sunmisson for the WATA was approved by e Exsoetve Direciar o lanugry 2000 g0z
was executad ann subreibhnd b ke FLA Lanaary 2003,

h Compiaint Procoederss

ircarpliarce with 2% CFR Sacton A 1.49[b) WAt a has developed procedures Tor
mwestigating snd frackiog Tile Y1 coreplains Blad against them, Soch procedares shall
ceonace availab'e tothe aullic ugon request, WATA complaint precedures and

comalaint fern are contzired heqein as APPENDIX A,

z. Recard Title ¥ Activities

In compliznee with 49 CFR Section 21.%(b), WATA shall prepare and maintain a list of
any active investigations cord uctad by ertibies other than the FTA, lawsuits, or
complaints namirg WATA that ailege ciscrimination an the hasis of racs, color, ar ratian
origin. fuch fist shall include:

1i Date tne investigation, lawsuit, or comzlaint was filed;

2 Summary of the allegation(z):

3| Tha status oF the investigation, lawsuit, or complsint; and

a; Actions taken by tne WATA in respanse to the investigation, lawsuit ar
cormplaint.

d. Accass for LEP Persons

WATA shall taks steps to ansura meaningful access to the benefits, services,
informalior, and other important porticns of the'r programs and activizies for
individuzalz wha ara Uimited English Proficient (LEP L WATA will assist parsans
with limited English proficiency to partizipata in the transacrtation planning
process, WATA Staff will moke every effort to provide translators and dacurment
wranslztion, whars feasiale, upor renuest. WATA Limited English Freficiency
[LER) Flan is contained herer 2s APPENDIX B.

wilkarnsbum Ares Transit Autharty giag &
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E Public Motification

[ compliarce with 43 CFT Bectior 21,9041, WaATA shall pravide informztion ta the public
resgatiding their Tite W obligsbong and appiac mombears of the poalic of the protections
apanst dizcnimingt on affarced to them by the Tite VI WATA comalaint procedaros
and putlic rotfizatan intormation or weasita at wewrar williamshyretransport.com and
vebicie placards are contained herein 53 APPENDIX A

f. Addtional (nfarmation

WATA acknaw! edges that, 21 the ciscretion of the =14, informatinn other than that
which is required by FTA C 470214, may be recusslec in wriling of the WATA, Lo
irmesl pals cornpoainls of discrim aation ar to resclve concerns about possizle
noncarmp iance with Title Y

E. Timely Submission

WATA acknowledges that their Title VI submissions and/or updates tharate, shall be
supplied ta thelr FTA Beglanal Cfflee cnce every thrae |3) years. Tha submisslon shall
Include, but Is not limited to:

H A summary of publle outreach and involvernant activities undertaken
since the last submission and a description of steps taken o ensure that
minority and low-income people had meanirgful access to these
sctivities;

2 WATS process for persens with limited English praficizney (LEF);

3 Title VI Complaint and Tracking procedures;

4] A list of any Title Wl investigations, comalaints or lawsuits filed since the
|zt submissizn; and

5] A copy of WATA public notice regarding Title Wl compliance ard publiz
access and Instructions to WATA Title VWi complaint orocedures.

Portiors of the Flan which have not changed since the last submission will not be
resuomtted, howevar, WATA shall includa 3 statament to this effect in liau of copies of

the zriginal decuments In order to eliminate redurdancy in resubmissions.

hi. Envirermertal Analvsis of Construstion Frojects

WATA shall integrate an environmaental justice analysis into theiz Maticnal
Enwirgnmental Folicy Act (NEFA] documentation of construction projects of waich

WlEamEnueg Area Trangt Authanty a4 ]
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require MEFA. if a Categarical Exclusior (CF] is performed, WATA shall comnlete the
ETa% stancard OF checs-list which includzs @ sectior o1 community disrepiion and
erviranmartal justice, While preparing an Srvirenmental Assessmant [EA] or
Ermvircrmertal [moact Steterent (E15], WATA shall integrate int= thair documents, the
fallowing:

1! & desoription of the low-ineoma and minorily pooulation witha the sLudy
area affactad by the project, and a discussion of the method used o
identify Lhis population;

& discuszicn of 2| adverse efferts that would affect the identified

mincrity ard law-noemsa popalation;

[

k]| A oiscussior of all positive effects that would a¥fect the identilizd
minarity and law-income populaticn;

4% A deserigtion of sl mitigatizn and environmentz! erhancemant acticns
incarporated inta the praject to address the adverse sffects, including,
but not lirnited t2, amy special fzatures of the ~2location program that 2o
bayvand tha reguirernants of the Uniform Relocstion Act and address
adverse community effects such 25 separation or cohesion issues, and Lhe
replzcement of the commurity resourses destroyed by the project, if
appiicakls;

3 & diszussion of the remaining effocts, if any, and why Turther mitigation is
not proposed; and

B For projects that traverse gradominantby minor ty and low-intome anc
predomina ntly Aon-rinarity ard non-low-inseme areas, a comparison
will Be corplated of mitigaticn and ervircnmeantal ennancement actions
hetwean the two staled areas, 19there is no basis for such s comparison,
WATA shall describe why this 15 so

I. Public Participation

The WaTA skall sesk out and considar viewpaints of minority, [ew-incerne, and LEF
aopllatiars in tha course of conducting public cutreach and ‘rvclvernent activitas in
regards to proposed transpartation decisions. VWATA shall maka every eifert to nchude
the following aractices:

1] Coordination with indnodua s, insttutions, or arganizaticns anc
implamenting commuaity-basad publiv involvement strategias to reach
Al te membears in the affected mirority andfor low-ircome
communities;

illiamEanurg Area Transt sulheety G i
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2] Pravision of cpporunities for public participazon through means othe-
than written commun cakion, such as persanal intervisws or use of audio
o video recording devices to captura oral comments;

3 Utilicatior of incat’ons, facilites and meeting times that are convenient
ard acoassible to low-imcamea and minorty communtiss;

4 Util zaticn of diffe-ent mastng sizes or farmats, or vary ng the typs and
number of rews madiz used to announce public participation
cpparsynities; and

5i Implementation of DOTs polisy guidancs regardirg WATE raspansibilities

to LEF persore.

The perscnis) whose signature appears belaw, ara autherized to sign on bekalf of the grant
apalicant ar racipianl,

vy )
ie0f MORO G

Mark U. Rickards, Frecutive Director
Wiliamskurg Area Transit Autharity [WATA]

=3 | - Sy ( -\"x I ! | _.'F. "I] /]
TRUN S

1w illia mshurg Area Transit Autharity
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APPENDHX A

T Wi PUBLIC NQTICE OF RIGHT PLAINT PRD
Williamshurg Area Transit Authority (WATA]

Publi ice of Rights
The fallewing statement shall be posted on site at the WATA office. on the 'WATA website
iveww williamsburatransport.com|; permanently displayed on gublic trarsil vehicles; and other
appropriate materials made availavle to the public: (Documents will be tronsloled into
lanauuges other thon Engiish, upan request.)

Man-Discriminotion - Your Rights Under Title VW of ife Sl Rights Act af 1964

"o person in the Linited Stotes shall, an the ground of race, color, or narticnal origin, &
axciuded from participation i, be denjed the berefils of, or be subjected to discrimination
under any progrom ar activity receiving Federal financial eesistorce.

Tide rrnation, Limi izh Proficien inf tion and Complaint
rinted materials, we nd other medi request

Williamsburg Area Transit Authority {WATA) grants all chtizens equal access to all its
transportation services, |t is further the intent of the WATA that all citizens are aware of thair
rights to such access. This is designed to serve as an educational tool for citizens so that they
may understand ona of the civil rights laws that protect their henefit of the WATA programs
and servicas, specifically, as it ralates to Title VI of the Civil Rights Act of 1964,

What is Title VIT

Title ¥l of the Civil Rights Act of 1964 is the Federsl law that protects individuals from
diserimination on the basis of their race, color, or national origin in programs that receive
Federzl financial assistance,

“Mp perzon or group of persons shall be discriminatad against with regard to the routing,
scheduling, or quality of transportation servics furnizhed by WATA an the basis of race, calor,
ar mational origin. Fraguency of service, age and quality of vehicles assigned to routes, quality
of stations sarving different reutes, and location of routes may not ba determined on the basis
of race, color or national origin.’

What is LEF?

As part of Title VI requirements, WATA has developed a Limited English Proficiency [LEP] Plan ta
help idertify reasonable staps to provide language assistance for LEP persons seeking
meaningful access to WATA services as raquired by Executive Order 13166 “lmproving Access
to Sanicas for Parsars With Limited Enelish Proficiency,” reprinted at 65 FR 50121 (August 16,
2D00). A Lirited Englich Proficiency person is one who does not speak English as their primary
language and who has a limited ability ta read, speak, write, er understand English.

Wilfiam sburg Area Trangit Authorty 809
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How car | file a discrimination complaint?

Ary person whe pelisves that they have, ingividually, or a5 a membsr of any specific clzss of
aersons, been subjertad to discrimination on the basis of race, color, or national arigin may file
= complaint with WATA, Richard Drumwrignt, Directar of Planning anil Development at [757)
2205547,

These procedures do nat deny the right of the commpainant to filz formal comataints with othar
Siate or Federal agencles or to sesk private counsal for complaints alleging discriminaton,
Every affor will be made to obtain early resolution of comalzints at the lewest level possibla,
The gption of infarmal mediation raeting(s) between the affected parties ard the WATA may
be utilized for resclusion, Any individual, group of individuals or antity that believes they hava
baan subjectad to discrimination prahibited under Title Wl ard ralated statutas may file a
complaint.

The “ellowitg measures wil be taken wresobve Title Y| complaings:

1) & forral complaint must be Fled within 130 days of the alleged ocourrence.
Complaints shall be in writing ard signed by the irdividual or hisfher
representative, and will incluce the complainant’s name, adlrass and telephone
aumnber; name of 2lleged discriminating official, basis of complaint [race, coior,
national wrizn, sex, disasility, agel, and the date of alleged actis). A statement
detailing the facts and cicumstances of the alleged discrimination must
accompany ail complaints.

Tha WATA strongly ancourages the use of tha artachec WATA Title VI Complalnt Form
whan filing official complaints.

The preferred method is o file your complairt in wriling using the WATA Title VI
Complaint Ferm, and sending i1 to:

Title Wi Conrdirator
Weillimmsourg Area ransit Authority
7239 Pocakantas Trail
willamshurg, Wirginiz 231583

2 In the case where = complainant is unable or incapable of providing a written
skatapaant, a varbal cermglaint of discrimination mey be made to the WATA Title
Wi Conrdinator, Undar these circamatancas, the comolairant will be intervicwsd,
and the WATA Title ¥l Coordinatar will assist the Complzinant in converting the
ve g allegations towriting,

3 When a compaint is receives, tie Tile vl Coordinatar will provide writtar
ackrowladgrmart lo the Cemplzimsnt, within tan (12) days by registzred mal.
a] If 3 camalaint is deemed incomplete, addiional infarmatiar wil be requestsd,
and the Comoiainant will be provided 60 business days to submit the required
Wil arnshiumn Arsd Tiansil Adthoiy BDOZ 2
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information. Fallure to do 50 may be considered good cause for a detarmination
of no invastigative merit.

3) Within 15 husiness days fror receipt of a cerpete camplaint, the WATA will
detarmine its jurisdiction in purscing the matter and whether the complain: has
sufflclent merit to warrant Investigation. Within five [3] days of this decision, the
Transporiation Director ar hisfhar authorized  designee  will natify  the
Comalainant and Respondent, by regietersed mail, informing them of the
dizposition.

a.  If the decision is not to investigate the complaint, the notification shall
specifically statz the reasan far the decision.

b. If the complaint (£ 10 be irvestigated, the notification shall stete the
grounds of the WATA's jurizdiction, while informing the parties that their
full cooparation will be required in gathering sdditioral informatian and
assisting the investigator,

8] When the WATA does not have sufficient jurisdiction, the Executive Director or
his/her autharized designes will refer the complaint bo the appropriate State
or Federal agency halding such jurisdiction.

7 If the complaint has investigative merit, the Exscutive Dirsctor or hisfher
authorized designae will instruct the Tie Wi Coordinator to fuly investigate the
complaint. A complets investigation will bz conducted, and an investigalive
ranort will be submitted to the Executive Director within 60 days from receipt of
tha comglaint. The report will include a narrative description of the incidsnt,
summaries of 2/l persons |rterviewsd, 3nd = finding with recommendations and
conciliatory measuras where apprapriate. If the investigatian is delayed for any
reason, the Title ¥| Coordinatar wil natify the aporopriate authaorities, anc an
extension will bz requasted.

g Tha Exacutive Director or hisfher authorized designes will lssus lattars of finding
to the Commlainan: and Respondsns within 90 days from receipt of the
complaint.

a) If the Complainant is dissatisfisd with the WATA's resolution of the compilaint,

hefske has the right 1o file a complaint with the:

Federal Transit Administration
Feglon I
sin: Civii Rights Officar

FIa Complaint procodures can also fe found oo the TTA web sit2 at: wiwwaita dat.gov. Thase
procedires @re also outined  in FTA Crculer ave2as, Chapter 1%

Williainsburg Ares Transil Authonly 605 3
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APPENDIX B

Limited English Proficiency [LEP) Plan
Williamsburg Area Transit Autho rity (WATA)
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I INTRODUCTION

The purpuse of this Hmited English proficersy poley guidanoe s wcarify the resporsibiities of
rocipicnts ot teceral fnancizl assistance from the LS. Depattmznt of Trensportation (D0OT] an:
2esist T2 in falfiling ther respansibitios oo limiten Frplish proficient [LEPT parsons, corsudnt
to THe W of the Civil Bigats Act of 1964 and implemerting regulations. [T was prepared o
secorcance swith Title Wi of the Ciwvil Rights Act of 1964, 42 US.C. 2000d, et seq., arcl i=
nplomentiag regulations srovice thal no pesson shall ze subjected to discominatinn on the
Basis af race, tolo- or natizral arigie apder ary progeam oor activicy thal eceives Taderz]
hrercial assistenoa, and;

I EXECLITIVE ORDER 13164

Froculive Ohrder 13166 “Improvirg Access ko Service: for Fersors Witn Limited  crglish
Proticieroy,” rearinted &t 4% FR B0121 [August 15, 20000, drocts cach Federal ageroy that is
subjact to the requirements of Tithe W o publish guida noe for its respective recipients clarifying
that obligation. Skecutive Qrder 13168 further cirecks that all such guidance docuaments e
consistent with the comalance standards and framework detallad in the Department of
lustice's {00 s) Policy Guidarce entitled "Erforcement of Title W' of the Civil Rights Act of 1384-
-Maticnal Drigin Discrimination Against ®ersons With Limited Cnglish Proficiency.” (See 65 FR
50123, August 16, 2000 COJ's Genera’ LEF Guidarce). Diffzrent treatment based upon a
persan’s insbility to speak, read, wrize, or understand English may be a type of national origin
discriminaticn.

Txecultive Order 13165 applies to all faderal agencies and all sregmms and operations of
entites that receive funding from the faderal government, including slate agancias, loeal
apancies such 35 the Willamsburg Area Transit Authority (WATA), ane governmernts, privats
and nor-proft 2rtties, and subrecipiants,

i, PLAM SUNMMARY

WATA has developed this Limited English Proficiency Flan (LE?) to help identify rezsonakls
sleps to provide larguags assistance for LEP paricns sesking meaningful access to WATA
seryices as raquired oy Executive Oroer 13166, & Limited English Proficiency parzon is one who
does not speak English 25 their grimary language and who has a limited akility to read, speak,
write, or understand Englizh.

This plan details aracedures an how o identify 2 parsen wha may need languzge aszsistanca,
tha waye in which zzsistance may ba providad, treining staff, now to notify LEP persens that
asslstance is available, and information for futurs plan updates.

In developing the plan while determining the WATA s extert of cbligation to provids LEP
sarylcas, the WATA undertook a L3 Departrrant of Transporation four factor LEF analysis
witich cansidars the fallowing: 1) The number or proportiar of LEP parzare 2ligizla in the WaATA
sarvice arza wno mavbe served or likaly to ancourtar an WATA pragram, astivity, ar service; 2)
Williamsbug Arca Transt Sualfoty B0d 2
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the freguancy with which LER ind widuals sems in contact with ar WATA services; 3] the raturs
ard importance of the program, aclivity or service provided by the WATA o the LER
population: anc 4] the resources available to the WATA and overall costs to provida LEF
aczistznoa. A briel descriation of thass considerations is provided in the fzllowing sootion.

I FOUR FACTOR ANALYSES

1. The number ar propartion of LEP persons eligible in the WATA service area who
maybe served or likely ko encounter o WATA program, activity, or service. WATA
compared the US Census American FactFinder 2005-2007 sommurity profilas repor:
and demaographic surveys® condusted by KPH, Inc. for WATA, Aaril 2nd July, 2008
and was akle to determineg thal approximately 9%, ar 5,130 paople spoke a larguage
ather than English within the WATA service area.® [Sz2z SECTION A WATA languages

for Service Areal.

2. The frequency with which LEP individuals come in contact with a \WATA prograrm,
activity, or service
WATA gzsassas the frequency at wnich staff and drivers have or could possioly hava
cortact with LEF nersona. Thiz includes conducting en-hoard surveys, community
aytrzazk with groups rapresanting Mon-Frglish populations, provision ot bus
famdliarby trai2ring and colar coded subtitles of Routes in Spanish, WATA has never
had @ reguest for interpretars and Zero requests for translated WATA documaents.
The stefF and drivers have minfmum cortact with LEP  individuals where
interpretation is neeced,

3. The nature and importance of the program, activity, or service provided by the
WATA to LEP community
There is no large geagraphc concentration of any ona tyae of LLP individuals in the
WATA sevice area, However, WATA has a Title ¥l Service Area Map that denctes
dizpanic and modsrate inceme housing areas (Appendiz C). The majorty (91%) of
tha service area papulation speaks only English.

Tnerafora, the focus of socia), service, orofessicral 3nd leacership organizations
withir the WATA saryica area has bear on a Pmitad bas’s with population spread out
within the cormmunity

¥y o suresy s condazed stk G5 cnnfics e e Seie e a0 sa Basls 15 5 milz ot W routes

4. The rescurces available to the WATA and overall costs
Tha WATA assessad its available resedress that could be uzed for providing LEP
aszistance, This included identifwing translation comparies and cost, including
Spanish subtitles in brochuras working with stakehzldar grovps representing these
populations and what leve ! of staff trainirg is nesded.

[&]
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After aralyzing the four factors, the WATA developed the plan cutlined in the
following section for assisting persons of mited English proficiency.

W LIMITED ENGLISH PROFICIENCY PLAN OUTLINE

a] How toldentify an LEP Person who Needs Language Assistance - Below are tools to
aalp identify parsans who may nead language assistance;

e Exarnine records requests for language assistance fror past meetings and evernts
to anticipate the possible need for assistance at upcaming meestings;

# Whan WETA sponsored workshops or confersnces are held, sat up & sign-n
cheet tabiz, have a staff mamber greet and briefly speak to 2ach atliendee. To
irformally gaga the attendse’s ability to speak and undarstand English, ask a
guastion that requires a full sentance reply;

#« Have the Census Bureau's ¥ Spaak Cards” at the workshon or conference sign-in
shest table [contained harain as SECTION B). While staff may not be zble to
provide translation assistance at this meeting, the cards are an axcallant tool to
identify language needs for future meetings. Also, have the cards availables at the
WATA Office Customer 2ervice Area; and

¢ Survey drivers and other first ling staff of any direct or indirect 2ortact with LEP

indmiduals.
b) language Assistance Measures - WATA has ar wil implzment the following LEF

procedures. The creation of thess steps are based on the very low percentage of
persons speaking other langusges or not speaking Englizh at least “wall™ and the
lack of resources available in the WAaTA service area:

+ Cansus Bureau's | Speak Cards” are to be locsted at their Customer Service
tocatlons at all times,

s When the WATA's website is redesigned, AltaVista Bakbel Fish translation will be
an sdded featura.

» WWhan an interprater is neadad, in person of on the telephone, staff wall first
attemipt to determine whal langrage (= required ard then was WATA Language
Sesadrce Direclosy o 25575t with infarmatian, (f th s rezource is not adequats, 3
stoft person will contact woww lsiguag eline com ror assistance.

o) WATA Staff Training - All WATA staff will be provided with the LEP Plan and will ke
=ducated on precedures to follow, This Infarmation will alsa be part of tha WATA
staff orientation procass for naw hires, Training topics are listed balow:

ill:arr shurg Area Transil Auiherty 8405 4
TITLE % SUSMISSION TO THE FTA

Williamsburg Area Transit Authority September 2009
Transit Development Plan: FY 10-15 Appendix 3-D



o Upderstandirg the Tile WV palioy ard LEF resporsikiiiise,

v What language azsistarce se-vices the WaTA offers;

s Usaaf LEP | So9=ak Cards";

#  How to use the lenguege Resource Direstory oo interpratation snd translation
sarvices,;

«  Dosumentation of language assistance raguesls;

&« How to handle a Title W1 and, or LEF comrplaint

d} Dutreach Technigues - As of this first draft of the WATA LEF Plar dated July 24,
009, WA TS does not kave 2 formal practice of outreact technigues dus to the lack
of LEF population, Howswvers, the following are a f2w options that the WATA will
incorporate whzn andfo- if the reed arises for LEP cutreach:

v If staf® krows that thay will be presarting a topie that could ce of potentis!
mparance to an LEP person or if staff will bz hosting @ meeting or a workshap
‘m a geographic location witn a known concentration of LEP persons, meeting
neticas, fliers, advertizements, and agendas will ba printed in an z1ernative
language, bazad or kacwn LEP poaulation in the araa.

»  \When running 3 genetal putilc mesting natice, szaff will Insert the clausa, based
on the LEF population and when relevant, that translztes irto "A (inserl
altarrative Language! trznslater will b available”. For example: “Un traductos
el idicime espafiol estarg dispenible” Tris means "A Sparish transiator will be
availoble”.

+ Key print materials, includirg but limited te schedules and maps, will b
sranslatec and made availabie al the WATA Transit Cestar, on Board vehicles
ant in carmmunilies when a spacific and concentrated LEF population is
dentiflaed or a reguest iz made.

e} Mgnitoring and Updating the LEP Plan - This plar is designed o be flexible and =
one that can be easily updatad. Al a minimum, the WaATA will follow the Title ¥
Prograrn updatae schedule for the LER Plan. However, major updates most likely will
Mot oczur dekil the pest Census in 2010 unless the WATA finds it necassary and
cruzial for an update befora such Tme,

Fack uadztz snoud esarming all plan componenls sucn as:

s How many LEP persons we s encounterad?

s Were thalr needs meat?

& YWnztis the rurrert LE? populazion in WATA service area?

#  Hasthere been a charzs in the tyoes of [anguage: whare translation services are
readed?

Williaarshurg Ares Transit Aulhoty B0% 5
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# |z thara still & reed for cantinued language assistance tar pravioushy idantified
WATA programs® Ara there other programs that should be incloded?

& Have the WATA's avzilable rescurces, such as technology, staff, and financizl
costs changed?

¢ Has tha WaATA fulfilien the grals of the LLP Plan? and

»  Were ary comzlants received?

fi Dissemination of the WATA Limited Epglish Praficiency Plan - The WATA includzs
the LEP Plan with its Titie [V Pelizy and Complaint Procedures, The WATA s Motice of
Jights under Title V! to the public is postad in the WATA office, on the wabsite at
wory wiliiamsburgtranznorcom, an all WATA vebicles, and in selected prntad
material and alzo refers to the _E® Plan’'s availakilty.

Ay pursor, including social sarvice, nar-profit, anc aw arforcement agencies and
sther communizy aartrers wilh internet accass will ba abla to aceass tha plan,

Copias o the LEP Flar will ke provided, on request, to any personis) requesting the
docrmant wiz phona, I parsam, by omail or ozmail LEF person: may ootain
copizsftransletions of the plar upon reguast.

Amy guastions or comments ragarding this plen shauld oe dirsctec to the WATA Title
Vi Coordinatar,

WATA Title Wl Coorgirator
Williamsburg Arsa Transit Authoriby
7239 Pocehonsas Trail

Willia msburg, Virginda 23185

Phome: 757-220-5547

Fax: 757-220-5547
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Section &

WATA Languagas for Service Area

WATA Languages Spoken at Home

Based on 2000 Census FactFinder and 2008 Survey
LANGUAGE SPOKEN

Percent of
Total population
Sorvic? area population: ) 37,000 | 10000,
Gpeak orly English | 51870 1%
languege ather than English ~ 5,130 ° 5%
Spaak Spé_-r!ié'rl 3,420 a%s
- R : TERe—|
Speak a5 an and Pacific lsland Languagss 1,716 I

Firial wiliamshurg Area Transit Authority Non “or Limited" Sparish/Other

Spooking Persuns: There is 2 vary small population of polerUal WATA ridars ar
currant ridars wha speak Spanish/Other Languages, and those that oo, e
majority speak Englisk "very well" and "well"

Enail: richardd @james-city.va.us
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APPENDI® C
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DRAFT REPORT

FY2008 TRIENNIAL REVIEW

of the

Williamsburg Area Transport
WAT
Williamsburg, Virginia

Desk Review: January 8-9, 2008
Site Visit: September 17-18, 2008

October 2008

Prepared for the
Federal Transit Administration
Region 111
Philadelphia, Pennsylvania

by

Interactive Elements Incorporated
60 East 42" Street
New York, NY
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I TRIENNIAL REVIEW BACKGROUND

The United States Code, chapter 53 of title 49. requires the Federal Transit
Administration (FTA) of the United States Department of Transportation (USDOT) to perform
reviews and evaluations of Urbanized Area Formula Grant activities at least every three vears.
‘This requirement is contained in 49 U.S.C. 5307(1).

(2) Al least once every 3 years, the Secretary shall review and evaluate
completely the performance of a recipient in carrying out the recipient’s
program, specifically referring to compliance with statutory and
administrative requirements and the extent to which actual program
activities are consistent with the activities proposed under subsection (d)
of this section and the planning process required under sections 5303-3306
of this title.

(3)  The Secretary may take appropriate action consistent with the review,
audit and evaluation under this subsection, including making an
appropriate adjustment in the amount of a grant or withdrawing the grant.

The Triennial Review includes a review of the grantee’s compliance in 23 different areas.
‘The basic requirements for each of these areas are summarized below.

This report presents the findings from the Triennial Review of Williamsburg Area Transit
Authority (WAT) of Williamsburg, VA, This review was performed in accordance with FTA
procedures (published in FTA Order 9010.1B, April 5, 1993) and included preliminary reviews
of documents on file at the Region III Office in Philadelphia and on-site discussions and review
of the procedures, practices, and records of WA'T as deemed necessary. The review concentrated
primarily on procedures and practices emploved during the past three years; however, coverage
was extended to earlier periods as needed to assess the policies in place and the management of
grants. During the visit, administrative and statutory requirements were discussed, documents
were reviewed. and facilities were toured. Specific documents examined during the Triennial
Review are available in FTA’s and WAT’s files.

IL. REVIEW PROCESS
The desk review was conducted in the Region III Office on January 8-9, 2008.
Following the desk review, an agenda package was sent to WAT advising it of the site visit and

indicating additional information that would be needed and issues that would be discussed.

The site visit to WAT occurred on September 17-18, 2008.  The individuals participating
in the review are listed in Section VII of this report.

Al the entrance conference, the purpose of the Triennial Review and the review process
were discussed. During the site visit, urbanized area formula grant program administrative and
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statutory requirements were discussed and documents were reviewed. The WA'T transit facilities
were toured to provide an overview of activities related to FTA-funded projects. A sample of
FTA-funded vehicles was inspected during the site visit.

On completion of the review, an exit conference was held with the WAT staff to discuss

findings, corrective actions and schedules. This information is summarized in the table in
Section V of this report. A draft copy of this report was provided to WAT at the exit conference.

III. DESCRIPTION OF THE GRANTEE

The General Assembly of the Commonwealth of Virginia granted permission in March of
2006, for the Willlamsburg Area Transport (WAT) to form a Regional Transit Authority with the
Counties of James City and York, the City of Williamsburg and local jurisdiction members and
Colonmial Williamsburg Foundation, as a non-jurisdictional member. On August 28, 2008, at the
Williamsburg Area Transit Authority (WATA) first Organizational meeting, the Counties of
James City County and York and the City of Williamsburg approved a Cooperative Agreement
for these jurisdictions to form a Regional Transit Authority and selected a Chairperson and Vice-
Chair. Subsequently, through legislative authority, the Colonial Williamsburg Foundation, as a
non-voting jurisdictional member, was extended an invitation to join the Authority and they
accepted. A Service Agreement allowing Colonial Williamsburg Foundation voting privileges
and Authority membership 1s expected to be approved at the September 30, 2008, meeting.

The Williamsburg Area Transit Authority will act through its Board unless otherwise
delegated by the Board. The WATA capital consists of the Member Jurisdictions” initial and
quarterly contributions, and federal and state grants and other revenue or assets obtained by the
WAT. For Colonial Williamsburg, the WAT may contract with Colonial Williamsburg for the
operation and provision of Transportation around and throughout the historic Williamsburg area,
as well as Transportation to and from historic Jamestown, Jamestown Settlement, and historic
Yorktown.

The services will continue to be provided under the name of Williamsburg Area
Transport (WAT). The WAT serves the counties of James City and York, the City of
Williamsburg and College of William and Mary with connections to Newport News, and the
historic sites of Colonial Williamsburg, Jamestown and Yorktown through a Transportation
network with Hampton Roads Transit and the Colonial Williamsburg Foundation. The
population of WAT service area is approximately 57.000. With the 2010 census to be conducted
it is expected that the service arca population will approach 94.000.

In 1980 James City County created the public service corporation James City County
Transit Company for the purpose of providing public Transportation service. In October 2003,
the transit company’s name was legally changed to Williamsburg Area Transit Company, to
reflect its regional service. The General Assembly granted permission March 23, 2006 for WAT
to form a Regional Transit Authority with the Counties of James City and York, the City of
Williamsburg, the College of William and Mary and Colonial Williamsburg Foundation. Since
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that time partners have met regularly to establish the legal framework to implement an Authority.
Thus far, the City of Williamsburg and James City County have approved the framework for
membership, with other partners expected to follow shortly. The first scated meeting for the
Williamsburg Area Transit Authority of Directors is scheduled July 17, 2008.

WAT employees operate the fixed route and complementary paratransit services. WAT
contracts with Penske Truck Leasing Company for vehicle maintenance support.

WAT directly operates a network of ten fixed routes, or “lines,” with terminus at the
Williamsburg Area Transportation Center, a multimodal center served by WAT, Amtrak,
intercity buses, and taxis, at New Town, a mixed-use commerecial/residential community and at
the Williamsburg Outlet Mall providing improved services to growth occurring in the western
part of James City County. Purchased public Transportation is provided the Colonial
Williamsburg Foundation to the historic attractions of Colonial Williamsburg, Jamestown and
Yorktown. The terminus for this Transportation is the Colonial Williamsburg Visitor center
where seamless connections are made.

From September to May, service is provided on weekdays and Saturdays from 6:00 a.m.
to 8:00 p.m. Hours are extended to 10:00 p.m. from Memorial Day to Labor Day. When classes
are in session at the College of William and Mary, two buses provide fixed route services from 7
am. — 1 am. Monday through Sunday. WAT complementary Para Transit service operates
during all fixed route hours.

The basic adult fare for bus service is $1.25. A reduced fare of 50 cents is offered to
senior citizens 60 vears and over, the disabled and Medicare cardholders during all operating
hours. An express connection to Newport News costs 50 cents. Middle and High School
students with IDs may and children under six who do not occupy a seat ride free. Students with
a College of William and Mary ID also ride free. The one-way fare for ADA paratransit service

is $2.00.

WAT has a flect of forty (40) vehicles to provide directly and purchased fixed-route
service. The fixed route fleet consists of twenty (20) low-floor heavy duty diesel buses, sixteen
(16) low-floor Compressed Natural Gas low-floor buses, one (1) replica Trolley Street Car and
four (4) Body-on-Chasis vehicles. Currently the peak requirement for these vehicles is thirty-one
(31) vehicles: however this peak is expected to increase to thirty-nine (39) vehicles this fall as
we phase in increased frequency, add Sunday and add service to areas not served through the
obligation of CMAQ revenues. WAT operates three vans for ADA paratransit service.

WAT and CWF cooperate in providing ADA paratransit service to employees, residents,
and visitors. CWF provides paratransit service within the Historic Area on a same-day request
basis for visitors arriving at the Colonial Williamsburg Visitors Center by car or private tour bus.
For ADA-certified residents or visitors to WAT’s service area, WAT provides door-to-door
service from its service area into the Historic Area. It is not necessary for these passengers to
transfer to a CWF vehicle.
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Williamsburg Area Transit headquarters is located at 7239 Pocahontas Trail,
Williamsburg, Virginia 23185; in leased space on property owned by the Colonial Williamsburg
Foundation Center. Vehicles are dispatched from and stored at that location. The property
mcludes a maintenance garage occupied by the maintenance contractor, Penske Truck Leasing.

WAT National Transit Database Report for FY 2006 provided the following financial and
operating statistics for its fixed-route and paratransit service:

Fixed-Route Service

Paratransit Service

Unlinked Passengers 2,760,989 6.405
Revenue Hours 59.666 3.819
Operating Expenses $2.920.082 $214.346

During the review period, WA'T completed several noteworthy projects that have led to
unprecedented use and five consecutive years of increased use:

e Increased regional connections between Hampton Roads Transit (Newport News) and
Williamsburg Area Transit(James City County) from three to six and then to fifteen daily
through CMAQ support;

e Purchased nine buses, (7) CNG and two (2) Diesel buses to support Jamestown 2007, two
(2) buses to support rapid developing medical/commercial growth along Mooretown
Road, one (1) replica Trolley to increase service in historic Yorktown and five (5)
replacement BOC to support disabled service and regional connections;

e Introduced a new route (Tan Line) addressing medical/commercial development in York
County and location of a new Regional Hospital;

e Improved safety, security and customer service with installation of ten new bus shelters
and surveillance cameras on buses, and

s Coordinated Transportation services to support Jamestown 2007 Anniversary Weekend,
May 11- 13", 2007. The Park-and-Ride system utilized nine Lots, up to 300 buses daily
from six school systems and carried 70,000 passengers resulting in favorable comments
and press.

Future plans are to continue efforts in building a regional network to meet on-going demands in
one the fastest growth arcas of State. These include the following:

¢ Continuation of Regional connections from outside the service area to Greater
Williamsburg to meet labor shortages for retail, warehousing and hospitality industries
estimated of up to 50,000 positions over the next ten vears. WAT connections via the
Jamestown-Scotland Ferry across the James River from Surry County will continue, with
connections from New Kent County, cities of Hampton and Newport News evaluated;

¢ Improved safety and security with installation of additional cameras at WAT
Operations/ Administrative facilities and Card Access Entry System through a Homeland
Security Grant. Other safety/security and passenger improvements underway or planned
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include additional radio units, GPS/AVL for buses, Goggle Transit and pre-paid pass
system:

¢ [Encourage tying public transit to transit oriented development with the introduction of a
Trolley service connecting commercial/residential development of Merchants Square
(Colonial Williamsburg), High Street (City of Williamsburg) and New Town (James
City County). Collectively these developments attract over a million visitors annually,
have 800,000 of commercial use, 1,000 multi-family units and a business technology
center.
Three Trolleys have been approved for Flexible STP in FY 2009 to begin this service;
and

® Identify additional office space necessary for administrative growth and evaluate
managing and owning an operation facility versus leasing and contracting maintenance.

FY 2009 section 5304 planning funds have been approved for these efforts.

These are examples of on-going and future objectives as we implement a Regional Authority.
With this new Board’s guidance and increased citizen input these strategic plans are only
expected to grow.

RESULTS OF THE REVIEW

The Triennial Review focused on WAT"s compliance in 23 different areas. This section
provides a discussion of the basic requirements and findings in each area. No deficiencies were
found with the FTA requirements in 17 of the 23 areas. Deficiencies were found in the other six
areas.

1. Legal

Basic Requirement: The grantee must be eligible and authorized under state and local
law lo request, receive, and dispense FTA funds and to execute and administer FTA funded
projects. The authority to take all necessary action and responsibility on behalf of the grantee
must be properly delegated and executed.

Findings: During this Triennial Review of WAT. no deficiencies were found with the
FTA requirements for legal.

2. Financial

Basic Requirement: The grantee must demonstrate the ability to match and manage FTA
grant funds, to cover cost overruns, to cover operating deficits through long-term stable and
reliable sources of revenue, to maintain and operate federally funded facilities and equipment,
and to conduct an annual independent organization-wide audit in accordance with the provisions
of OMB C A-133.
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Findings: During this Triennial Review of WAT, no deficiencies were found with the
FTA requirements for financial.

3. Technical

Basic Requirement: The grantee must be able to implement the Urbanized Area Formula
Grant Program of Projects in accordance with the grant application, Master Agreement, and all
applicable laws and regulations, using sound management practices.

Findings: During this Triennial Review of WAT, no deficiencies were found with the

FTA requirements for technical.

4. Satisfactory Continuing Control

Basic Requirement: The grantee must maintain control over real property, facilities and
equipment and ensure that they are used in transit service.

Findings: During this Triennial Review of WAT, deficiencies were found with the FTA
requirements for satisfactory continuing control.

The WAT equipment records did not provide all of the required information.
Specifically, WAT was unable to identify the grants associated with its fixed route buses

particularly those buses purchased prior to 2006.

Although WAT conducted a physical inventory of equipment on April 18, 2008, the
inventory results were not reconciled to equipment records.

Corrective Actions and Schedule:

Within 30 days of the final report, WAT will provide to the Region III Office, evidence
that WAT has identified for each of its fixed route buses the grant number associated with the
purchase of the bus.

Within 30 days of the final report WA'T will provide to the Region III Office, evidence
that it has reconciled the inventory with equipment records.

S Maintenance

Basic Requirement: The grantee must keep federally funded equipment and facilities in

good operating order.

Findings: During this Trienmial Review of WAT, deficiencies were found with the FTA
requirements for maintenance.

6
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WAT does not have a current written vehicle maintenance plan for its federally funded
vehicles. WAT contraets with Penske for preventive maintenance and relies solely on Penske to
determine and track the manufacturer’s recommendations preventive maintenance checks to
meet the manufacturer’s minimum maintenance requirements.

Corrective Action and Schedule:

Within 90 days of the final report, WA'T should develop and submit to the FTA Region
[IT Office a written maintenance plan and preventive maintenance checklists consistent with its
fleet. At a minimum the plan should include the maintenance goals and objectives, a checklist
consistent with the manufacturer’s minimum requirements and a discussion of how WAT will
track the manufacturer’s recommendations and updates on requirements. Also, the maintenance
procedures must provide a checklist to indicate regular and periodic maintenance of accessibility
features such as kneelers, ramps, public address systems, and voice annunciation systems.

6. Procurement

Basic Requirement: FTA grantees will use their own procurement procedures that reflect
applicable state and local laws and regulations, provided that the process ensures competitive
procurement and that the procedures conform to applicable federal law including 49 CFR Part
18, specifically Section 18.36 and FTA C 4220.1E, “Third Party Contracting Requirements.”
Grantees will maintain a contract administration system that ensures that contractors perform in
accordance with terms, conditions, and specifications of their contracts or purchase orders.

Findings: During this Triennial Review of WAT, deficiencies were found with the FTA

requirements for procurement.

WAT uses the James City County Purchasing to procure federally funded equipment,
supplies and services. The County makes use of several documents to meet its purchasing needs
including those provided by the State, FTA’s best practices, the FTA Circular 4220.1E and a
Purchasing Policy developed by the County. A review of the procurement files, however,
indicated a lack of cohesiveness. missing key federally required certifications such as TVM and
the Certification of Bus Testing which collectively demonstrates deficiencies in the procurement
policies and procedures.

Corrective Action and Schedule:

Within 120 days, WAT should develop and submit to the FTA Region III Office
procurement policies and procedures that conform to 49 CFR Part 18, specifically Section 18.36
and FTA Circular 4220.1E, “Third Party Contracting Requirements.” The WAT procurement
policies and procedures should provide procurement standards that include clauses and
certifications required by federal statutes and a contract administration system that ensures that
contractors perform in accordance with terms, conditions of their contracts.
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7. Disadvantaged Business Enterprise (DBE)

Basic Requirement: The grantee must comply with the policy of USDOT that DBLs, as
defined in 49 CFR Part 26, are ensured nondiscrimination in the award and administration of
USDOT-assisted contracts. Grantees also must create a level playing field on which DBEs can
compete fairly for USDOT-assisted contracts; ensure that only firms that fully meet eligibility
standards are permitted to participate as DBEs; help remove barriers to the participation of
DBEs: and assist the development of firms that can compete successfully in the marketplace
outside the DBE program.

Findings: During this Triennial Review of WAT. deficiencies were found with USDOT
requirements for DBE.

After a review of the WAT procurement files for two procurements of transit vehicles,
the reviewer was unable to find the TVM certifications from the successful bidders. All grantees
must require that as a condition of being authorized to bid on transit vehicles funded by FTA
transit vehicle manufacturers must certify that it has complied with the requirements of 49 CI'R

Part 26.

Corrective Action and Schedule:

Within 120 days of the final report, WAT should provide evidence to the Region III
OfTice, that it will obtain TVM certifications from any and all current successful bidders for FTA
funded rolling stock. This should be addressed as a part of the development of the overall
development of WAT procurement policies and procedures.

8. Buv America

Basic Requirement: Per Buy America law, federal funds may not be obligated unless
steel, iron, and manufactured products used in FTA-funded projects are produced in the United
States, unless FTA has granted a waiver, or the product is subject to a general waiver. Rolling
stock must have a 60 percent domestic content and final assembly must take place in the United
States.

Findings: During this Trienmal Review of WAT, no deficiencies were found with the
FTA requirements for Buy America.

9. Suspension/Debarment

Basic Requirement: To protect the public interest and prevent fraud, waste, and abuse in
federal transactions, persons or entities, which by defined events or behavior, potentially threaten
the integrity of federally administered programs, are excluded from participating in FTA assisted
programs. Federal agencies use the government-wide nonprocurement debarment and suspension
system to exclude from Federal programs persons who are not presently responsible. Grantees
are required to ensure to the best of their knowledge and belief that none of the grantee’s
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“principals™ (as defined in the governing regulation 49 CFR Part 29), subrecipients, and third-
party contractors and subcontractors is debarred, suspended, ineligible, or voluntarily excluded
from participation in federally assisted transactions or procurements. Grantees are required to
review the Excluded Parties Listing System (http://epls.arnet.gov/) before entering into any third
party contracts.

Findings: During this Triennial Review of WAT, no deficiencies were found with the

FTA requirements for suspension/debarment.

10. Lobbying

Basic Requirement: Recipients of federal grants and contracts exceeding $100.000 must
certify compliance with Restrictions on Lobbying before they can receive funds. In addition,
grantees are required to impose the lobbying restriction provisions on their contractors.

Findings: During this Triennial Review of WAT. no deficiencies were found with the
FTA requirements for lobbying.

11. Planning/Program of Projects

Basic Requirement: The grantee must participate in the Transportation planning process
in accordance with FTA requirements, SAFETEA-LU, and the Metropolitan and Statewide
Planning Regulations.

Each recipient of a grant shall have complied with the public participation requirements
of Section 5307(c)(1) through (7). Each recipient is required to develop, publish, afford an
opportunity for a public hearing on, and submit for approval a Program of Projects (POP).

Findings: During this Triennial Review of WA, no deficiencies were found with the
FTA requirements for planning/POP.

12. Title VI

Basic Requirement: The grantee must ensure that no person in the United States shall, on
the ground of race, color, or national origin, be excluded from participating in, or denied the
benefits of, or be subject to discrimination under any program or activity receiving federal
financial assistance. The grantee must ensure that federally supported transit service and related
benefits are distributed in an equitable manner.

Findings: During this Triennial Review of WAT, deficiencies were found with the FTA
requirements for Title VL.

Discussions with WA'T staff during the site visit noted that the WA'T has not advised the
public of their rights under Title VI.
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Corrective Actions and Schedule:

Within 30 days of the final report, WAT will submit to the FT A Region III Civil Rights
Officer, a plan and timeline for developing and disseminating a notification to the public of their
rights under Title VI. The WAT can find examples of brochures published by the U.S.
Department of Justice by visiting http:/fwww.usdoj.gov/crtfcor/Pubs/tBbroch. htm

13. Public Comment Process for Fare and Service Changes

Basic Requirement: The grantee must have a locally developed process to solicit and
consider public comment before raising a fare or carrying out a major reduction of
Transportation services.

Findings: During this Triennial Review of WA'T, no deficiencies were found with the
FTA requirements for public comment process for fare and service changes.

14. Half Fare

Basic Requirement: Grantees must ensure that elderly persons and persons with
disabilities, or an individual presenting a Medicare card, will be charged during non-peak hours
for Transportation using or involving a facility or equipment of a project financed under Section
5307 not more than 50 percent of the peak hour fare.

Findings: During this Triennial Review of WAT, no deficiencies were found with the
FTA requirements for half fare.

15. ADA

Basic Requirement: Titles II and III of the Americans with Disabilities Act of 1990
provide that no entity shall discriminate against an individual with a disability in connection with
the provision of Transportation service. The law sets forth specific requirements for vehicle and
facility accessibility and the provision of complementary paratransit service.

Findings: During this Triennial Review of WAT. deficiencies were found with the FTA
requirements for ADA.

Discussions with the WAT staff, unfolded a series of issues that in sum amount to
capacity constraints on the ADA complementary paratransit service. WAT does not have in
place a monitoring system that could provide data on missed trips, late pickups WAT does not
monitor these operations or keep monitoring records. WA also has been unable to collect or
provide data on its phone reservation system.

10
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During discussions with staff, it was determined that WAT does not have a tracking
mechanism to track trip denials or data that the reviewer could use to determine if
complementary paratransit trips are being provided within the one-hour window as required by
the ADA. Grantees must rack trip denials properly.

WAT stafl provided copies of training materials and discussed the training program with
the reviewer. After a review of the limited training material, the reviewer found that the training
provided by WAT does not meet the standard of proficiency. The ADA requires that fixed-route
or demand responsive service operators ensure that personnel are trained to proficiency.

Corrective Actions and Schedule:

To address the limits on capacity constraints, WAT must address these ADA
deficiencies. In order to assure that WA'T is able to demonstrate that such actions as denials,
missed trips, late pickups or excessively long trips are not operational patters WAT must
establish monitoring systems for its complementary paratransit service. There is indeed no ADA
requirement for and established monitoring system per se. but without one, WAT cannot
demonstrate how the service is meeting the demand. If, in point of fact, WAT does not have
adequate capacity, which cannot be demonstrated either way without data, WAT should consider
measures to meet capacity. An ADA monitoring system to provide the necessary data to
determine capacity should be developed within 90 days of the final report and evidence of data
collected provided to the Region III Office.

Within 60 days of the final report, WAT must provide to the Region III Office evidence
that trip denials are being properly tracked.

Within 90 days of the final report, WA'T should provide to the Region III Office a
training plan that will assure that WAT has incorporated sensifivity training on interacting with
persons with disabilities into its various equipment operations and safety training.

16. Charter Bus

Basic Requirement: Grantees are prohibited from using federally funded equipment and
facilities to provide charter service except on an incidental basis and when one or more of
applicable exceptions for urban areas set forth in the charter service regulation at 49 CFR 604.9

(b) applies.

Findings: During this Triennial Review of WAT, no deficiencies were found with the
FTA requirements for charter bus.

11
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17. School Bus

Basic Requirement: Grantees are prohibited from providing exclusive school bus service
unless the grantee qualifies under specified exceptions. In no case can federally funded
equipment or facilities be used.

Findings: During this Triennial Review of WAT, no deficiencies were found with the

FTA requirements for school bus.

18. National Transit Database (NTD)

Basic Requirement: The grantee must collect, record, and report financial and non-
financial data in accordance with the Uniform System of Accounts (USOA) and updated with the
National Transit Database (NTD) Reporting Manual as required by 49 USC 5335(a).

Findings: During this Triennial Review of WAT, no deficiencies were found with the
FTA requirements for National Transit Database.

19. Safety and Security

Basic Requirement: Any recipient of Urbanized Area Formula Grant Program funds
must annually certify that it is spending at least one percent of such funds for transit security

Under the safety authority provisions of the Federal transit laws, the Secretary has the au-
thority to investigate the operations of the grantee for any conditions that appear to create a se-
rious hazard of death or injury, especially to patrons of the transit service. However, FTA has no
specific requirements for transit safety. States are required to oversee the safety of rail fixed gui-
deway systems through a designated oversight agency.

Under security, a list of 17 Security and Emergency Management Action Items has been
developed by FTA and the Department of Homeland Security's Transportation Security Admin-
istration (TSA). This list of 17 items, an update to the original FTA Top 20 security action items
list, was developed in consultation with the public Transportation industry through the Mass
Transit Sector Coordinating Council, for which the American Public Transportation Association
(APTA) serves as Executive Chair. Security and Emergency Management Action Items for
Transit Agencies aim to elevate security readiness throughout the public Transportation industry
by establishing baseline measures that transit agencies should employ.

Findings: A summary of WA'T’s expenditures of Section 5307 funds for security projects
1s provided in Section VI of this report.

During this Triennial Review of WAT, no deficiencies were found with the FTA
requirements for safety and security.

12
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20. Drug-Free Workplace

Basic Requirement: Grantees are required to maintain a drug-free workplace for all
employees and to have an ongoing drug-free awareness program.

Findings: During this Triennial Review of WAT, no deficiencies were found with the
FTA requirements for drug-free workplace.

21. Drug and Alcohol Program
Basic Requirement: Grantees receiving FTA funds under Capital Grant, Urbanized Arca

Formula Grant, or Non-Urbanized Area Formula Grant Programs must have a drug and alcohol
testing program in place for all safety-sensitive employees.

Findings: During this Triennial Review of WAT, no deficiencies were found with the
FTA requirements for the drug and alcohol program.

22, Equal Employment Opportunity (EEO)

Basic Requirement: The grantee must ensure that no person in the United States shall, on
the ground of race, color, creed, national origin, sex, age, or disability be excluded from
participating in. denied the benefits of. or be subject to discrimination in employment under any
project, program or activity receiving federal financial assistance from the federal transit laws.

Findings: During this Triennial Review of WAT, no deficiencies were found with the
FTA requirements for EEO.

23. ITS Architecture

Basic Requirement: Intelligent Transportation Systems (I'TS) projects funded by the
Highway Trust Fund and the Mass Transit Account must conform to the National ITS

Architecture, as well as to U. S. Department of Transportation (USDOT) adopted ITS standards.

Findings: During this Triennial Review of WA'T, no deficiencies were found with the
FTA requirements for I'TS architecture.
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IV.SUMMARY OF FINDINGS AND CORRECTIVE ACTIONS

Transit Development Plan: FY 10-15

Review Area Finding Deficiency Corrective Action Response Date
Days/Date Closed
1. Legal ND
2. Financial ND
3. Technical ND
4. Satisfactory D 03 — Inadequate Include Grant Number in 30 days Status-
Continuing equipment records equipment records closed
Control
05 — Inventory Provide evidence that Inventory 30 days
results not results have been reconciled to
recongiled to equipment record
equipment records
Maintenance B 01 —No vehicle WAT must submit a new 90 days Completed
maintenance plan maintenance plan. to forward
FTA Jan.
Procurement D 33 - Deficiencies in Provide evidence to the TRO 111 120 days Completed
written procurement that policies and procedures have under
policies and been established that meet federal WATA
procedures standards. review to
Tequest
Board
approval
Feb.
meeting
7. Disadvantaged D 12 =NoTVM Will provide evidence to FTA 120 days Status -
Business certification TRO I that it will obtain TVM closed
Enterprise certifications from any and all
current successful bidders for
FTA funded rolling stock
Buy America ND
Suspension/ ND
Debarment
~ Lobbying ND
. Planning/POP
. Title VI D 10 = Title VI public | a plan and timeline for developing 30 days Status -
notification and disseminating a notification closed
deficiencies to the public of their rights under
Title VI.
13. Public Comment
for Fare and
Service Changes
14. Half Fare
14
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Response Date

Review Area Finding Deficiency Corrective Action
Days/Date Closed
15. ADA D 05 - Limits or Must establish system to 90 days Established
capacity constraints | determine if there is a capacity to forward
on ADA issue FTA in Jan
Complementary
Paratransit service
60 days
06 — Inadequate WAT must provide to the Region
tracking of top I Office evidence that trip
denials denials are being properly tracked
Training Plan to Region 90 days

— 08 Training not
adequate

16. Charter Bus

17. School Bus

18. National Transit
Database

19, Safety and
Security

20. Drug-Free
Workplace

21. Drug and
Alcohol Program

22. Equal
Employment
Opportunity

23. ITS Architechure

Findings: ND = No Deficiencies; D = Deficient; AC = Advisory Comment; NA = Not Applicable; NR = Not Reviewed

Williamsburg Area Transit Authority September 2009
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V. TRANSIT SECURITY EXPENDITURES

Does the grantee expend one percent or more of its Section 5307 Urbanized Area Formula Grant
funds for transit security? Yes_X = No

If no, why does the grantee consider such expenditure unnecessary (check all that apply):
No deficiency found from a threat and vulnerability assessment
TSA/FTA Security and Emergency Management Action Items met or exceeded
Other (please describe):

FTA Section 5307 Funds (in Dollars)
FY 2005 FY 2006 FY 2007

Security Funding }
Total amount of 5307 Funds expended \ $345,588 | $380,192 | $402,850

Amount of 5307 Funds expended on security $5,650 | $5,435 | $17.945

Percent of 5307 Funds expended on security 2% | % | 2%

Infrastructure/Capital Improvement Security Projects:

Lighting, Fencing & Perimeter Conlrol |
CCTV and Surveillance Technology

Communications Systems | $5,650 | $5543 | $17.945
Security Planning® [ : '

Drills & Tabletop Exercises™

Employee Security Training”

Other Security-Related Infrastructure & Capital
Improvements (please list):

Operating/Personnel Expenditures (can only be used by agencies in areas with populations
UNDER 200,000):

‘ Contracted Security Force |

‘ In-house Security Force ‘

Other Security-Related Operating Expenditures
(please list):

* SAFETEA-LU amended the definition of a capital project to include:
- projects to refine and develop security and emergency response plans;
- the conduct of emergency response drills with public Transitation agencies and local first response
agencies; and
- security training for public Transitation employees.

16
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VI. ATTENDEES

Name

Title/Organization

Phone
Number

e-mail address

Cirantee

Mark Richards

Executive Director

757 220 8290

mrichards{@ james-city.va.us

Richard Drumwright

Director Planning &
Development

757 220 5547

richardd(@james-city.va.us

Barbara Creel

Acting Budget & Grants
Administration

757 220 5493

-

barbarici@james-city.va.us

Darrel Feasel

Manager of Transil Programs
DRPT

804 786 8090

darrel.feaseli@drpt.virginia.gov

Don Breland

James County Senior Buyer

757-253-6648

jbrelandi@james-cily.va.us

Gary Cosman

Marketing & Public Relations

757 220 5578

geosman(@james-city.va.us

Jess Tooley

Penske

757 505 2018

Jessesy.tooley@penske.com

Jodie Bently

York County Operations
Coordinator

757 890 3846

Jodie.bentley@yorkcounty.gov

Denny Kincade

Maintenance Supervisory
York County

757 890 3840

kincaded@yorkcounty.cog

Mark Bellamy

Fleet Manager York County

757 890 3844

bellamy@yorkcounty.gov

Icon Sisco

Operations Director

757 220 0633

wsisco@ james-city.va.us

Robert B. Case

MPO Principal
Transportation Engineer

757 420 8300

rease@hrpdeva.gov

Doug Powel James City County 757 259 5402 | dpowel@james-city.va.us
FTA

Sheila Byrne | FTA Grant Representative [ 215656 7256 | Sheila.byme@dot.gov
Reviewer

Kay Luongo | Reviewer [ 239 649 6267 | kxl@icitransit.com
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R

REGION IIf 1760 Market Street
U.S. Department Delaware, District of Suite 500 - ;
of Transportation Colurnbia, Maryland, Philadelphia, PA 19103-4124
: ia, Virgini 15-656-7100
Federal Transit Pennsylvania, Virginia, 2
= % West Virginia 215-666-7260 (fax
Administration 9 (fax)
MAR 10 2009

Mr. Mark Rickards
Executive Director
Williamsburg Area Transport
7239 Pocahontas Trail
Williamsburg, VA 23185

Re: FY 2008 Tricnnial Review —
Findings update: maintenance, procurement and ADA

Dear Mr. Rickards:

As you know, the FTA conducted a triennial review in September 2008. We have reviewed
the final remaining response to the finding addressing an updated ADA training plan. Based
on your February 11, 2009 submission, we have closed out the remaining finding and the
review as well.

As you know, the report focused on WAT’s compliance in the 23 areas. No deficiencies
were found with the FTA requirements in 17 areas. Deficiencies were found in six arcas
including Satisfactory Continuing Control, Maintenance, Procurement, Disadvantaged
Business Enterprise, Title VI and the Americans with Disabilities Act (ADA). Advisory
Comments were provided in the area of ADA. Following the site visit, WAT corrected the
deficiencies in the Satisfactory Continuing Control and Title VI review areas, and as such,
those findings have been closed. WATA responded Lo the issues for satisfactory continuing
confrol in September 2008, DBE in October 2008, ADA and maintenance in January 2009.
The remaining element of the ADA finding has been closed as of February 11, 2009.

Enclosed is a cop-y of our tracking sheet from our Oversight Tracking System for your
records.
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Thank you for the hospitality and cooperation shown to us in conjunction with the Triennial
Review. If you have any questions please call Sheila Byme (215) 656-7256. '

Sincerely,

y e

Michael McCollum
Director, Office of Operations and
Program Management

FEnclosure e

ce: Corey Hill, VDRPT
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Review Findings

WILLIAMSBURG AREA TRANSPORT COMPANY (Formierly JCCT)
(Recipient ID: 5719, DUNS: 1097221 29)
FTA Office: TRO-03 (WILLIAMSBURG, VA)
Fiscal Year Planned 2008 Triennial Review
Findings by Review Area

i

7 ‘|Program Date Latest
Review Area Impact | nding Due Date Closed Undate
Satisfactory 03 - Inadequate ’ -
Continuing Medium . |equipment 11/19/2008 |9/25/2008 |10/13/2008
Control .. |records

- 05 - Inventory
| Satisfactory resuits not
Continuing Medium |reconciled to  {11/19/2008|9/25/2008 10/13/2008
Control equipment
records
01 - No Vehicle
Maintenance |Medium |maintenance |1/186/2009 1152009 |2/5/2009
plan '
33-
Deficiencies in
Procurement  |Medium | %ritten 216/2009 |1/15/2009 |2/5/2009
procurement
policies and

. procedures
Disadvantaged
Business Medium |12=NOTVM 1o o009 | 1012712008 | 21172008

A certification

Enterprise

10 - Title Wi
- . public .

Title V[ Medium notification 11/19/20089/29/2008 [1/9/2008
deficiencies
05 - Limits or
capacity
constraints on

ADA Medium [ADA ) 1116/2009 [1/15/2009 |2/5/2009
Complementary
Paratransit
service
06 - Inadequate

ADA Medium (tracking of trip  {12/19/2008|1/15/2009 |2/5/2009
denials :

ADA Medium (08~ Training |4\ 0o000 121111200 (211172009
not adequate
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