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Executive Summary

Executive Summary

INTRODUCTION

The development of the combined WATA Transit Development Plan (TDP) and
Comprehensive Operational Analysis (COA) has included the following major tasks:

An overview of public transportation in the WATA service area.

The discussion and revision of goals, objectives, and standards.

A detailed analysis of the current transit services operated by WATA.

An analysis of WATA staffing.

Passenger and community surveys.

An analysis of unmet, current, and future transit needs in the region.

The development of COA and TDP alternatives for consideration.

The development of a series of recommendations for both the COA and the TDP.
A long-range forecast for inclusion in the 2040 Long Range Transportation Plan.

N I I T

Significant stakeholder outreach has occurred through the process, including rider input
through an on-board survey; community input through a general survey; staff input,through
individual interviews; and community stakeholder input, through both a working group as well
as individual interviews.

This executive summary details the specific projects that WATA and local stakeholders have
chosen to implement, presented as short-term and vision phases. The short-term projects
follow a six-year timeline, and three of the vision projects have been tentatively assigned to the
later years of the plan. Including the vision projects in the plan allows WATA to adapt to
changing circumstances, and consider accelerated implementation during its yearly reviews, if
funding opportunities are presented. The operations plan includes the changes planned for the
route network, system-wide improvements, staffing recommendations, fare and pass changes,
and infrastructure and communications improvements. Companion capital and financial plans
were also prepared.

The Plan is organized into the following six sections, with the highlights described in this
Executive Summary:

¢ Changes to Current Routes and Potential New Routes
e System-Wide Improvements

o Staffing

e Fare and Pass Improvements

e Infrastructure and Communications Improvements

e Vision Projects

WATA TDP and COA ES-1 KF H
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Executive Summary

CHANGES TO CURRENT ROUTES AND POTENTIAL NEW ROUTES

Blue Line

After careful consideration of the options, WATA has chosen to modify the Blue Line in the
following manner:

e Eliminate the James City County Human Services Center stop, as well as all stops along
Olde Towne Road, including the stop that is on the property of the Premium Outlets.
The Blue Line will continue to serve the Premium Outlets, but with the on-street stop
(along Richmond Road). The route change is scheduled for implementation in FY17.

e Extend the service hours to 11:00 p.m., Monday through Saturday. The cost of this
improvement is estimated to be $ 38,459 annually, based on 2 additional operating
hours per day for 310 service days. This change is scheduled for implementation in
FY17/FY18

e Add a second bus to the route to improve capacities on Saturdays from 10:00 a.m. to
5:00 p.m. during the peak season. The cost of this improvement is estimated to be
$6,100 annually, based on 14 Saturdays. This change is scheduled for implementation in
FY17/FY18.

e Change the 30-minute (frequency) headways from the current 10:30 a.m. to 5:30 p.m.
pattern to one that more closely aligns to work schedules (6:30 - 9:30 a.m. and 3:30 -
6:30 p.m.). This recommendation is cost neutral and is scheduled for FY17.

e The specific timing of the improvements within each fiscal year will depend upon
WATA'’s staffing levels and operating budget. WATA will also need to develop a new
driver scheduling pattern to accommodate later hours and potentially some split shifts,
depending upon the mix of part-time drivers and WATA’s ability to piece blocks of work
together in a different pattern than is currently done.

e A revised route map for the Blue Line is provided as Figure ES-1.

e Given these changes, ridership is likely to increase modestly, as removal of the Human
Service Center will serve to reduce ridership, but later hours of service and a second
vehicle on Saturdays during the peak season will serve to increase ridership.

WATA TDP and COA ES-2 KFH
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Executive Summary

Figure ES-1: Blue Line Revised
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Executive Summary

Gray Line

While a geographic service extension was considered for the Gray Line, no geographic changes
were ultimately recommended. The Gray Line is already a long route, providing important
corridor service connecting Williamsburg to Newport News via Route 60. In recognition of the
route’s important role in providing connections, particularly for people who live in the Grove
area of James City County, two improvements are planned for the route. These are:

e Extend the service hours to 11:00 p.m., Monday through Saturday. This improvement
will increase the annual operating expenses for the route by $38,450. This improvement
is scheduled for implementation in FY17/FY18.

e Change the 30-minute (frequency) headways from the current 10:30 a.m. to 5:30 p.m.
pattern to one that more closely aligns to work schedules (6:30 - 9:30 a.m. and 3:30 -
6:30 p.m.). This change is cost neutral and is scheduled for FY17.

e The specific timing of the improvements within each fiscal year will depend upon
WATA’s staffing levels and operating budget. WATA will also need to develop a new
driver scheduling pattern to accommodate later hours and potentially some split shifts,
depending upon the mix of part-time drivers and WATA'’s ability to piece blocks of work
together in a different pattern than is currently done.

e Continue to work with the City of Newport News and Hampton Roads Transit to
provide a high quality shelter for passengers who transfer at Lee Hall between HRT and
WATA.

¢ Ridership is expected to increase by about 3,000 annual passenger trips.

Green Line

No changes are planned for the Green Line for the short-term. A recommendation to reverse
the direction of the Williamsburg Trolley will address some of the concerns voiced by Green
Line riders regarding the need for bi-directional service. WATA will also need to work with
William & Mary as the campus implements its Campus Master Plan, which includes significant
changes to its properties along Jamestown Road.

There is also a concern about the ridership trend on the Green Line, which dropped
considerably between FY13 and FY14, but showed some growth (3.5%) between FY14 and FYis.
It is recommended that WATA and William & Mary work together in monitoring productivity
during all service periods to ensure that the supply of service is matched to the demand. While
there were requests for service earlier in the day on the weekends, past ridership trends have
suggested that there is not enough demand to warrant service during this period.

WATA TDP and COA ES-4 KF H
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Executive Summary

Jamestown Line

As discussed in Chapter 6, the Jamestown Line has been experiencing significantly lower
ridership and productivity than the other routes in the network. As a new route, it would be
expected that productivity will take time to build, but the first year numbers suggest that the
current routing may not be a viable alternative for long-term sustainability. In order to improve
ridership and long-term sustainability, the following route changes are recommended:

e Change the route alignment to eliminate non-productive segments and bring the route
into the Williamsburg Transportation Center. This will result in a 60-minute headway,
rather than a 30-minute headway, but will provide riders a direct trip into downtown
Williamsburg. The new route alignment eliminates Greensprings Road, as well as a
segment of Jamestown Road. The revised route alignment is provided in Figure ES-2.

e A second routing recommendation involves the companion route, the Surry Line. It is
recommended that the Jamestown Line serve as a direct link to the Surry Line (and the
Jamestown-Scotland Ferry) by meeting the route to provide service from the Jamestown
Ferry to the Five-Forks area, the Williamsburg Crossing shopping area, and downtown
Williamsburg.

e The timing of the Jamestown route will need to be adjusted so that link to the Surry Line
and the Jamestown Ferry is direct. This will also likely mean that the Jamestown Line
may not pulse directly with the other routes at the Williamsburg Transportation Center.
Given the current Ferry schedule, from 9:15 a.m. to 3:15 p.m., it appears that the
Jamestown Line could meet the Surry Line on the: 15 - :20 at the Jamestown Settlement,
which would mean it would be at the Williamsburg Transportation Center about: 45 to
;50 after the hour. The Ferry schedule shifts between 3:30 p.m. and 7:30 p.m., which will
result in a bus schedule shift as well.

e Because the Jamestown Line will be taking on some segments currently operated by the
Red Line, as well as its new role as connector for the Surry Line, it will need to operate

on Saturdays. This will result in additional annual operating expenses of about $48,400.

e These improvements are scheduled for FY17. The route will continue to utilize one
vehicle and operate from 6:00 a.m. to 9:00 p.m., as is the current pattern.

¢ Ridership is expected to improve significantly with these changes.

WATA TDP and COA ES-5 KF H
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Figure ES-2: Jamestown Line, Revised

Executive Summary

Jamestown Line Revised
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Executive Summary

Orange Line

As one of WATA’s core routes, the Orange Line offers 30-minute headways between the hours
of 10:30 a.m. and 5:30 p.m. As discussed in Chapter 6, it is recommended that this frequency
pattern be adjusted to better coincide with commute times so that 30-minute frequencies are
offered between 6:30 a.m. and 9:30 a.m. and again from 3:30 p.m. to 6:30 p.m.

This change is scheduled to occur in FY17. The specific timing of the improvements will depend
upon WATA'’s staffing levels. WATA will also need to develop a new driver scheduling pattern
to accommodate later hours and potentially some split shifts, depending upon the mix of part-
time drivers and WATA's ability to piece blocks of work together in a different pattern than is
currently done. This change is cost-neutral.

Purple 1 and Purple 2 Lines

As discussed in Chapters 3 and 6, the Purple 1 Line is too long to complete within one hour, as
currently routed. Because there are major destinations, as well as transfer opportunities on
both ends of the line, it is not possible to cut the length of the Purple 1 Line. As a way to help
the route, it is recommended that it be interlined/combined with a shortened Purple 2 Line.
Time savings will be achieved by eliminating the lightly traveled western segment of the
current Purple 2 Line, as well as by having just one vehicle at a time, rather than two, travel
into and out of the Walmart transfer location. This will also reduce bus traffic at the transfer
location.

During the alternatives analysis, there was also a proposal to eliminate the James City County
Human Services Center from this route, as it adds a diversion from the main route along
Longhill Road. Without developing another route option for the Human Services Center, the
stop will need to remain along the Purple Line, in both directions. The Human Services Center
stop is scheduled to be eliminated from the Blue Line, which means that the Purple Line will be
the only route serving this stop. A future expansion route that incorporates Olde Towne Road
should be considered.

The route map for the interlined Purple 1 and Purple 2 Lines is provided in Figure ES-3. This
change will be implemented in FY17 and is cost neutral. During the transition period, WATA
may wish to retain both the names Purple 1 and Purple 2, changing the head sign of the vehicle
at the Walmart transfer center. As riders learn over time how the two interlined routes
function, it may be possible to merge them into one route name. This change will result in
minor fuel cost savings through the small reduction in mileage.

Ridership will likely increase on the Purple Lines, as all of the human service center ridership
will be directed to this route, rather than the Blue Line.

WATA TDP and COA ES-7 KF H
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Figure ES-3: Purple 1 and Purple 2 Lines - Interlined
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Executive Summary

Mounts Bay/Quarterpath Line

WATA has funding in place to implement a new route to serve the Mounts Bay/Quarterpath
area of Williamsburg, which includes the new Quarterpath development in the City of
Williamsburg, the Mounts Bay complex (James City County offices), and the new Riverside
Doctor’s Hospital. During the development of the TDP and COA, there was significant interest
in extending WATA service to the Lackey Free Clinic and Yorktown. A need was also identified
to connect the Riverside Doctor’s Hospital directly with the Lackey Free Clinic.

Given these factors, the new Mounts Bay/Quarterpath Line will incorporate the identified
needs in the Mounts Bay/Quarterpath area, and provide the link to the Lackey Clinic and to
Yorktown. This route will also provide additional direct mobility opportunities for residents in
the Grove area of James City County, which has been identified as an area of high transit need.

This route will be the longest in the WATA network; as such it will need to operate either with
a two-hour headway, or with two vehicles assigned to the route. During the alternatives
analysis, WATA staff further refined the route to develop the proposed routing that is
presented in Figure ES-4. The study team feels that it is important that this route be connected
to downtown Williamsburg directly, either through a timed connection to the Gray Line or the
Orange Line. These connections will allow Quarterpath riders to access Williamsburg as well as
the rest of the route network.

This route is scheduled for implementation in FY17 using CMAQ funding. The total annual
operating costs for one vehicle will be $225,800 and for two vehicles will be $451,600. It is
proposed that this route be implemented with a body-on-chassis vehicle, rather than a full
heavy-duty transit bus. This type of bus will be better able to navigate the circles along Battery
Boulevard, as well as the turnaround at the Mounts Bay Center. As a new route, ridership
demands are not likely to warrant a large vehicle. The recommended vehicle for the route is
estimated to cost about $100,000.

Ridership on this route will depend upon whether or not the route is implemented on a one-
hour or two-hour headway. For a two-hour headway, with the proposed span of service of 14
hours per day, five days per week, the ridership is expected to be about 30,000 annual
passenger trips. If a one-hour headway is provided, the passenger trips are likely to be about
60,000 annually. Note that some of these trips may come from riders who currently use the
Gray or Orange Lines.

WATA TDP and COA ES-9 KF H
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Executive Summary

Figure ES-4: Mounts Bay/Quarterpath Line
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Executive Summary

Red Line

The three primary issues that came to light during the examination of the Red Line were:

1) The looped route makes bi-directional travel inconvenient,

2) The route is too long to be accomplished in one hour, and

3) Traveling through several shopping center parking lots is time consuming and exposes
the bus to parking lot traffic hazards.

In order to address the first two issues, the route was re-aligned to become more bi-directional
in nature, eliminating the portion of the route that serves Williamsburg Crossing and
Jamestown Road. This change was possible with the revision of the Jamestown Line that
includes this connection. To help reduce the shopping center parking lot hazards, the route
has also been recommended to be re-configured around the Monticello Marketplace to use Old
News Road, accessing the center with a stop adjacent to Rite Aid, rather than the current stop
at Target.

Several route options were considered, with the preferred option displayed as Figure ES-5. This
route change will need to coincide with the recommended change for the Jamestown Line in
FY17, as some of the current Red segments are being assigned to the Jamestown Line instead.

Similar to the frequency schedule adjustment for WATA’s other core routes, it is recommended
that the 30-minute (frequency) headways be changed from the current 10:30 a.m. to 5:30 p.m.
pattern to one that more closely aligns to work schedules (6:30 - 9:30 a.m. and 3:30 - 6:30
p.m.). This change is also scheduled for FY17.

The route and schedule changes recommended for the Red Line are cost neutral. Ridership on
the Red Line should be monitored closely after this route change, as it is expected to make the
route more attractive, though the route will be losing some segments that will be picked up by
the Jamestown Line. Red Line ridership had been growing each year until FY15, when there was
a small dip in ridership. Of the five core routes that currently offer 30-minute frequencies for
part of the day, the Red Line produces the fourth highest ridership.

WATA TDP and COA ES-11 KF H
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Figure ES-5 Red Line Revised
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Executive Summary

Tan Line

Of WATA'’s five core routes, the Tan Line currently experiences the lowest ridership. As such,
it is recommended that the schedule for the route offer hourly headways throughout the
service day, rather than adding 30-minute headways during peak times. This change will
improve the productivity of the route by reducing the number of daily service hours and will
save $110,723 in annual operating expenses. There will likely be some reduction in ridership,
reflecting the seven fewer daily vehicle trips (Monday-Friday).This change is scheduled for
FY17.

Surry Line

In order to offer increased frequency for the Surry Line without incurring additional operating
expenses, it is recommended that the route operate primarily between Jamestown and the
Surry County stops, making a timed connection with the Jamestown Line so people can access
the Five Forks area, Williamsburg Crossing, and downtown Williamsburg.

For the first run of the day, it is recommended that the Surry Line complete the full round trip
from the Jamestown Ferry Terminal to the Surry County stops, back to the ferry, boarding the
ferry to Jamestown, and then making the currently scheduled stops to bring people to the
Williamsburg Transportation Center. The second trip of the day will originate at the
Williamsburg Transportation Center and travel to the Ferry to access the 8:10 trip across the
James River. The route will make the Surry County stops and travel back on the 9:00 a.m. ferry,
arriving in Jamestown about 9:15- 9:20. Beginning with this run, passengers coming from the
Surry Line and wishing to travel to other parts of the Jamestown-Five Forks area, or
Williamsburg, will transfer to the Jamestown Line. As part of the service design, the Jamestown
Line vehicle will wait for the Surry Line transfers before traveling north toward Williamsburg.

Given the current Ferry schedule, from 9:15 a.m. to 3:15 p.m., it appears that the Jamestown
Line could meet the Surry Line on the :15 - :20 at the Jamestown Settlement, which would mean
it would be at the Williamsburg Transportation Center about :45 to :50 after the hour. The
Ferry schedule shifts between 3:30 p.m. and 7:30 p.m., which will result in a bus schedule shift
as well.

This concept also opens up the opportunity for pedestrian travel from Surry County. For
example, if there is an occasion when the Ferry is full for vehicles and the WATA bus does not
make it on, riders could travel across the Ferry as pedestrians and then get on the Jamestown
Line to complete their trips.

This route change is recommended to coincide with the change in the Jamestown Line (FY17).
This change is cost neutral, as the vehicle hours that are currently used to travel on the Surry
Line between Jamestown and Williamsburg will be re-directed to provide increased frequency
for the Surry County portion of the route. The route map for the revised Surry Line is
provided in Figure ES-6. Ridership on the route should increase, given the additional
opportunities for travel.

WATA TDP and COA ES-13 KF H
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Executive Summary

Figure ES-7: Surry Line, Revised
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Executive Summary

SYSTEM WIDE IMPROVEMENTS

There are two improvements that were termed “system wide” improvements in Chapter 6.
These were:

1) Later hours of service for the core routes, and
2) Frequency schedule adjustment.

Both of these improvements have been discussed within the context of each route in the
previous section, resulting in the following recommendations:

e Extend the hours of service Monday through Saturday on the Blue and Gray Lines to
provide two additional full round trips (9:00 p.m. and 10:00 p.m., with service ending at
11:00 p.m.). These two routes are the highest ridership routes in the system and cover a
large geographic area. Additional routes may be considered for later hours in future
years. This recommendation is scheduled for FY18.

e Change the hours during which 30-minute service is provided to better coincide with
ridership and commute patterns. The recommendation is to provide 3o0-minute
frequency between the hours of 6:30 a.m. and 9:30 a.m. and again between the hours of
3:30 p.m. and 6:30 p.m. This recommendation is scheduled for FY17.

Frequency Standard

WATA staff members are also interested in developing a service standard to help decide which
core routes should be considered for 3o0-minute frequency. Using current ridership and
productivity as benchmarks, the following standards are proposed:

¢ Route productivity of at least 20 passenger trips per revenue hour, and/or
e Total annual ridership of over 140,000 passenger trips.

This standard would not apply to specialty routes such as the Green Line, the Trolley Line, or
the Surry Line.

This standard would result in elimination of 30-minute service on the Red and Tan Lines, using
current ridership and productivity numbers. As discussed in the route-by-route analysis, it is
recommended that frequency service be maintained along the Red Line for a year or so
following the route change to determine if the more attractive route will generate additional
ridership.
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ADA PARATRANSIT

ADA paratransit demand has risen significantly over the past several years. This increase will
likely continue as the area’s population ages. In addition, the TDP includes an expansion route
that travels through some areas not currently served by public transportation (Mounts Bay),
which will also lead to an increase in ADA paratransit demand. In recognition of the likely
growth in paratransit demand, 2,080 hours have been added to the program, starting in FY18,
with additional hours added for FY20-FY22. Paratransit vehicles have also been added,
beginning in FY2018. There is also a recommendation for WATA to work with the proposed
Williamsburg Area One Call Center, which could potentially offer paratransit software, as well
as helping WATA with ADA paratransit eligibility certification.

STAFFING RECOMMENDATIONS

There are a number of staffing recommendations that are included as part of the COA and six-
year plan. These are:

e Eliminate the use of on-call drivers

o Fully staff driver positions

¢ Add a safety and training coordinator

o Participate with the Williamsburg Area One-Call Center

The details for each of these changes are documented in Chapter 7 of the TDP/COA.

FARE AND PASS RECOMMENDATIONS

Given that WATA'’s farebox recovery is lower than its peers, and there is a need to improve and
expand services, WATA has chosen to increase fares. The base fares are planned to be adjusted
as shown in Table ES-1.

Table ES-1: Fare and Pass Changes

Proposed
Fare Category Current Cost Cost Fare Category Current Cost Proposed Cost
One-way bus fare S 1.25 S 1.50 30-day Pass S 35.00 $ 45.00
Discounted one-way bus
fare S 050 S 0.75  30-day Pass - discounted S 17.50 $ 22.50

Middle/High School

All-day pass S 200 S 3.00 Students S 050 $ 0.75
Discounted all-day pass S 1.00 S 1.50 Trolley S 1.00 S 1.50
6-ride Pass S 10.00 eliminate 12 and under $ = 38" and under free
6-ride Pass - discounted S 5.00 eliminate ADA Paratransit S 2.00 $ 3.00
7-day Pass S 10.00 $ 15.00
7-day Pass - discounted S 5.00 $ 7.50
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These changes will likely result in a 37% increase in fare revenue and a 5.3% decrease in fixed
route ridership. WATA is also planning to increase the ADA paratransit fare from $2.00 to

$3.00.

INFRASTRUCTURE AND COMMUNICATIONS IMPROVEMENTS

A number of facility and communications improvements are included in the six-year plan.

These are:

Facilities

e The planning and development of new maintenance and operations facility.

©)

®)
®)

This is an integral project for WATA for the six-year planning period covered by
this TDP.

The most recent cost estimate is $8.3 million.

This project is programmed for FY17, FY18, FY19, and FY2o.

e Bus Stop Improvement Project

o

o

A full bus stop inventory and analysis that includes the development of system
wide guidelines for bus stop placement, amenities, and spacing.

Currently there are approximately 300 unique bus stops within WATA’s fixed
route network.

This estimated budget for this project is $30,000 and it is included in the FY18
budget. Funding for bus stop improvements has been included in the capital
budget.

e Northern/Western Hub - Warhill Transfer Center

o WATA has identified a parcel of land on Opportunity Way and has begun the
process of applying for grant funding and inserting the project into regional
transportation improvement plans.

o The real estate acquisition is budgeted to be $2.5 million over two years.

o The construction estimate is $2.4 million.

o Real estate acquisition is scheduled for FYi17 and FY18, with construction to
follow.

Technology
e Driver Scheduling /Runcutting Software for Fixed Route Operations
o Clever Devices TeleDriver
o FY17 implementation
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e Paratransit Scheduling Software
o RouteMatch software license through the Williamsburg Area One Call Center or
purchase using FY15 software funds
o FY17 implementation
e Smart Phone Application for BusTime
o Budget estimate is $40,000
o FY18 implementation
e Telephone Upgrade to IP, allowing the use of dispatch headsets. This improvement is
being funding through an FYi5 hardware/software project and will be implemented in
FY17.

Customer Service Improvements

e Route maps- Web and Printable
o Currently in process
e Route Names - Transition from Colors to Numbers

VISION PROJECTS

There are a number of additional potential improvements that WATA can consider, if demand
warrants and funding becomes available. These projects are listed below, most of which have
been assigned to later years of the TDP (FY20-FY22).

e Human Service Center Route
e Parkway Shuttle

e Frequency Improvements

e Later Hours of Service

e Southern Hub

e New Fareboxes

FINANCIAL PLAN

WATA'’s total annual operating budget is expected to increase from about $7.4 million annually
in FY17 to about $9.1 million in FY22. This increase includes inflation and modest increases in
service. The capital budget is expected to fluctuate each year, depending upon the planned
projects and the need to replace vehicles. The average capital budget over the six year plan is
about $6 million per year, with the most significant capital investments scheduled for FY18,
FY19, and FY20 to include WATA'’s operations and maintenance facility, the Warhill transfer
facility, and bus replacement. A long term projection was also developed for the FY4o0
planning year. The long range planning estimate for the FY40 operating budget for WATA is
$20.1 million.
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Chapter 1: Overview of Public
Transportation in the Region

INTRODUCTION

A transit development plan (TDP) is a short-range transit plan that outlines the services that a
transit system intends to implement during a six-year planning horizon, estimates what
resources will be needed, and what funding opportunities are likely to be available. The
Virginia Department of Rail and Public Transportation (DRPT) requires that any public transit
(bus, rail, ferry) operator receiving state funding prepare, adopt, and submit a TDP at least
every six years. DRPT provides a set of TDP requirements that form the basis of the planning
effort.

The Williamsburg Area Transit Authority’s (WATA) previous TDP was completed in FY2009
and outlined planning years FY2010 through FY2015. This TDP update for WATA highlights the
transit program for FY2017-FY2022. In conjunction with the TDP, a comprehensive operational
analysis (COA) has also been completed. The COA is a more detailed look at specific areas of
operation, including routes, staffing, and the preparation of a passenger profile.

The TDP and COA combined will serve as a management and policy document for WATA,
provide DRPT with an up-to-date record of the related transit capital and operating budgets, as
well as provide the program with a basis for including capital and operating programs in the Six
Year Improvement Program (SYIP), the Statewide Transportation Improvement Program
(STIP), and the Long Range Transportation Plan (LRTP). The WATA Board of Directors
reached consensus on this combined plan at the June 2016 WATA Board Meeting. The meeting
minutes are provided as Appendix A.

This first chapter of the combined plan provides an overview of the transit program and
includes background information and data that were used for subsequent data collection,
analysis, and the eventual recommendations for the six-year plan and COA.

BACKGROUND

The Greater Williamsburg region is located on the Virginia Peninsula between the York and
James Rivers, adjacent to New Kent and Charles City Counties to the west and the City of
Newport News to the east. The WATA service area includes James City County, the City of
Williamsburg, and the Bruton District of York County. The major transportation corridor in
the region provides east-west travel on the Peninsula and includes I-64, US 60, and the CSX
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Railroad. These facilities link the region to Newport News and the greater Virginia Beach
Urbanized Area to the east and rural areas of the Virginia Peninsula and Richmond to the west.
Prior to the 2010 Census, portions of the Williamsburg region (including the City of
Williamsburg) were included as part of the Virginia Beach Urbanized area, with the remaining
parts of the service area considered rural. Growth in the region between 2000 and 2010 resulted
in the formation of a new urbanized area, the Williamsburg Urbanized Area, which includes all
of the City of Williamsburg, significant portions of James City County, and the Bruton District
of York County. The new urbanized area includes parts of the service area that were previously
considered rural. Given the change in Census designation, approximately 72% of WATA fixed
route services currently operate within an urbanized area.' Figure 1-1 provides a map of the
region with the urbanized areas identified.

Development of the new Williamsburg Urbanized Area is significant for WATA, as it changes
the way WATA accesses the Federal Transit Administration’s (FTA) Section 5307 urbanized
area funding program. Prior to the designation of the Williamsburg UZA, parts of the WATA
service area were included as part of the Virginia Beach Urbanized Area. The designated S.5307
recipient for Virginia Beach UZA is Hampton Roads Transit (HRT). As such, WATA previously
needed to go through HRT to access Federal S.5307 funds, and the category was “large urban,”
rather than “small urban.” Under the new designation, WATA has its own S.5307 allocation,
under the “Governor’s apportionment”, in the “small urban” category.” This category is more
flexible for WATA than the “large urban” category, as it includes “operating” as an eligible
expense. As signified by the “Governor’s apportionment,” the Commonwealth of Virginia has
the authority to change the amount of the federal allocation. Rural portions of the service area
continue to be eligible for federal S.5311 funds, which flow through DRPT.

According to population estimates developed by the Weldon-Cooper Center, the 2014
population of the three jurisdictions was 153,600, a 4.8% increase over the Census 2010
population of 146,531. These estimates show that between 2010 and 2014 growth rate in the
region was highest in the City of Williamsburg (7.1%), followed by James City County (6.2%);
and York County (2.9%).

WATA currently provides public transportation services to James City County, the City of
Williamsburg, the Bruton District of York County, the College of William & Mary, and the
Colonial Williamsburg Foundation. There is also a route that extends to Newport News (Gray
Line to Lee Hall) to provide connections with Hampton Roads Transit (HRT) and a route to
Surry County via the Jamestown-Scotland Ferry.

! Review of FTA Funding Under the 2010 Census; Technical Memorandum, KFH Group for DRPT, December 2013, page 46.
% United States Department of Transportation, Federal Transit Administration, Circular FTA C9030.1E, January 16, 2014.

* https://www.transit.dot.gov/funding/apportionments/table-3-fiscal-year-2016-section-5307-and-5340-urbanized-area-
formula
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Figure 1-1: WATA Service Area and Designated Urbanized Areas
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HISTORY

The subsidized era of public transportation in the region began with the development of James
City County Transit (JCCT), a rural transportation program initiated in 1977 through the James
City County Department of Community Services. The early focus of the program was providing
public transportation services for transit dependent residents of James City County. As the
program grew to include additional funding partners, services evolved to meet the needs of an
increasingly diverse customer base. In 2003, in recognition of its more extensive role in the
region, the name of the program was changed to Williamsburg Area Transport. Area
stakeholders continued to work together toward development of a regional system, gaining
permission in 2006 from the Commonwealth’s General Assembly to form a regional transit
authority to provide service in James City County, York County, and the City of Williamsburg.
Williamsburg Area Transit Authority (WATA) was established in 2008, with the following
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members: Counties of James City and York; City of Williamsburg; the Colonial Williamsburg
Foundation (CWF), and the College of William & Mary. WATA directly operates local fixed
route bus service and ADA complementary paratransit services, while CWF operates bus
service throughout the historic area of Williamsburg and York County operates trolley services
in Yorktown.

The transition from County-operated agency to an Authority has taken several years, with
James City County continuing to provide some services on behalf of WATA, serving as fiscal
agent, providing procurement services, and managing the human resource function.

Transit demand in the region has historically been seasonal, with a significant increase in
summer ridership associated with the tourism industry, most notably by temporary workers
who staff the region’s many tourist attractions and associated retail operations, as well as by
tourists. While overall ridership peaks in the summer, ridership associated with the College of
William & Mary decreases between May and August, as fewer students are on campus for the
summer session. WATA’s Green Line, which primarily serves the needs of the William & Mary
community, is not in operation during the summer.

GOVERNANCE

Williamsburg Area Transit Authority, organized under Chapter 68 of Title 15.2 of the Code of
Virginia, is governed by a Board of Directors, as outlined in WATA’s Bylaws. The Board consists
of representatives of member organizations as follows:

e 2 Directors appointed by James City County

e 1 Director appointed by York County

¢ 1 Director appointed by the City of Williamsburg

e 1 Director appointed by the Board to represent the Colonial Williamsburg Foundation

e 1 Director appointed by the Board to represent the College of William & Mary (non-
voting member)

The Bylaws state the Foundation and the College will each provide a recommendation to the
Board regarding their representatives. WATA is planning to amend the Bylaws to include Board
representation from DRPT. Current WATA Board members are listed in Appendix B.

As the governing body, the Board appoints an Executive Director who manages day-to-day
functions of the Authority and supervises all staff. The Executive Director serves as a liaison
between the Authority and federal, state, local and regional organizations.
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ORGANIZATIONAL STRUCTURE

WATA employees directly manage and operate transit services for the Authority, with the
vehicle maintenance function contracted to First Transit. WATA has a Rider’s Advisory
Committee (WRAC) that meets periodically. The organizational chart for WATA is provided in
Figure 1-2.
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Figure 1-2: WATA Organizational Chart
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TRANSIT SERVICES PROVIDED AND AREAS SERVED

This section provides an overview of public transit services operated in the region, including
fixed route service; specialty routes; and ADA complementary paratransit services. Each of
these services is described below, with an in-depth service analysis provided in Chapter 3.

Fixed Route Services

There are eight routes that comprise the core year-round fixed route transit network for
WATA. These routes, described below, operate Monday through Saturday from 6:00 a.m. to
9:00 p.m., and Sundays from 8:00 a.m. to 6:00 p.m.

Blue Line- Route 60 West

WATA'’s Blue Line provides service through the western portion of one of the region’s major
commercial corridors (US Route 60, Richmond Road), providing connections between the
Williamsburg Transportation Center and Walmart on East Rochambeau Drive. Major time
points include the Williamsburg Transportation Center, Olde Towne Medical, Williamsburg
Premium Outlets, Patriot Plaza, and Skipwith Farms. This route connects with the Gray,
Orange, Red, and Tan Lines at the Williamsburg Transportation Center. Connections are
available to the Surry Line twice per day (weekdays only) at the Williamsburg Transportation
Center (10:30 a.m. and 1:30 p.m.). The Blue Line connects to the Purple 1 and Purple 2 lines on
an hourly basis at Walmart on East Rochambeau Drive. Thirty-minute frequencies are provided
Monday through Friday from 10:00 a.m. to 5:00 p.m., with hourly frequencies provided for the
remainder of the service periods.

Gray Line — Route 60 East

The Gray Line provides services through one of the region’s major industrial corridors (US
Route 60, Pocahontas Trail), providing connections between the Williamsburg Transportation
Center and Lee Hall. Major time points along the route include WATA, Quality Inn at
Kingsmill, Busch Gardens, Walmart Distribution Center, and Lee Hall. WATA operations and
maintenance facility are also served along this route. This route connects with the Blue,
Orange, Red, and Tan Lines at the Williamsburg Transportation Center. Connections are
available to the Surry Line twice per weekday at the Williamsburg Transportation Center (10:30
a.m. and 1:30 p.m.). The Lee Hall stop is served by Hampton Roads Transit, with connections
available via HRT’s Routes 108 and 116, though these connections are not currently timed to
directly meet. Thirty-minute frequencies are provided Monday through Friday from 10:00 a.m.
to 5:00 p.m., with hourly frequencies provided for the remainder of the service periods.
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Jamestown Line

The Jamestown Line began operations on January 22, 2015, as a three-year demonstration route.
Service is provided Monday through Friday only. This route provides a clockwise loop in the
Jamestown area, traveling from Williamsburg Crossing Shopping Center to Jamestown via John
Tyler Highway, Humelsine Parkway and Jamestown Road. The northbound trip travels along
Greensprings Road, and then travels north along John Tyler Highway back to Williamsburg
Crossing Shopping Center. Thirty minute frequencies are offered along this route. Connections
to the rest of the fixed route network are available via the Red Line at Williamsburg Crossing
Shopping Center. The Jamestown Line connects with the Surry Line at Riverside Medical Arts
Building.

Orange Line — Route 143/Merrimac Trail

The Orange Line travels east from the Williamsburg Transportation Center to serve the
Colonial Williamsburg Visitor Center, and then travels south along Merrimac Trail, serving the
DMV, Penniman Road area, Tam-O-Shanter, and Marquis Shopping Center. The northbound
trips include stops at People’s Place and James-York Plaza. This route connects with the Blue,
Gray, Red, and Tan Lines at the Williamsburg Transportation Center. Connections are available
to the Surry Line twice per day (weekdays only) at the Williamsburg Transportation Center
(10:30 a.m. and 1:30 p.m.). Thirty-minute frequencies are provided Monday through Friday from
10:00 a.m. to 5:00 p.m., with hourly frequencies provided for the remainder of the service
periods.

Purple 1 Line - Longhill Road

The Purple 1 Line provides service from New Town north into James City County, providing
service to the James City County Community Center, Human Services Center, Lafayette High
School, Forest Glen, Walmart on East Rochambeau Drive, Thomas Nelson Community College,
and Warhill High School. Riders can transfer to the Blue, Purple 2, and Tan Lines at the
Walmart stop. Service along the Purple 1 Line is provided on hourly headways.

Purple 2 Line — Route 60 Far West

The Purple 2 Line extends west into James City County along Route 60, providing service
between Stonehouse Commerce Park in Toano, Chickahominy Road and Lightfoot, connecting
with the Blue Line, Purple 1 Route, and Tan Line at Walmart on East Rochambeau Drive. The
return trip to Toano includes stops at Williamsburg Pottery, Norge Crossing, and Williamsburg
Regional Library. Service along the Purple 2 Line is provided on hourly headways.
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Red Line- South Williamsburg

The Red Line is a loop route that travels counter-clockwise connecting the Williamsburg
Transportation Center with Monticello Shopping Center, New Town, Monticello Marketplace,
Steeplechase Apartments, Midlands Apartments, Williamsburg Crossing, and College of
William & Mary. This route connects with the Blue, Gray, Orange, and Tan Lines at the
Williamsburg Transportation. The Red Line connects with the new Jamestown Route at
Williamsburg Crossing Shopping Center. Connections are available to the Surry Line twice per
day (weekdays only) at the Williamsburg Transportation Center (10:30 a.m. and 1:30 p.m.).

Tan Line — Mooretown Road

The Tan Line connects destinations north and west of Williamsburg to the Williamsburg
Transportation Center, serving Kingsgate Shopping Center, Williamsburg Market Center, Great
Wolf Lodge, Walmart on East Rochambeau Drive, Sentara Regional Medical Center, Anvil
Campground, and Pirates Cove. This route connects with the Blue, Gray, Red, and Orange
Lines at the Williamsburg Transportation Center. Connections are available to the Surry Line
twice per day (weekdays only) at the Williamsburg Transportation Center (10:30 a.m. and 1:30
p.m.). Riders can connect at Walmart on East Rochambeau to the Blue or Purple Lines, with
the schedule making this connection feasible only in the inbound direction. Thirty-minute
frequencies are provided Monday through Friday from 10:00 a.m. to 5:00 p.m., with hourly
frequencies provided for the remainder of the service periods.

Specialty Routes

There are three routes within the WATA route network that operate on significantly different
schedules than the eight core fixed routes and serve different markets. Because they are
somewhat different than the core routes, they have been labeled as specialty routes. These
routes are described in the sections below.

Green Line

The Green Line is geared to transportation needs of the College of William & Mary
Community, providing service along the perimeter of the campus to academic, housing,
recreational, and shopping destinations. Time points along the route include Ludwell
Apartments, Morton Hall, Campus Center, Marshall-Wythe School of Law, Merchants Square,
Sadler Center, Williamsburg and Monticello Shopping Centers, William & Mary School of
Education, William & Mary Hall, Commons Dining Hall, and the parking deck adjacent to
Police and Parking Services. Green Line service is provided during the College of William &
Mary’s fall and spring semesters. Days and hours of service are: Monday through Thursday
from 7:00 a.m. to midnight; Friday from 7:00 a.m. to 1:00 a.m.; Saturday from 10:00 a.m. to 1:00
a.m.; and Sunday from 10:00 a.m. to midnight. Thirty minute frequencies are provided.
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Surry Line

Classified as deviated fixed route, the Surry Line provides service between Surry County and
the Williamsburg Transportation Center, via the Scotland/Jamestown Ferry. Five trips are
made daily, connecting Surry Village, Lebanon Village, Smith’s Park and VDOT Park and Ride
(Rt.31 and Rt. 637) to Jamestown, Five Forks, and the Williamsburg Transportation Center.
Connections to the Blue, Gray, Orange, Tan, and Red Lines are possible Monday through
Friday at 10:30 a.m. and 1:30 p.m. The Surry Line will deviate up to %-mile from the prescribed
route to provide service for people with disabilities who are unable to reach the fixed route
stop. Requests for the route to deviate must be made at least one business day prior to the
desired trip.

Williamsburg Trolley

The Williamsburg Trolley provides a 30-minute counter-clockwise loop connects New Town;
the College of William & Mary; Merchants Square; Williamsburg Shopping Center; and the
High Street development. The Trolley operates Monday through Thursday from noon to 11:00
p.m.; Friday-Saturday from noon to 1:00 a.m.; and Sunday from noon to 8:00 p.m. Connections
with other WATA routes are possible at New Town, along Richmond Road, and at the College
of William & Mary.

Figure 1-3 provides a map of the fixed route and specialty route services that are currently
provided by WATA.
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Figure 1-3: WATA Route Network

3>
WATA Fixed Routes
Blue
— Gray
Green
| == Jamestown
w Orange
= Purple 1
= Purple 2
Red
Surry
Tan
- Trolley
Census 2010 Urbanized Area
and Urban Clusters
Williamsburg, VA
Virginia Beach, VA

James River

WATA TDP and COA 1-11 KFH



Chapter 1: Overview of Public Transportation in the Region

ADA Complementary Paratransit Service

WATA provides door-to-door ADA complementary paratransit service for people who are
unable to use fixed route buses due to disability. As required by the Americans with Disabilities
Act, ADA complementary paratransit service is provided within 34-mile of the fixed routes and
during the same days and hours.

In order to schedule rides on ADA paratransit service, individuals must complete an eligibility
application. WATA’s Transit Assistant facilitates this process. WATA categorizes applicants
into the following three categories: 1. Fully Qualified, 2. Partially Qualified, or 3. Not Qualified.
Eligibility may last up to three years. Once eligibility is determined, customers can schedule
trips on the service. All originating trips must be scheduled by close of business the day before
the requested trip, with return trips permitted to be scheduled as will-calls.

FARE STRUCTURE

WATA's fare structure is detailed in Table 1-1. William and Mary students with ID can use the
system without paying a fare. Fares for William and Mary students are pre-paid through an
agreement with WATA.

Table 1-1: WATA Fare Structure

Fare Type Amount
Standard One-Way Fare S 1.25
Transfers S 0.25
All-Day Pass S 2.00
Reduced One-Way Fare for Persons 60+, Disabled,

or Medicare S 0.50
Reduced Fare All-Day Pass S 1.00
William & Mary Students with ID S -
Middle and High School Students with Student ID S 0.50
6 ride or 7-day goWATA pass $ 10.00
6 ride or 7-day goWATA pass - Reduced Fare S 5.00
30-day goWATA pass S 35.00
30-day goWATA pass - Reduced Fare $ 17.50
ADA Paratransit One-Way Fare S 2.00
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WATA’s fleet includes vehicles that WATA directly
operates, as well as vehicles purchased through
WATA and operated by WATA partners (Colonial
Williamsburg Foundation (CWF) and York County).
Directly-operated vehicles include a mixed vehicle
fleet of six (6) 30-foot diesel buses; fourteen (14) 35-
foot buses; five (5) body on chassis vehicles; three (3)
diesel trolley buses; and seven (7) operational support
vehicles. All vehicles used in revenue service are
wheelchair accessible and equipped with bicycle
racks. CWF vehicles that are part of the WATA
: vehicle fleet are sixteen (16) Orion 40’ compressed
Example of WATA Vehicle natural gas (CNG) buses and one support vehicle.
York County operates two (2) trolley buses that are

also part of the WATA vehicle fleet. The complete vehicle inventory is provided in Appendix C.

EXISTING FACILITIES

Operating and Maintenance Facility

WATA currently leases space for its administrative and operations staff in the regional bus
operations and maintenance facility owned by CWF and located at 7239 Pocahontas Trail.
Vehicles are also parked at this location, ,
with maintenance performed on-site by
First Transit.

Given that WATA does not own the facility,
and a number of facility constraints have
been identified, WATA has been exploring
alternative  facility = arrangements, as
documented in the Williamsburg Area
Transit Authority Transit Operations and
Maintenance Facility Feasibility Study,
which was completed by AECOM in April
2010. The feasibility study identified a 2015 Gone

number of facility inadequacies including: CRole it
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Overview of Regional Bus Facility
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e Lack of significant security features

e Lack of a separate dispatch area

e No secure fare retrieval area

¢ Insufficient employee parking

e No chassis wash to facilitate efficient cleaning of vehicle undercarriage
¢ Insufficient space for inventory storage

¢ Inadequate separation of personal and bus vehicle movement

e Poor vehicle movement pattern

¢ Insufficient administrative space

The office space located on the second floor of the facility is not accessible to people with
mobility limitations as there is not an elevator.

The facility study recommended that WATA acquire, retrofit, and further develop the existing
site as the lowest cost alternative for its facility needs. WATA is currently updating this study
to make an informed decision with regard to the site. WATA has incorporated facility planning
and construction expenses into its capital planning process. DRPT’s Six-Year Improvement
Program shows Regional Surface Transportation Program (RSTP) funds programmed for this
project in FY18; FY19; and FY2o0. This project has been incorporated in the capital and funding
plans for this TDP.

Passenger Facilities

WATA’s main transfer hub is the Williamsburg
Transportation Center, located at 468 North
Boundary Street, in the City of Williamsburg. The
Williamsburg Transportation Center, owned by the
city, is a multi-modal center, served by Amtrak,
Greyhound, HRT, WATA, and taxis. WATA leases
space at the center to operate the WATA Customer
Service Center and Store. The center is open
Monday through Saturday from 10:00 a.m. to 7:00
p.m., with lunch break from 12:30 p.m. to 1:00 p.m.
Indoor waiting, restrooms, and vending machines
are available at the center.

Williamsburg Transportation Center
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Williamsburg Transportation Center

There are 34 passenger waiting shelters located throughout the service area. WATA has added
five waiting shelters since the 2009 TDP, which documented a shelter inventory of 29 shelters.
The current shelter locations are listed in Table 1- 2.

Table 1-2: WATA Shelter Locations

Location

Anvil Campground

Barclay Square Condominiums
Burnt Ordinary Apartments
Colonial Behavioral Health
Colonial Heritage

Colonial Town Apts.
Department of Motor Vehicles
Farm Fresh

Ferguson

Home Depot- Mooretown Road
International Village

Address

5423 Mooretown Road

376 Merrimac Trail

3301 Toano Drive

1657 Merrimac Trail

Richmond Road (across from Pottery)
327 Merrimac Trail

952 Capitol Landing Road

455 Merrimac Trail

6540 Mooretown Road

6700 Mooretown Road
900 Capitol Landing Road
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Location

James York Plaza

Jamestown Road at SunTrust Bank
James City County Human Services
Kmart

Longhill Grove Apartments
McDonalds- Lightfoot

Merrill Lynch

Motel Six

Norge Post Office

Richmond Road at High Street
Route 60/New Hope
Scotland/Armistead

Thomas Nelson Community College
William & Mary Law School
Walmart

Warhill High School

WATA

Williamsburg Premium Outlets
Williamsburg Pottery
Williamsburg Shopping Center
WICC Recreation Center

York Street/Powhatan Street

Chapter 1: Overview of Public Transportation in the Region

Address

601 Merrimac Trail

1186 Jamestown Road

5249 Olde Towne

118 Waller Mill Road
Longhill Road/Longhill Grove
6473 Richmond Road
Pocahontas Trail

3030 Richmond Road

7489 Richmond Road
Richmond Road at High Street
1402 Richmond Road
Scotland/Armistead

4601 Opportunity Way

613 South Henry Street

731 E. Rochambeau

4615 Opportunity Way

7239 Pocahontas Trail

5715 Richmond Road

6692 Richmond Road

1234 Richmond Road

5301 Longhill Road

York Street/Powhatan Street

TRANSIT SECURITY PROGRAM

WATA'’s security program is comprised of three major components:

e Safety and security policies and procedures
o Safety and security training
¢ Infrastructure

An All Hazards Risk and Resiliency Assessment was conducted for WATA by Atkins in 2013.
This assessment provided a number of recommendations to improve system safety and

security, including development of an Emergency Response Plan.

WATA'’s safety and security procedures are highlighted in the Driver’s Handbook and include a
protocol for a number of different types of emergencies and potentially hazardous scenarios.

The following infrastructure components are part of the WATA security program:
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e Two-way radios are used on vehicles so that drivers can communicate with dispatch in
event of an emergency.

e Panic buttons are provided on vehicles for the drivers to use in event of an emergency.

e Surveillance cameras are positioned on-board vehicles to record incidents and accidents.

e C(Clever Devices ITS System is used on-board vehicles for a number of applications,
including a geographic tracking feature that can show dispatch the real-time location of
vehicles. This system is described in more detail below, in conjunction with the ITS
program.

e The parking lot at the Operations and Maintenance Facility is fenced in and gated with
surveillance cameras.

Following through with several of the recommendations that were included in the Risk and
Resiliency Assessment, WATA is currently in the process of upgrading its security
infrastructure. The Authority has published an Invitation to Bid for the following security
enhancements for the Pocahontas Trail facility:

¢ Infrastructure wiring for voice and data systems
e [P (internet protocol) camera system

e Access control system

e Security system / intrusion detection system

These upgrades are intended to enhance the security of WATA assets at the facility. The facility
is currently protected through a commercial security alarm service.

INTELLIGENT TRANSPORTATION SYSTEMS (ITS) PROGRAM

ITS programs in public transportation encompass a broad range of communication-based
information and electronics technologies that serve to improve safety, efficiency, and service
through the use of real-time information. For WATA, these technologies are provided through
Clever Devices, a company that specializes in these devices and applications.

WATA'’s ITS program uses the following Clever Devices products:

e C(CleverCAD®- computer-aided dispatch and automatic vehicle location
e BusTime®- provides real-time passenger information

The focus of WATA’s ITS program during the past two years has been the implementation of
the BusTime® system, which allows passengers to use electronic devices to determine real-time
bus schedule information. BusTime® is accessible through desktop computers, cell phones (via
text), and smart phones. Users access the program through the web link
http://bustime.gowata.org
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BusTime® can be used by WATA to inform passengers of service
interruptions, emergencies, and important events. In addition,

the program is used to provide fully automated stop and transfer
announcements using GPS technology. WATA staff use the

program for operations management.

WATA is exploring the use of GPS technology to help streamline the
paratransit scheduling operations.

BusTime Interface

PuBLIC OUTREACH

WATA is working to expand outreach in the community and has recently formalized the
WATA Riders Advisory Committee (WRAC). The purpose of WRAC is to identify public
transportation needs of the Historic Triangle region and act as a forum where citizens can
provide comments and insights about WATA fixed route service expansions, reductions or
modifications. WRAC meets every other month, with meetings held either at Williamsburg
Regional Library or James City County Library.

Formal public hearings are held when major service changes are proposed, as is required by the
FTA. WATA is actively involved with Hampton Roads Transportation Planning Organization
(HRTPO), which serves as MPO for the region.

OTHER AREA PUBLIC TRANSPORTATION PROVIDERS/SERVICES

There are a number of other transportation service providers in the WATA service area,
including two that are associated with WATA Authority members: Colonial Williamsburg
Foundation and York County. Some vehicles for both of these operations were purchased
through the Authority and are included in WATA's fleet inventory.

The Colonial Williamsburg Foundation Shuttle

The CWF operates a shuttle system to transport visitors between the Colonial Williamsburg
Visitor Center and the Revolutionary City and circle the town. Service is provided daily from
9:00 a.m. to 10:00 p.m. Shuttle service is free to ticket-holders.
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Yorktown Trolley

York County operates the Yorktown Trolley, which provides circulator service throughout
historic Yorktown, connecting National Park Service Battlefield Visitor Center with Yorktown
Victory Center, located on the waterfront. The Yorktown Trolley is operated seasonally, using
three trolleys. Service is provided daily on the following schedule:

e March 27- May 22: 11:00 a.m. to 5:00 p.m.
e May 23- September 7: 10:00 a.m. to 5:30 p.m.
e September 8- November 1: 11:00 a.m. to 5:00 p.m.

There is no fare charged to ride the trolley. Service frequencies are between twenty and twenty-
five minutes.

Hampton Roads Transit

Hampton Roads Transit (HRT), governed by Transportation District Commission of Hampton
Roads, provides public transportation for the cities of Chesapeake, Hampton, Newport News,
Norfolk, Portsmouth and Virginia Beach. HRT operates three routes that serve to connect the
Williamsburg region to Hampton Roads. These are:

e Route 108 - Provides service between Patrick Henry Mall in Newport News and Lee Hall
via Warwick Boulevard. Connects with WATA’s Gray line, but does not currently offer a
timed connection.

¢ Route 116- Provides service between Patrick Henry Mall in Newport News and Lee Hall
via Jefferson Avenue. Connects with WATA’s Gray line, but does not currently offer a
timed connection.

¢ Route 121- Offers one morning round-trip and one afternoon round-trip between the

Williamsburg Transportation Center, Patrick Henry Mall and the Newport News
Transportation Center.

INTERCITY SERVICES

Greyhound

Intercity bus service is provided for the Williamsburg region with a stop at the Williamsburg
Transportation Center. The following schedule is currently offered:
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e Westbound toward Richmond: two trips daily; 1:30 p.m. and 7:55 p.m.
e Eastbound toward Hampton: two trips daily; 10:30 a.m. and 5:15 p.m.

Greyhound no longer offers a ticket office at the Williamsburg Transportation Center.

Amtrak

Amtrak service is offered from the Williamsburg Transportation Center on the following
schedule:

e Westbound toward Richmond: two trips M-F; 9:37 a.m. and 5:41 p.m.; two trips Sat-Sun:
8:52 a.m. and 5:41 p.m.

e Eastbound toward Newport News: two trips M-F: 11:14 a.m. and 6:21 p.m.; Sat-Sun: 10:38
a.m. and 8:31 p.m.

HUMAN SERVICE TRANSPORTATION PROGRAMS

There are a number of human service agency transportation programs in the region, each of
which typically focuses on a particular client type or transportation need. The programs
identified in the Hampton Roads Coordinated Plan as providing service in the WATA service
area are as follows:

e Colonial Behavioral Health- provides transportation for its clients to attend day
programs.

o Logisticare- provides Medicaid transportation statewide through a transportation
brokerage.

e Peninsula Agency on Aging (PAA) - Provides transportation for seniors and people with
disabilities for a number of trip purposes and programs, including providing access to
the senior center and medical appointments.

e Williamsburg Faith in Action - Provides transportation for seniors, adults with
disabilities, and those who are chronically ill. Drivers are volunteers.

Williamsburg Area One-Call System

Several local human service agencies, along with WATA, recently participated in a study to
determine the feasibility of developing a mobility management center for the Williamsburg
Area. The focus of the project was to look at ways in which paratransit trip scheduling in the
Williamsburg area could potentially be coordinated. This project was conducted under
direction of Williamsburg Health Foundation, which is a private, non-profit grant making
foundation focused on “promoting health and wellness, ensuring availability of accessible,
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quality health-related services, and strengthening our grantees’ organizational effectiveness
and capacity.”

The study recommended development of a One-Call Center, which may provide WATA with a
number of benefits, including paratransit scheduling software, tablets for paratransit vehicles,
and assistance with ADA paratransit eligibility screening. A copy of the draft final report for
this study is provided as Appendix D.

PRIVATE TRANSPORTATION PROVIDERS

The following private transportation providers operate passenger transportation in the WATA
service area.

e Best Taxi of Williamsburg: local taxi service

e Colonial Capital Cabs: local taxi service

e Curbside Services: non-emergency medical transportation

e Distinguished Executive Transportation: airport shuttle and charter services
e Historic Taxi: local taxi service

e Livi Transportation: non-emergency medical transportation

e Oleta Coach Lines: airport shuttle and charter services

e Triangle Taxi: local taxi service

¢ Yellow Cab: local taxi service

o Williamsburg Taxi: local taxi service

4 Williamsburg Health Foundation website.
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Chapter 2: Goals, Objectives, and
Standards

TASKS AND ISSUES FOR THE TRANSIT DEVELOPMENT PLAN

An important first step in development of the TDP was to learn from committee members and
WATA staff what community transportation issues were most important to explore within the
TDP and COA, as well as what goals stakeholders had for the study. A discussion of goals and
issues was held during the TDP kick-off meeting on February 25, 2015. Committee members
and staff articulated both issues and goals in a number of different topic areas. These are
summarized by topic area below and are not prioritized.

Specific Service Gaps and Issues

e Improved frequency of service is desired, especially within the core service area.
e Later hours of service are needed, particularly for people who work retail hours.

e Buses are full in the mornings when the frequency is sixty minutes. There is a need for
more frequent service during the early morning service period.

¢ Specific locations needing service are:
o Lackey Free Clinic in Yorktown - about three miles from the closest transit stop
o Outlying areas of James City County
o James City Government Center - Mounts Bay Road

e There are some areas of the City of Williamsburg where growth is occurring, but transit
service is not currently available.

Infrastructure

¢ Improved bus stop amenities are needed:
o Additional shelters -the Grove neighborhood was specified
o Improved lighting - the stop at Rolling Meadows was specifically mentioned
o Improved bus stop maintenance - cleaning and trash removal
o Better ADA accessibility for fixed route stops

e First mile/last mile — Riders need safe pedestrian and bicycle options to get to/from bus
stops
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e Text alerts sent to riders who subscribe to the service could be displayed on the interior
vehicle information screens. WATA staff indicated that they are working on this issue,
but there is currently a conflict with the audio component of the screen.

e Bus pull-off areas for drivers to get the bus out of traffic when stopped should be
considered when new developments are being reviewed.

e Consider smaller vehicles for the William and Mary route as roadways are constrained.
There needs to be a balance between vehicle size and passenger capacity.

Visitor Issues

e WATA ends service at 9:00 p.m., with the last transfer opportunities occurring at the
Williamsburg Transportation Center at 8:00 p.m. This may not be late enough for
visitors to get back to lodging destinations if they choose to use WATA to access
restaurants and retail opportunities.

e WATA is convenient for visitors who arrive via Amtrak and are staying at hotels that are
served. This coordination should continue.

e There are no public transportation options for visitors who arrive via any of the regional
airports (Richmond, Newport News, and Norfolk). These visitors typically use a rental
car to get to the Williamsburg area from the airport.

e Some of the area’s resorts are not served by transit. These areas include Water Country
and a number of timeshares. It should be noted that there is a stop adjacent to Water
Country at the Marquis Center.

e There may be better ways to coordinate WATA and Colonial Williamsburg (CW)
transportation services after major events in the historic area. CW buses are typically
stuck within a gridlocked area after major events, whereas WATA vehicles could
potentially be staged at perimeter locations to help effectively move people after major
events.

Information and Communication Issues

e There are riders that do not know how to access bus schedules. People at bus stops will
sometimes just wait without knowledge of when the bus is coming. There was a
discussion of the new WATA service, BusTime®, which provides real-time bus schedule
information. Wider distribution of information concerning this service is needed.
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e The need for a smartphone app was mentioned. While WATA does not currently offer
the service as an app (it does exist), WATA’s bus schedule information can be accessed
on smartphones via BusTime®, using a web browser.

e Additional advertising efforts targeting William and Mary students should be
considered.

e Bus route maps are not currently available.

e The perception among students is that service is unreliable, but that is not the case.
There is a need to better market the service and improve communication.

Regional Connectivity

e There are connection points between WATA and HRT but they are limited. HRT’s Route
121 travels from Newport News to the Williamsburg Transportation Center, with one
morning round trip and one afternoon round trip. These two trips connect in a timely
manner with WATA’s timed transfer hub. There is also a connection between HRT and
WATA at Lee Hall. This connection option is offered through two routes —Route 108 and
Route 116. Both of these routes operate on seventy-minute headways, which makes it
difficult to plan a timed transfer with WATA’s Gray Line at Lee Hall.

e There are no public transit connections available to travel from Williamsburg to the
region’s airports.

Routing

e The hub system needs to be evaluated. If one route is operating late, it causes all of the
routes to be late. A scheduling buffer to make the routes more reliable should be
evaluated.

e A southern hub should be considered - maybe near the new hospital/Quarterpath Road
area. This would allow for transfers between the Orange and Gray lines closer to their
terminus locations and would improve travel time for people using WATA to get from
the Grove area to Marquis Shopping Center. A southern hub may provide for improved
schedule reliability.

Paratransit

e (apacity problems due to significant growth in demand have resulted in tight schedules,
lack of reliability and long wait times.
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e William and Mary reported that students with disabilities need better paratransit
services. This comment was further explored through stakeholder outreach, as WATA
records did not indicate that there have been service denials for William and Mary
students. The issue appears to be that students do not attempt to access WATA’s
paratransit service. William and Mary arranges private paratransit services for students
that have short-term disabilities, paying for services through student’s fees.

e Paratransit demand has increased substantially. If fixed route bus stop accessibility were
to be improved, it may be possible to shift some riders from the paratransit program to
fixed route services.

e Other paratransit resources include the RIDES program for seniors.

Additional Comments

e Committee members who are WATA users generally have high regard for drivers and
the system.

e There is an issue with behavior and inappropriate language among some bus riders.
Committee members indicated a desire for policies and enforcement with regard to
rider behavior. WATA has recently implemented a rider code of conduct to help
improve this issue.

e A coordinated transportation system across modes is important to the City of
Williamsburg.

e The Surry County Route began as a demonstration grant-funded route. The county is
now contributing a portion of the cost. The route is very important for employment
transportation but, given the low density area served, the cost per trip is relatively high.
There are questions among elected officials concerning the cost-effectiveness of the
service.

e Baby-boomers will need additional transit options as they age in place in the region. The
subject of aging in the community is a topic that the City of Williamsburg, James City
County, and York County are addressing in their comprehensive plans.

Other Resources

e As documented in Chapter 3, the study team looked at the James City County
Comprehensive Plan; the York County Comprehensive Plan the City of Williamsburg’s
Comprehensive Plan; and Hampton Roads Transportation Planning Organization’s Plan.
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e The study process should include discussions with HRT, Williamsburg-James City
County School District, local resorts, and the Chamber and Tourist Alliance.

These issues were explored to the extent feasible during the TDP process.

WATA VISION AND MISSION

As part of WATA’s 2010 Strategic Plan, the following vision and mission statements were
developed.

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.”

These statements were included in the 2009 TDP. Both were reviewed and discussed by transit
stakeholders during this current TDP planning process.

There was some discussion during stakeholder interviews to revise the vision statement, as
there are several stakeholders who felt it may not be realistic for WATA to become the
transportation option of choice for all residents. WATA’s new Executive Director mentioned a
desire to modify the vision to reflect this and will be working with the Board to modify the
vision statement.

TRANSIT PROGRAM GOALS AND OBJECTIVES

WATA’s 2010 Strategic Plan, together with the 2009 TDP, developed goals and strategies/
objectives in support of the vision and mission of the Authority. An important task for this TDP
was to refine these goals, update them to reflect growth and development of the system and
develop updated objectives based on the TDP/COA recommendations.

Some of the goals from 2009 and 2010 are very specific and more characteristic of objectives. The
goals are presented below, followed by a discussion of how each goal may be updated, deleted,
edited, or broadened where applicable. Two additional draft goals have been added in the areas
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of financial sustainability and workforce development. Specific objectives have also been
attached to the proposed goals.

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

Draft Updated Goal 1: Improve WATA transit service to meet customer and community
needs.

The updated goal replaces “expand” with “improve,” in recognition that transit system
improvements may not necessarily be expansions.

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

This goal is very specific, time-sensitive, and more similar to an objective. It is proposed that
this goal be transitioned to an objective, and tied to a goal that addresses efficiency and
effectiveness.

Note: WATA has made significant progress with the transition from a county-operated system to
a regional authority. This transition has taken several years, with James City County continuing
to provide some services on behalf of WATA, serving as the fiscal agent, providing procurement
services, and managing the human resource function.

Previous Goal 3 - Promote and implement green practices that reduce
greenhouse emissions and mitigate traffic congestion.

Draft Updated Goal 3: Engage in practices that are environmentally responsible.

The draft updated goal is a little broader than the original one, encompassing a wider range of
“green” activities. Objectives could include using “greener” vehicles, adopting green building
practices when the proposed facility is constructed, and reaching out to discretionary transit
riders so that they choose to use transit rather than driving.

During the Steering Committee discussion, it was mentioned that WATA has received several
grants through the Congestion Mitigation and Air Quality Program (CMAQ), so it may be
important to keep language regarding traffic mitigation. The concept of reducing traffic
congestion could be addressed as an objective.
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Previous Goal 4 - Improve the customer’s transit experience, integrating
technology where applicable.

Draft Updated Goal 4: Provide quality passenger amenities to enhance the customer’s
transit experience.

The current Goal 4 mentioned technology as part of the goal, but one of the previous objectives
discussed bus shelters. It is proposed that this goal be broadened to reflect a full range of
“passenger amenities.”

Previous Goal 5 - Develop and maintain an on-going performance
monitoring program.

This goal is very specific. It is suggested that this goal be eliminated in favor of something
broader that speaks to efficiency and effectiveness. Developing and maintaining an on-going
performance monitoring program could be an objective under the broader goal of
efficiency/effectiveness.

Draft Updated Goal 5: Promote system efficiency and effectiveness.

Goal 6 - Improve coordination between transportation, land use, and
economic development activities.

No changes are proposed for this goal.

Goal 7 - Continue to provide a safe and secure transit system.

Draft Updated Goal 7: Provide a safe and secure transit system.

Proposed New Goals

In addition to the above goals, it is suggested that WATA add goals in the areas of financial
sustainability and workforce development. These proposed new goals are:

Draft Proposed Financial Goal: Exercise sound fiscal practices that work to build
WATA'’s long-term financial sustainability.

Draft Proposed Workforce Goal: Develop an effective and efficient WATA workforce.

Incorporating the proposed changes, the first proposal for an updated set of goals was:

Goal 1: Improve transit service to meet customer and community needs.
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Goal 2: Engage in practices that are environmentally responsible.

Goal 3: Provide quality passenger amenities to enhance the customer’s transit experience.

Goal 4: Promote system efficiency and effectiveness.

Goal 5: Improve coordination between transportation, land use, and economic development
activities.

Goal 6: Provide a safe and secure transit system.

Goal 7: Exercise sound fiscal practices that work to build WATA'’s long-term financial
sustainability.

Goal 8: Develop an effective and efficient WATA workforce.

One of the comments received from a Steering Committee member suggested that these might
be too many individual goals and that some are closely related and could be tied together with
objectives. The Committee member’s suggestion, together with input provided on the draft
plan, was to simplify these eight goals into the following three goals:

Goal 1: Improve and strengthen WATA's long-term sustainability.
(This goal would incorporate goals #2; #4, and #5 above)

Goal 2: Provide a safe and secure transit system that meets customer and community needs.
(This goal incorporates #1 and #3 above)

Goal 3: Build and sustain WATA’s workforce.

The following objectives have been drafted to help accomplish these goals:
Goal 1: Improve and strengthen WATA’s long-term sustainability

e Objective 1: Complete the planning, design, and construction of an administrative and
maintenance facility that will meet current and future needs of the Authority.

e Objective 2: Continue to work with community and regional partners to build
community support and maximize funding opportunities.

e Objective 3: Monitor implementation of fare increase to assess the effects on fare
revenue and farebox recovery.

e Objective 4: To the extent feasible, implement environmentally friendly practices in the
development and management of facilities and in future vehicle purchases.

e Objective 5: Participate in land use planning processes of member jurisdictions to
maximize transit feasibility.
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Objective 6: Monitor performance of WATA'’s routes and services and make adjustments
if warranted to ensure maximum benefit for resources expended.

Goal 2: Provide a safe and secure transit system that meets customer and community

needs.

Objective 1: Hire a Safety Training Coordinator and work to build WATA’s driver
training program.

Objective 2: Continue to engage with WATA riders via WATA Riders Advisory
Committee

Objective 3: Conduct a bus stop inventory and evaluation process and begin a program
of bus stop improvements.

Objective 4: Complete the re-branding process to include website and public
information improvements.

Objective 5: Implement BusTime application for smart phones.

Objective 6: Monitor customer complaints, compliments, and suggestions and follow
through with management response.

Objective 7: Work to improve on-time performance of routes.

Goal 3: Build and sustain WATA’s workforce.

Objective 1: Fill all open positions.

Objective 2: Continue to monitor employment opportunities in the community to
ensure that WATA is providing wages and benefits competitive in the local job market.

Objective 3: Develop specific strategies to improve employee morale.

Objective 4: Monitor the fixed route network to ensure that drivers have adequate
recovery time in between runs.

Objective 5: Provide training opportunities to build the skill and knowledge base of
WATA'’s workforce.

These objectives should be reviewed by WATA staff, and updated as needed throughout the
TDP period.
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PERFORMANCE, SAFETY, AND SERVICE STANDARDS

Performance, safety, and service standards are benchmarks by which a system can be
evaluated. These standards are typically developed in several categories, such as performance
(productivity, fiscal condition); safety; and service (service coverage, passenger convenience,
and passenger comfort). The most effective standards are straightforward and relatively easy to
calculate and understand. Service standards are used as a measure of compliance with Title VI
of the Civil Rights Act of 1964, to ensure that services are provided equitably to all persons in
the service area, regardless of race, color, or national origin.

Performance Standards — 2009 TDP and FY2014 Data

The 2