























Boardings by Time of Day:

Based on Actual One-Day Ride Check
Counts performed in March 2012.

Weekday Boardings by Time:

Saturday Boardings by Time:

Time of Day Total Time of Day Total
6 to 9 a.m. 87 6 to 9 a.m. 55
9 a.m. to Noon 64 9 a.m. to Noon 50
Noon to 3 p.m. 72 Noon to 3 p.m. 95
3 to 6 p.m. 54 3 to 6 p.m. 57
After 6 p.m. 25 After 6 p.m. 21

Route 5 — .
Blue Route

Route Days Hours

5 Mon-Sat | 3:45 a.m.— 8:08 p.m.
Sun (a.m.) [ 7:15 a.m.—9:25 a.m.
Sun (p.m.) 5:00 p.m.—7:25 p.m.

Major Destinations:

Government Center Immokalee Health Department
CAT Operations Center Immokalee Library
Wilson/Golden Gate Blvd  Golden Gate Estates Library
Immokalee Road

Route Characteristics:

Weekday Frequency: 60-150 Minutes
2011 Annual Revenue Hours: 6,735

2011 Annual Revenue Miles: 206,528

Route Performance:

2011 Annual Boardings: 86,471
2011 Passengers/Revenue Hour: 12.8
2011 Passengers/Revenue Mile:  0.42
2011 Cost/Passenger: $5.69

2011 Annual Operating Cost: $ 491,695

Daily Boardings:

Day Total
Weekday 302
Saturday 278
Sunday 63

Sunday Boardings by Time:

Time of Day Total
7:15 a.m.—9:25 a.m. 12
5:15 p.m.—7:25 p.m. 51
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Route 6 —
Yellow Route

Route Days Hours
6 Mon-Sat | 6:00 a.m.— 5:44 p.m.
Sun (a.m.) [ 9:00 a.m.—11:44 a.m.
Sun (p.m.) 1:30 p.m.—2:44 p.m.

Major Destinations:

CAT Operations Center
Davis/Santa Barbara

Santa Barbara/Golden Gate
PRMC Napa

Pine Ridge/Airport
Pine Ridge/Sweetbay

Route Characteristics:

Weekday Frequency: 90 Minutes
2011 Annual Revenue Hours: 4,046
2011 Annual Revenue Miles: 70,152
Route Performance:

2011 Annual Boardings: 35,045
2011 Passengers/Revenue Hour: 8.7
2011 Passengers/Revenue Mile:  0.50
2011 Cost/Passenger: $8.43

2011 Annual Operating Cost: $ 295,376

Daily Boardings:

Boardings by Time of Day:

Based on Actual One-Day Ride Check
Counts performed in March 2012.

Weekday Boardings by Time:

Saturday Boardings by Time:

Time of Day Total Time of Day Total
6 to 9 a.m. 23 6 to 9 a.m. 12
9 a.m. to Noon 27 9 a.m. to Noon 36
Noon to 3 p.m. 31 Noon to 3 p.m. 15
3 to 6 p.m. 35 3 to 6 p.m. 32
After 6 p.m. N/A After 6 p.m. N/A

Day Total
Weekday 116
Saturday 95
Sunday 12

Sunday Boardings by Time:

Time of Day Total
9:00 am.—11:44 a.m. 8
1:30 p.m.—2:44 p.m. 4
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Route 7 — /<
Light Blue Route

Boardings by Time of Day:

Based on Actual One-Day Ride Check
Counts performed in March 2012.

Weekday Boardings by Time:

Saturday Boardings by Time:

Route Days Hours

7 Exp Mon-Sun [ 6:00 a.m.— 7:30 a.m.
4:55 p.m.—6:30 p.m.

7 Circ Mon-Sun [ 7:40 a.m.—4:55 p.m.

Major Destinations:

Shops of Marco

Hilton Resort Marco
Marriott Resort Marco
Caxambas Court

Marco Library
Walmart/CR 951
Bald Eagle Drive

Route Characteristics:

Weekday Frequency: 70 to 100 Min

2011 Annual Revenue Hours: 4,477
2011 Annual Revenue Miles: 126,721
Route Performance:

2011 Annual Boardings: 47,919
2011 Passengers/Revenue Hour: 10.7
2011 Passengers/Revenue Mile:  0.38
2011 Cost/Passenger: $ 6.82

2011 Annual Operating Cost: $ 326,841

Daily Boardings:

Day 7Exp | 7 Circ | Total
Weekday 32 122 154
Saturday 36 106 142
Sunday 38 87 125

Sunday Boardings by Time:

Time of Day 7Ex | 7Cir | Total | [ Time of Day 7Ex | 7Cir | Total
6 to 9 a.m. 23 33 63 6 to 9 a.m. 18 21 29
9 a.m. to Noon | N/A 30| 30 9 a.m. to Noon N/A| 37 37
Noon to 3 p.m. | N/A 46| 46 Noon to 3 p.m. N/A 39 39
3 to 6 p.m. 9 13| 22 3 to 6 p.m. 18 9 27
After 6 p.m. N/A| N/A| N/A | |After 6 p.m. N/A| N/A| N/A

Time of Day 7Ex | 7Cir | Total
6 to 9 a.m. 22 16| 38
9 a.m. to Noon N/A 27| 27
Noon to 3 p.m. N/A 35| 35
3 to 6 p.m. 16 9 25
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Route 8 — .
Pink Route

Route Days Hours
8A Mon-Sat | 7:00 a.m.— 6:55p.m.
Express 5:50 a.m. and 7:00 p.m.
8B Mon-Sat | 7:30 a.m.—7:25 p.m.
Express 6:20 a.m., 7:30 p.m.

Major Destinations:

Government Center
Farm Workers Village
Collier Health Dept
Career Center

Roberts Center
Lake Trafford Rd
Commerce Avenue

Winn Dixie

Route Characteristics:

Weekday Frequency: 90 Minutes
2011 Annual Revenue Hours: 8,666
2011 Annual Revenue Miles: 155,106
Route Performance:

2011 Annual Boardings: 96,390
2011 Passengers/Revenue Hour: 11.1
2011 Passengers/Revenue Mile:  0.62
2011 Cost/Passenger: $ 6.56

2011 Annual Operating Cost: $ 632,675

Boardings by Time of Day:

Based on Actual One-Day Ride Check
Counts performed in March 2012.

Weekday Boardings by Time:

Saturday Boardings by Time:

Time of Day 8A | 8B | Total Time of Day 8A | 8B [Total
6 to 9 am. 107| 34| 141 6 to 9 am. 35 3 38
9 a.m. to Noon 87| 67| 154 9 a.m. to Noon 55 50| 105
Noon to 3 p.m. 43| 55| 98 Noon to 3 p.m. 18 24 42
3 to 6 p.m. 29| 22| 51 3 to 6 p.m. 14| 13| 27
After 6 p.m. 8| 19| 197 After 6 p.m. 6 11 17

Daily Boardings:

Day 8A 8B Total
Weekday 274 197 471
Saturday 128 101 229
Sunday N/A N/A 138
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< i, | Brown Route
Route Days Hours
9 Mon-Sat | 7:00 a.m.— 6:44 p.m.
Sun 8:30 a.m.—5:14 a.m.
8 Major Destinations:
§ S, - Government Center Walmart
i-g,g ] US 41/Rattelsnake Freedom Square
g¢=d8 Johns St/ US 41 US 41/Walmart
| 0 Charlee Estates
PAIg J31][0D ‘£ Big Cypress Flea Market
° o 5
¢ 8 3 Eg s :
A - , I Pam i 5 Route Characteristics:
5 92
5 b Ossy o
£ Weekday Frequency: 90 Minutes
£ 3
5 % 2011 Annual Revenue Hours: 4,117
2 R
) &
i ,o(&& 2011 Annual Revenue Miles: 66,982
Té \0{\&
b uieg Kunon ) <
- Route Performance:
5 ;3% 2011 Annual Boardings: 77,823
3] 2011 Passengers/Revenue Hour: 18.9
B
i% 2011 Passengers/Revenue Mile:  1.16
2011 Cost/Passenger: $ 3.86
aAlg 210yshegd
2 2011 Annual Operating Cost: $ 300,531
Daily Boardings:
; Da Total
. . Based on Actual One-Day Ride Check y
Boardin Time of Day: :
Ooa d gS by eo ay Counts performed in March 2012. Weekday 258
Weekday Boardings by Time: Saturday Boardings by Time: Saturday 221
Sunday 258
Time of Day Total Time of Day Total
6 to 9 a.m. 62 6 to 9 a.m. 30 Sunday Boardings by Time:
9 a.m. to Noon 61 9 a.m. to Noon 65 Time of Day Total
6 to 9 am. 47
Noon to 3 p.m. 78 Noon to 3 p.m. 86 9 a.m. to Noon 68
3 to 6 p.m. 57 3 to 6 p.m. 40 Noon to 3 p.m. 104
After 6 p.m. N/A After 6 p.m. N/A 3 to 6 p.m. 39
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Route 10 — 7~
Lime Green Route

Route Days Hours
10 Mon-Sat 6:00 a.m.— 5:50 p.m.
Sun 12:00 p.m.—1:20 p.m.

3:00 p.m.—4:20 p.m.

Major Destinations:

CAT Ops Center

Walmart

CR 951/Golden Gate
Golden Gate/Santa Barbara
Coastland Mall

Sweet Bay/Pine Ridge
Goodlette/Golden Gate

Route Characteristics:

Weekday Frequency: 90 Minutes

2011 Annual Revenue Hours: 2,828

2011 Annual Revenue Miles: 53,200

Route Performance:

2011 Annual Boardings: 27,429

2011 Passengers/Revenue Hour: 9.7
2011 Passengers/Revenue Mile:  0.52
2011 Cost/Passenger: $7.53

2011 Annual Operating Cost: $ 206,457

Daily Boardings:

. . . Based on Actual One-Day Ride Check Day Total
Boardlngs by Tlme Of Day° Counts performed in March 2012. Weekday 144
Weekday Boardings by Time: Saturday Boardings by Time: Saturday 281
Sunday (Two Trips) 64
Time of Day Total Time of Day Total
6 to 9 a.m. 36 6 to 9 a.m. 20 Sunday Boardings by Time:
9 a.m. to Noon 28 9 a.m. to Noon 77 Time of Day Total
12:00 p.m. -1:20 p.m. 35
.m. .m. 2
Noon to 3 p.m 37 Noon to 3 p.m 129 3:00 p.m.—4:20 p.m. 29
3 to 6 p.m. 43 3 to 6 p.m. 55
After 6 p.m. N/A After 6 p.m. N/A
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Section 5 Service Improvement Discussion

Like many American communities, Collier County is attempting to cope with the impacts of two very
contradictory market forces. The first impact is continuing suburbanization that is expanding the
footprint of urban development, with population densities declining, which in turn creates longer
travel distances to work, shopping and school. Because potential customers need to travel farther in
order to accomplish their daily routines, the natural disparities between auto travel and transit are
becoming ever more apparent. This puts local transit services at a disadvantage relative to auto travel.
However, auto travel is becoming more difficult and travel times are increasing due to increasing
congestion.

At the same time, a second market trend, the growing desire for alternative travel options across the
country, including Collier County, is placing pressure on CAT to initiate transit service in auto-oriented
neighborhoods that are ill-suited to traditional transit solutions. These contradictory trends are often
given voice by two complaints,

o “Why don’t you have a bus that serves my neighborhood?” and
e “Your buses are always empty.”

As CAT has discovered, providing cost-effective transit services to suburban neighborhoods can be
extraordinarily challenging. CAT has worked to adapt to a larger service area by designing and
operating non-loop routes and express routes that link suburban neighborhoods with relatively
distant employment sites. Such services depend upon reaching a critical mass of employees, generally
at one location, depending upon the availability of free parking. When the question is posed regarding
bus service in my neighborhood, CAT staff review the request for service and determine if the
neighborhood has existing services or a bus route is nearby. If additional resources are needed to
expand to that area, the cost would be determined and discussed at the advisory boards.

A second common question relates to empty transit buses being driven around and why so. As
discussed earlier in this report, CAT staff continuously looks for ways in which to lower the number of
miles traveled and ways to fill the buses with as many riders as possible in the shortest time possible.
CAT also continues to keep the number of vehicles as small as possible in order to reduce costs of
purchasing and maintaining too many vehicles.

The CAT transit routes provide service to over 70 percent of Collier County, some areas more
populated than other areas, which does result in some buses running at less than full capacity for
some of the legs of their journeys; thus, some buses may not be completely full when they arrive at
CAT transfer centers.

CAT staff is often asked why smaller buses are not used for those areas where not many passengers
are picked up. While it would seem more efficient to use a small bus where there are fewer bus riders
and a larger bus where there are more riders, when we look at the big picture, there are more pieces
to the add to the equation. Because a bus services more than one area of Collier County, that bus may
have a full load during certain parts of the day, but not so full at another. In that case, it would take
two buses if we assigned buses based strictly on capacity, where we can do the job with one bus even
if it isn’t always full. Having the driver switch to a different bus is not a viable option either because
there simply is not enough time to take one bus back to the Operations Center to get another. CAT
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Section 5 e Service Improvement Discussion

would lose efficiency in the travel to and from the garage as well. If only one bus on one route is
considered, it may appear that it could be done better with smaller vehicles; however, when the entire
CAT transit network of 10 routes is considered, switching vehicles during lower demand times does
not improve the overall efficiency of the system and adds additional capital vehicle costs.

Vehicles are expensive. The most cost effective buses are those vehicles that can be used for many
purposes. Versatility is the key to keeping the number of CAT buses at a minimum. The way to hold
down vehicle purchase costs and maintenance costs is to keep the number of vehicles needed low. So,
while running a larger bus for a few passengers may seem inefficient, it is more efficient than keeping
two vehicles on hand. The miles per gallon gained by using a smaller bus is not enough to make up for
the cost of purchasing and maintaining that second bus. In these tough economic times, CAT continues
to be diligent in providing efficient and cost effective service.

Across the country, transportation planners and public officials are facing these same issues. While
none have yet identified a “silver bullet” that will create full buses in suburban neighborhoods,
communities that have experienced the greatest success generally seem to include three elements in
their planning processes.

o First, they work to get the most potential out of the markets that exist. They link the places
where people live with places they want to go. In doing this, they don’t necessarily try to have
a bus route on every street. Instead, they pick their streets very carefully.

e Next, they rely on innovation. Arterial fixed-route transit service was developed as a way of
serving traditional downtowns where most residents worked and shopped. This traditional
type of hub and spoke service began prior to the flight to the suburbs that is prevalent in many
communities today, including Collier County. By providing multiple transfer locations for
passengers, CAT has been moving away from the traditional hub and spoke transit model,
which is appropriate for low density developments occurring in Collier County. There will
likely be future opportunities for transit locations for CAT as revenues become available to
expand the services area.

e Finally, they identify their expectations for each of the services they operate. They also
consider what measures are appropriate if a service does not meet those expectations and are
then willing to follow through. One of the hardest things most transportation planners must
do is take away a highly unproductive service from someone who has grown to depend upon
that service. That is why thoughtful planning before the service goes into effect is so
important.

Through conversations with CAT’s management team, operators and customers, the project team has
identified several issues that impact the system’s overall design philosophy and affect several routes
in the way they are answered. This opening section offers a general discussion of those issues that is
supplemented by the detailed short-term route recommendations that are presented later in this
report.

5.1 Service to Emerging Neighborhoods

As noted previously in Section 2, Collier County’s dynamic growth is placing new service demands on
the system, often from neighborhoods that were designed with little thought to public transportation
services. One example includes neighborhoods with one entrance, which provides little option for a
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Section 5 e Service Improvement Discussion

public transit vehicle to maneuver through a neighborhood or to adequately turn around. Another
example includes gated communities with limited pedestrian pathways to/from the local shopping
center or to service workers searching for employment. Population growth in recent years shows
development in the northeastern portion of Naples and into the Immokalee areas. These areas
represent areas where future development of the public transportation may be expected and where
needs may increase over time. Other areas include four major unincorporated community areas of
population concentration where approximately 54 percent of the total population in Collier County
includes:

e North Naples (17%), located approximately from the Lee/Collier County Line to Pine Ridge
Road and extending east from the Gulf of Mexico to roughly the Livingston Road area.

e Golden Gate (14%), located east of I-75, approximately just south of Pine Ridge Road and just
north of Davis Boulevard.

e Urban Estates (12%), approximately located from the Lee/Collier County line to Green
Boulevard in the south and from roughly Livingston Street to just east of CR 951.

e Rural Estates (11%), approximately located between Immokalee Road to I-75, from just east
of CR 951 to just east of Everglades Boulevard.

5.2 Clockface Headways

Virtually every CAT route currently operates on either a 60 or 90 minute headway. The reason for the
existing schedules is to provide a more extended service area to Collier County residents. The study
team recommends that a major focus for CAT is to begin the institution of clockface headways to a
minimum of 60 and 30 minutes. Section 6 provides more detailed information by route for frequency
improvements. In some cases, existing routes and vehicle commitments may allow more frequent
service without adding resources. One example may be for Route 2 to drop the south service loop,
which would be picked up by another route, and increase frequencies to 30 minutes in the future.
However, more commonly, routes will need to be shortened or vehicle commitments will need to be
increased in order to achieve a clockface operation.

5.3 Integrated Transportation System

Transit and automobiles are two prominent modes making up the entirety of the transportation
network. In attempting to improve service of the transit system, it is important to consider how transit
can best work with automobiles to provide viable alternatives for meeting transportation demands. If
done efficiently, transit can ultimately serve to extend the capacity of the roadway by providing a truly
multimodal network for commuters who utilize the network the most. In some cases this integration
can be best accomplished by providing park-n-ride services at key nodes where large commuter
populations live or work. In other cases, improving transit service itself to provide competitive travel
times between transit and automobiles may also be considered.

Many transit agencies attempt to provide travel times that are no more than twice what a person
would incur via private automobile. As Collier County continues to grow, this will prove increasingly
difficult. Trips that are from one side of the metropolitan area to the other likely require a transfer or
layover at a transfer center. The travel times required on transit pose significant barriers to transit use
and illustrate CAT’s challenges when it attempts to serve outlying neighborhoods. Some measures that
CAT can take to reduce some travel times include mid-route layovers be eliminated in order to reduce
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end-to-end travel times on major routes. One example is the existing Route 4, which has an extra 15
minutes built into the schedule. CAT is looking at expansion areas for this route to eliminate the
additional layover minutes. In addition, it recommends that, whenever possible, layovers at the
transfer stations should be limited to five minutes.

5.4 Transfer Coordination

Collier Area Transit operators attempt to coordinate transfers at each of the existing transfer points.
Given the region’s dispersed travel demands, outlying transfer centers are appropriate. It is unrealistic
to expect CAT to make timed transfers at all transfer centers. However, the busiest destinations such
as Government Center and Creekside should be prioritized.

5.5 Proposed Service Performance Measures

A transit system like CAT must be able to respond to constant change, whether there is ridership and
operational growth or a decline in service funding. While it is normal to experience fluctuations in
ridership and service delivery, data must be available in order to objectively justify any system
modifications. This data, commonly referred to as “service performance measures,” is essential to
understanding and communicating the performance of the system and individual routes.

Effective service performance measures, and accompanying agency-identified service performance
standards and goals, ensure that:

o Stakeholders and riders have a clear understanding of what the performance goals for the
system, a route, or a ‘family’ of routes (service types).

e Precise information is collected on the performance of the system and routes which is more
informative than just ridership numbers.

e Technical staff is provided with the guidance when evaluating the system or routes.

o (Changes to the system or routes utilize objective standards which justify and support the
changes.

e Protect the interests of the transit provider from subjective requests for system or route
changes that may not have a justifiable reason.

5.5.1 Performance Points of View

Service performance measures are evaluated from many points of view, as customers, the community,
and the transit agency may value the various measures in different manners.

5.5.1.1 Customer

For customers, important service performance measures fall under one of two categories: 1) transit
service or 2) comfort and convenience. The availability of transit service and the relative comfort and
convenience of the service must satisfy the needs of customers before transit is considered as an
option for a given trip.
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Transit Service

Transit service is, at its most basic level, the availability (or unavailability) of service and includes the
following:

e Spatial availability - Where is service provided? How do customers access the service?
o Temporal availability - What days and hours is the service provided?

e Information availability - Do customers know about the service provided? Do customers
know how to use the service provided?

e (apacity availability - Is passenger space available on the service provided?

Comfort and Convenience

Acceptable comfort and convenience levels may differ between customers, and includes the following
items (that are fully or partially under the control of the transit agency):

e Service delivery - How well does the agency provide service on a regular basis? Is the agency
meeting customer expectations?

e Travel time - How long does a transit trip take? How does this travel time compare to other
modes?

o Safety and security — Do passengers feel adequate lighting and bus stop amenities are
provided at major bus stop locations? Do passengers feel safe exiting the bus and traveling to
their final destination?

e Maintenance - Does the agency have spare buses available to maintain service levels if a
transit vehicle breaks down? Are the vehicles clean and free of vandalism?

5.5.1.2 Community

Service performance measures evaluated by the community may be identified as either 1) benefits or
2) impacts. Most benefits are directly related to accompanying impacts, so it is up to individual
communities to identify acceptable trade-offs between the various benefit and impacts.

Benefits

Benefits are typically measured as they relate to the provision of transportation to persons within the
community; especially community members without ready access to a private automobile (seniors,
persons with disabilities, etc) include the following:

e Reduction of air pollution

e Travel when an automobile is not available
e Parking congestion mitigation

¢ Reduction of traffic congestion

e Job accessibility for those who are economically disadvantaged
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Impacts

Impacts are typically measured by relation to the negative aspects of providing transportation to
persons with the community. Impacts, which may be easier to quantify than benefits, include the
following:

o The amount of taxes directly or indirectly paid for transit service
e The visual attractiveness or unattractiveness of public facilities

e Loud noise or diesel fumes from buses

e The perception of waste or inefficiency of bus service

e Empty buses

5.5.1.3 Agency

Service performance measures evaluated by the agency include those that are important to customers
and the community, along with others that identify the success (or lack of success) of the agencies
mission—fundamentally to provide transit service and be an asset to customers and the community,
and include the following:

e Operational efficacy - Is the agency doing the right thing to meet the demand for transit
service?

e Operational efficiency - Is the agency doing things correctly to provide transit service given
system constraints (staff, budget, etc)?

e Organizational performance - How well is the service working? What improvements are
desirable? What actions should be taken to improve the service?

5.5.2 Suggested Performance Measures

Based on conversations with customers, community members, key stakeholders, and agency staff, and
a review of industry standards and the ability of CAT to quantifiably measure their performance in
these areas in comparison to their transit agency peers (as defined in the TDP), the following service
performance measures are recommended for CAT. These performance measures were chosen with
the end goal of providing a safe, efficient, and attractive system that will increase ridership by more
efficiently and effectively serving major activity centers concentrations of residential and employment
locations within the County. The measures provide an ability to evaluate how well the agency is
performing and tie investment decisions in the CAT system to improvements in performance that
serve passengers and community needs. These improvements to performance will also equate to
improvements in cost effectiveness and efficiency in the system, with greater ridership gains,
increased farebox recovery potential, and safer, more streamlined services that both connect people
to their destinations in the most cost effective manner possible and encourage use of fixed-route
services over more costly provisions of paratransit service for disabled users.

These performance measures represent both national standards for efficiency and effectiveness and
evaluation of the system in comparison to CAT’s peer transit agencies (defined in the TDP). Although
performance measures are defined individually in the following sections, it should be understood that
these performance measures are interrelated. As such, descriptions have been provided as
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appropriate within each of these descriptions to indicate how other performance measures listed may
be impacted by changes in one specific performance measure. In particular, ways of relating these
measures back to agency performance measures of cost effectiveness and efficiency are provided
wherever possible to address Board of County Commissioners (BCC) concerns about tying
performance to costs.

Benchmarks established represent proposed improvements and recommendations included in this
COA, and should not be construed as static factors. As transportation, funding, and route demands are
dynamic factors, it is recommended that these performance measures and benchmarks be reviewed
on an annual basis for any needed updates based on current conditions and national, state and local
trends. Periodic monitoring of these factors should be established in coordination with the proposed
Transit Advisory Group (TAG) and reported at least annually to the BCC to ensure transparency,
accountability and to justify proposed operational and capital improvements that may be needed to
meet these performance targets.

It should be noted that the recommended service performance measures will only be effective if they
are:

e (lear and understandable

e Reliable and credible

e Include a variety and number of quantitative and qualitative measures (inter-related)
e Directly linked to agency and community goals

e Developed with customer, community, key stakeholder, and agency staff input

Passenger

1. Service Coverage - Service coverage is one of the most important factors in evaluating transit
service. This performance measure targets how well the transit system serves the community by
evaluating the percentage of the community served (service area coverage compared to total
county area). The Transit Capacity and Quality Level of Service Manual provides nationally
recognized performance measures to evaluate service coverage based a quantifiable A through F
rating scale, as shown in Table 5.1 below.

The existing coverage is 74 percent today, equating to LOS C. It should be noted that given the
large service area to be covered, conservation boundaries, and the existing land use densities and
distances between major origins and destinations in the County, the CAT system is currently
performing quite well in terms of this measure. The ability to provide service coverage is heavily
dependent on land uses that either make transit easier or more difficult to serve, and therefore
establishing a Benchmark of LOS C for the CAT system provides a blueprint for the future that can
reasonably be accommodated given existing land uses and conservation boundaries. Given the
number of conservation areas within the County, this benchmark represents the highest LOS that
can reasonably be achieved along existing major roadways while retaining the integrity of
conservation boundaries.
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This service measure may be used by CAT staff in concert with other measures of land use and
capital investment that affect the ability to meet and improve upon this performance target. Some
of the land use and capital investment factors that may affect the ability of CAT to meet or improve
this performance benchmark and which should be monitored in reviewing this performance
measure include:

e The measure of the population in the county that is located within a quarter-mile of
transit. This distance is a general rule of thumb for reasonable walking distance to transit.
Sidewalk accessibility also lends to the walkability to transit service, as does lighting
availability and general topography and weather conditions.

e Level of connectivity to and from transit routes to bicycle and pedestrian pathways. The
Federal Transit Administration has identified that suitable bicycle connections to transit
are generally within three to five miles. Other considerations are whether bicycle facilities
are provided at major origins and destinations and on buses to support bicycles accessing
transit.

e The location of areas within the County that contain densities which are transit
supportive. This is generally considered to be three dwelling units per acre. CAT staff may
also consider reviewing net densities in areas of concentrated growth where origins and
destinations may be clustered given the land use designations within Collier County.

e Where access to transit by walking or bicycling is not feasible due to land use
configurations, collocating of park-n-rides to better serve potential customers. These
facilities should be carefully identified and based on existing ridership, population, and
areas of heavy congestion where transit may serve to support the existing roadway
capacity by providing additional mobility options.

Table 5.1 Service Coverage Target Performance Measures

LOS % Transit Service Area Comments
Covered
A 90.0-100.0% Virtually all major origins & destinations served
B 80.0-89.9% Most major origins & destinations served
C 70.0-79.9% About % of higher-density areas served
D 60.0-69.9% About two-thirds of higher-density areas served
E 50.0-59.9% At least % of the higher-density areas served
F <50.0% Less than % of higher-density areas served

Source: Transit Capacity and Quality of Service Manual, 2" Edition.

Existing CAT Service and Proposed Benchmarks

CAT Service Area 1,500 square miles

Collier County 2,025 square miles

74% of total square miles
LOS C
BENCHMARK LOS C (70-79.9%)

Existing Coverage
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Service Frequency - How often service is offered and the wait time for passengers is also one of
the most important factors determining whether someone will use transit service and has a
direct effect on ridership and the economic vitality of the County since the CAT system is largely
responsible for providing service to passengers that use it for access to their jobs. Targets for
service headways are also provided in the Transit Capacity and Quality Level of Service Manual
and provide quantifiable measures of how well the CAT system is performing.

Currently, CAT operates at headways of 60 to 90 minutes, with the majority of routes operating at
90 minutes or longer. The average headway for the system as a whole is therefore currently 83
minutes, or LOS F. Reaching a system wide average of 30 to 60 minutes (LOS E) is a long term
performance goal and an increase in operating revenues will be the primary impetus for this
performance measure to be met. More realistically, making incremental improvements to service
headways as funding becomes available, particularly prioritizing high performing routes with
higher ridership demands will be the most reasonable path for justifying these improvements in
service over time.

CAT goals for the system wide headway average is 77 minutes or less in the short-term, and 60
minutes or less for the long-term. The short term target of 77 minutes is based on a comparison of
the existing system wide frequency average (83 minutes) and the proposed system wide average
(70 minutes) should increases to service frequencies be made to the top four performing CAT
routes as proposed in this COA. Understanding that increasing the frequency on these routes is
dependent upon available increases in funding, this benchmark of 77 minutes represents the
system wide average should increases in frequency be made to just two of the top four performing
routes in the short term. The long term benchmark of 60 minutes is again based upon available
funding for increased operational costs to enhance frequencies, and is based on the national
standard for improving CAT’s LOS by one grade to LOS E in the long term. Table 5.2 below
provides further information on these national standards as well as proposed route level
increases to frequency recommended for the short term and long term and benchmarks for those
time periods.
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Table 5.2 Service Frequency Target Performance Measures

LOS Avg. Headway (min) veh/h Comments

A <10 >6 Passengers do not need schedules

B 10-14 5-6 Frequent service, passengers consult
schedules

C 15-20 3-4 Maximum desirable time to wait if
bus/train missed

D 21-30 2 Service unattractive to choice riders

E 31-60 1 Service available during the hour

F >60 <1 Service unattractive to all riders

Source: Transit Capacity and Quality of Service Manual, 2n9 Edition.

Route Peak Headway Existing Short-term Long-term
1 - Red Route — Creekside 90 minute 90 60 30
2 — Orange Route — NCH-Mall 60 minute 60 60 30
3 — Purple Route — Golden Gate 90 minute 90 60 30
4 — Green Route — Edison 90 minute 90 60 30
5 — Blue Route — Immokalee 60 minute 60 60 60
6 — Yellow Route — Pine Ridge 90 minute 90 90 60
7 — Light Blue Route — Marco Island n/a
8 — Pink Route — Immokalee Circulator 90 minute 90 90 60
9 — Brown Route — Charlee Estates 90 minute 90 60 60
10 - Lime Green Route - Goodlette 90 minute 90 90 60
Bench Mark Avg headway - 83 minute 83 70 a7
Target Performance Measure <= 77 minute | <= 60 minute

Note: Shading indicates recommended priority headway route changes should additional revenues become available.

There are no objective national measures available that will provide a defined measure of ridership
gains that can be expected from improving frequency. This is because each transit system has unique
economic and demographic factors shaping the community profile, and as such, different levels of
transportation demands. That being said, one of the ways in which CAT can monitor how effective
increasing frequencies is on their routes is to closely monitor how the changes in service frequency
impact agency productivity performance measures (discussed later in this action) such as passenger
trips per mile and passenger trips per hour and cost efficiency and effectiveness targets. This
comparative measure will allow CAT to not only review increases in ridership gained from frequency
increases, but also how these ridership gains are impacting service effectiveness and cost efficiency.
When route frequencies are enhanced along routes where there is greater potential for serving a
number of major activity generators and concentrated residential communities, the greatest increases
in service productivity and cost efficiency are expected as a result of the increases frequency.

In addition, to justify increases in service frequency there should be a correlation between the
proposed improvement and ridership demand thresholds. Reviewing service frequency
enhancements in relation to ridership demands and benchmarks (discussed later in this section) on a
periodic basis (quarterly) can help establish baselines for making such recommendations. Additional
justification for improvements to service frequency may also involve periodic driver questionnaires or
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on-board surveys that help substantiate whether the needed improvement on high performing routes
is increased frequency or increased service spans (times of day and hours of day the service runs).

3.

Service Span - The service span measures the number of hours in the day that a service is offered
and directly relates to meeting passenger demands and how likely it is that someone will use the
service. Enhancing frequency and span of service share the benefit of providing system flexibility
and promote use of the transit system. The more choices customers have in selecting travel times
at times of day that they need, the greater the potential for utilizing the transit service as a viable
alternative transportation mode.

The Transit Service and Quality Level of Service Manual provides LOS performance measures for
span of service. Currently, the CAT system wide average is a LOS D, or averaging a span of service
of 13 hours per day. Benchmarks are proposed on a route by route basis as shown in Table 5.3.
These benchmarks are based on the findings of the COA on top performing routes (Routes 1, 2, 3,
and 9), maintaining or enhancing existing span of service hours for routes accordingly, and the
desire to increase service spans on high performing routes to meet Federal Transit Administration
thresholds of 14 or more hours per day (LOS C or better) for additional competitive grant funding
(e.g. Very Small Starts Program) applicability. Given these factors, the LOS Benchmarks for the top
four performing routes (1, 2, 3 and 9) are proposed at LOS C. Currently, Route 3 is the only route
which meets this standard. Incremental improvements prioritizing span of service enhancements
to these top performing routes are recommended as funding becomes available and as service is
determined to be warranted by ridership, on-board surveys, and other service evaluation
justifications. Maintaining span of service LOS on all other routes is proposed without increased
benchmarks; however, regular monitoring of the system over time may warrant updating this
performance measure to reflect increasing transit demands on these routes.

Table 5.3 Service Span Target Performance Measurements

LOS Hours of Service Comments
A 19-24 Night or “owl” service provided
B 17-18 Late evening service provided
C 14-16 Early evening service provided
D 12-13 Daytime service provided
E 4-11 Peak hour service only or limited midday service
F 0-3 Very limited or no service

Source: Transit Capacity and Quality of Service Manual, 2n9 Edition.
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Schedule Existing

Daily Hrs Existing LOS LOS Benchmark

1 - Red Route - Creekside 6a-7:20p 13.25 D C

2 - Orange Route - NCH-Mall 6a-6:46p 12.75 D C

3 - Purple Route - Golden Gate 4:35a-6:51p 14.5 C C

4 - Green Route - Edison 6a-6:57p 13 D C

5 - Blue Route - Immokalee 3:45a-8:08p 16.5 B B

6 - Yellow Route - Pine Ridge 6a-5:44p 12 D D

7 - Light Blue Route - Marco Island 6a-6:30p 12.5 D D
8 - Pink Route - Immokalee Circulator | 5:50a-8:28p 14.5 C C
9 - Brown Route - Charlee Estates 7a-6:44p 11.75 E C
10 - Lime Green Route - Goodlette 6a-5:50p 12 D D

4. Stop Accessibility - This measure is a qualitative assessment of Americans with Disabilities Act
(ADA) compliance and modal access to stops (bicycle, pedestrian, and automobile). Increasing
stop accessibility may better serve existing riders in providing a safe and accessible system. It
may also help to convert more costly paratransit trips to more cost effective fixed route services.
The CAT system currently has 553 bus stops within the system. An assessment of ADA
accessibility is needed to identify existing and benchmark targets for accessibility and should be
a priority to better monitor service provision and provide safe and accessible stops in the County.
Once established, benchmarks for this performance measure may be set to improve stop
accessibility over time.

Although no national standards are provided for stop accessibility, a similar LOS standard to other
measures within the Transit Capacity and Quality Level of Service Manual are provided in Table
5.4 and can serve to frame existing coverage and any proposed improvements that are needed to
enhance how well CAT is meeting stop accessibility grades.

Table 5.4 Stop Accessibility Target Performance Measures

LOS % Accessible Bus Stops Comments
A 90.0-100.0% Virtually all bus stops are accessible
B 80.0-89.9% Most bus stops are accessible
C 70.0-79.9% About % of bus stops are accessible
D 60.0-69.9% About two-thirds of bus stops are accessible
E 50.0-59.9% At least % of the bus stops are accessible
F <50.0% Less than % of bus stops are accessible

Note: Based on and consistent with other similar performance targets listed in the Transit
Capacity and Quality of Service Manual, 24 Edition.

5. On-time performance - Probably the most universally used measure of transit service
reliability is on-time performance (OTP). Whether early or late, service that does not
consistently retain on time performance will negatively influence both customer perceptions
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about the system and the effectiveness and efficiency of the system as a whole. In Collier County,
other related factors may also include variations in traffic conditions resulting from seasonal
populations during the winter months. Table 5.5 provides LOS standards for on-time
performance. Based on estimates from staff, CAT currently operates at an OTP of 95%, or LOS A.
The goal for this performance measure should be to retain this LOS A rating over time. New
technologies that CAT is installing, like mobile data terminals, will allow for more regular
monitoring of this performance measure (quarterly review).

It should be noted that this measure of OTP may be influenced by a number of other related
factors, including traffic conditions, vehicle reliability, scheduling issues (too little or too much
time factored into a route), or staffing issues. As CAT continues to monitor their OTP, examining
reasons for OTP performance issues and proposed improvements to address these issues will be
needed to ensure the usefulness of this performance measure. This may include reviewing and
revising this performance measure to account for seasonal population fluctuations and increased
traffic congestion, and identifying any transportation systems management investments (such as
transit signal priority) that could help to better meet on-time performance standards.

Table 5.5 On-Time Target Performance Measures

LOS On-Time Percentage Comments*
A 95.0-100.0% 1 late transit vehicle every 2 weeks (no transfer)
B 90.0-94.9% 1 late transit vehicle every week (no transfer)
C 85.0-89.9% 3 late transit vehicles every 2 weeks (no transfer)
D 80.0-84.9% 2 late transit vehicles every week (no transfer)
E 75.0-79.9% 1 late transit vehicle every day (with a transfer)
F <75.0% 1 late transit vehicle at least daily (with a transfer)

Source: Transit Capacity and Quality of Service Manual—2nd Edition

NOTES:

(1) Rankings apply to all routes with a published timetable, particularly to those with headways longer than 10

minutes.

(2) “On-time” is considered 0 to 5 minutes late, and can be applied to either arrivals or departures, as

appropriate for the situation being measured. Early departures are considered on-time only in locations
where no passengers would typically board (e.g., toward the end of a route).

* Individual’s perspective, based on 5 round trips per week.

6.

Customer Satisfaction - Customer satisfaction can be measured through a variety of indicators,
and is typically measured through on-board survey instruments. For the purposes of this COA,
passengers were provided an on-board survey and asked to rate the quality of service provided
by CAT. The response categories included very poor (1), poor (2), fair (3), good (4), and very
good (5). Each category was given a numerical value from one to five, and the average response
was then calculated for each attribute. An average score of 3.0 or higher would indicate meeting
or exceeding service quality perceptions for that particular attribute. The base year findings
conducted for this COA may be used to compare with future customer satisfaction survey
responses. This information may also be used to identify service quality improvements that can
help achieve this performance measure. As such, a benchmark of 4.0 or greater has been set for
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maintaining and enhancing service quality in the future. As illustrated through the existing
survey data, improvements warranted to meet these benchmarks could include improvements to
on time performance, bus frequency, and bus shelters and amenities.

Table 5.6 Customer Satisfaction Target Performance Measures

Customer Satisfaction - Onboard Survey Questions 2012 Avg Score Target

How often the buses run on this schedule 3.7 >=4.0
2 | How courteous was the bus driver during your trip 4.2 >=4.0
3 | How directly does this route go to your destination 4.0 >=4.0
4 | How is the length of time your trip takes 3.8 >=4.0
5 | How on-time is this bus running today 4.1 >=4.0
6 | How safe did you feel today while waiting for your bus 4.1 >=4.0
7 | How was the shade or shelter where you waited 3.3 >=4.0
8 | How clean was this bus today 4.2 >=4.0
9 | Your overall satisfaction with CAT 4.2 >=4.0
Community

7. Activity Generators - Providing transit services within an acceptable walking distance of major
activity generators within the Community is an important measure of how well the service is
meeting community service needs. These activity generators include major retail centers,
hospitals as well as colleges and universities. The Transit Capacity and Quality Level of Service
measures for service coverage apply to these more specific points of location as well and are used
to evaluate service access in the community to these important destinations and establish
benchmarks for performance. Table 5.7 provides LOS rankings for reaching these major
destinations and existing and established benchmarks for performance. Existing access to these
destinations was determined using geographic information systems (GIS) data to identify
whether bus stops are located within a quarter-mile radius of major destinations. This radius is a
national standard rule of thumb for acceptable walking distances to transit, entailing an
approximate distance equal to a five minute walk.

It should be noted that in some cases, reaching all major destinations is not possible. Reasons for
this may include increased costs for establishing new or extended services and land uses that do
not currently support enhanced transit services due to distances between major points of interest
or lack of sufficient ridership gains to support costs of service enhancements. As this performance
is monitored, it is recommended that as specific locations are identified that are not served by
transit stops, CAT staff review and outline the reasons that services have not been established in
these areas. When activity center locations are identified which do meet transit supportive land
use densities and which are currently not served, CAT staff should develop cost estimates for
extending service to these locations. Working with the TAG, a recommendation should be made
for supporting extensions of service to the MPO Board and BCC for review and approval of these
requests along with reasonable data for the support of the request. As updates to the TDP occur,
CAT staff may also consider modifying ridership surveys to include important destinations where
the need for extensions of service can be further justified. This will help CAT staff to identify
existing rider priorities for extensions of service and help monitor newly arising activity
generators for proactive planning of the transit system. Other activity generators not included at
this time, such as serving regional parks, may be considered as future updates to performance
measures are made. The addition of these measures will need to be reviewed by CAT staff to
identify priority parks to be served based on local knowledge and community desires. For
instance, currently CAT services do not extend to beach parks. The desirability of this service
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should be reviewed with representatives for communities within the County and with
consideration to future marketing plans for the CAT service.

Table 5.7: Thresholds and Benchmarks for Activity Generator Proximity

LOS % Bus Stops Accessible Comments
(.25 Miles)
A 90.0-100.0% Virtually all major origins & destinations served
B 80.0-89.9% Most major origins & destinations served
C 70.0-79.9% About % of higher-density areas served
D 60.0-69.9% About two-thirds of higher-density areas served
E 50.0-59.9% At least % of the higher-density areas served
F <50.0% Less than % of higher-density areas served

Stops Total
Total Within .25 % Stop Existing  Benchmark
Activity Generator County Mi Coverage LOS LOS
Major Retail 24 23 96% A A
Hotels 76 41 54% E E
Major Hospitals 7 7 100% A A
Major Libraries 10 9 90% A A
Colleges/Universities 4 2 50% E E

Comments regarding the existing coverage noted above include:

e Major Retail: The only major retail center not served near transit is Venetian Bay. This center
is located near the beaches west of U.S. 41. Desire for service in this area has not been noted
through public input and this center currently serves the surrounding community living in
this area well. It should be noted that existing retail centers are based on available GIS data,
and that currently this data does not include some newer major retail developments, including
the Target Shopping Center at Immokalee Road and I-75 and 5% Avenue retail. As this
performance measure is reviewed at the next periodic update, it is recommended that CAT
staff coordinate with County Growth Management Division staff to assist in developing a
locally derived major retail generators GIS file.

e Major Hotels: Hotel data was determined using June 2011 GIS data from Florida Geographic
Data Library (FGDL). Providing access to hotels may be an important long term strategy for
CAT to coordinate with tourism in the County to attract choice riders. Although only currently
providing bus stops within a quarter-mile of approximately 54 percent of the hotels in the
county, the CAT system provides access to all major hotels along major roadways in the
county, particularly U.S. 41. There are some clusters of hotels near the beach that are outside
of the quarter mile walking distance and located near smaller, local roadways that are not
conducive to transit buses. In addition, some areas along Immokalee Road and near I-75 are
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currently not served. However, these areas are outside of concentrated activity generator
areas that would most likely attract choice riders to use the system. As staff continues to
review this performance measure, consideration may be given to establishing priority
roadways where hotel service is most likely to help serve this choice rider market. Marketing
to hotels and providing materials, such as bus schedules, at these locations may help support
this initiative and be used to identify priority areas where service is most desirable for
tourists.

e Major Hospitals: All major hospitals contain a stop within a quarter mile of existing transit
service.

e Major Libraries: Library coverage was determined using the most recent Collier County GIS
data on libraries in the county. The only library not covered at this time is located in
Everglades City. The distance from existing services as well as limited funding to expand
service are reasons this location is not planned for service in the near future.

o Colleges/Universities: Colleges and Universities were determined using a combination of
County and statewide GIS data. There are two colleges not currently accessible using transit in
the County. These include Ave Maria and Hodges University. Both are outside of the existing
CAT service limits, and both distance and limited funding constrain the ability to serve these
areas. Hodges University (located north of Immokalee Road near [-75) does exhibit
enrollment above 1,000 students and surveys to monitor the need for service in this area may
be conducted as a longer term strategy to target this activity generator. Ave Maria contains
enrollment of over 300 students and may be monitored should service improvements be
recommended in the long term to extend service to this area. At this time, no service
improvements are recommended due to costs versus potential ridership to be gained by
extending service to Ave Maria.

Finally, it should be noted that this coverage only provides performance measures for colleges
and universities within the county. Future considerations for this performance measure may
include reviewing important college and university connections from a more regional
perspective and considering destinations outside of the Collier County boundary. Working
with other service providers, such as LeeTran, has been successful in the past for making
greater regional connections and should continue, as appropriate, in identifying extensions of
service that would make these connections feasible.

Agency

8. Vehicle Reliability - CAT bus riders have high expectations that the vehicles providing service
for them will operate each day. The performance measure used to assess vehicle reliability is
derived from the number of mechanical system failures occurring at the agency. The mechanical
system failures must be recorded and reported to the National Transit Database (NTD).

Several factors affect the number of major mechanical system failures incurred by a transit agency
including local operating conditions, types of vehicles operated, and effectiveness of the
maintenance program. The NTD includes two variables that can be used to assess the mechanical
reliability of revenue vehicles. The first is the number of major mechanical system failures.
Mechanical failures prevent the vehicle from completing a scheduled revenue trip or from starting
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the next scheduled revenue trip because actual movement is limited or because of safety concerns.
Examples of major bus failures include breakdowns of air equipment, brakes, doors, engine
cooling system, steering and front axle, rear axle and suspension and torque converters.

The second variable reports some other mechanical element of the revenue vehicle that, because
of local agency policy, prevents the revenue vehicle from completing a scheduled revenue trip or
from starting the next scheduled revenue trip, even though the vehicle is physically able to
continue in revenue service. An example may be a shortage of available drivers or a special
community event that prevents transit service operating during a particular day.

This performance measure also uses the number revenue vehicle miles; therefore, allowing CAT to
develop goals of not to exceed a particular number of miles in between breakdowns or mechanical
failures.

Peer comparisons are used to identify how well the CAT system as a whole is performing in
comparison to like systems. In relationship to its peers, CAT is exceeding the peer average
benchmark of 10,550 average miles between the number of vehicle system failures. CAT is
currently operating approximately 19,000 miles between every failure, which is a good reflection
on the condition of the CAT vehicles and maintenance performed on the vehicles (as shown in
Table 5.8). CAT should continue the current maintenance program, including preventative
maintenance and replacement of buses, as needed to continue this high performance.

Table 5.8 Vehicle Reliability Target Performance Measures

Vehicles
No. of Revenue Revenue Avg Miles Operating at
Vehicle System  Vehicle Miles between System Maximum
Peer Counties Failures Failures Service
Collier 131 2,499,362 19,079 46
Escambia 168 1,802,221 10,728 32
Pasco 227 1,637,351 7,213 27
Sarasota 543 4,007,634 7,381 43
Space Coast 156 4,124,518 26,439 59
PEER
AVERAGE/BENCHMARK 309 3,256,501 10,550 43

Note: Data were not available for all peers - Lakeland and Manatee; thus not included in review.
Source: 2011 NTD data.

9. Ridership - Ridership is one of the most common performance measures used across the nation
at multiple levels -- transit agencies, state DOTSs, local and county governments, MPOs, etc.
Ridership refers to the number of passenger trips provided by a particular agency. No national
standards exist for ridership due to the subjective native of what type of service is provided,
along with how much service is provided based upon available revenues. As such, the accepted
transit practice standard for reviewing this measure is to compare ridership to historical trends
and to review against peer transit agencies and averages. Peer transit agencies for Collier County
are defined in the County’s TDP and are updated periodically to identify systems with enough
similar performance characteristics to warrant useful comparisons. Table 5.9 provides peer
transit agency information from the 2011 National Transit Database (NTD). Peer averages
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indicate that an appropriate short term benchmark for ridership is approximately 1,830,000
passenger trips.

In addition to ridership, the service area population was used as a secondary factor to develop an
understanding of passenger trips provided. Collier County is slightly above the average service
area population, but well below the peer average for passenger trips per service area population.
This is likely a result of the current headways for most of the routes as 90 minutes. As discussed
throughout this report, as revenues become available, CAT should continue to decrease the
existing headways, which will result in additional ridership.

Table 5.9 Ridership Target Performance Measures

Passenger
Service Area Trips per
Peer Counties Ridership Population Service Area

Population
Collier 1,127,273 333,032 3.4
Escambia 1,374,387 340,067 4.0
Lakeland 1,558,035 110,000 14.2
Manatee 1,605,642 103,000 15.6
Pasco 914,818 464,697 2.0
Sarasota 3,055,085 393,826 7.8
Space Coast 2,460,926 554,354 4.4

PEER

AVERAGE/BENCHMARK 1,828,149 327,657 8.0

Source: 2011 NTD data.

10. Productivity - The productivity performance measure focuses primarily on internal utilization
of resources and related efficiency. The following vehicle utilization measures are used for Collier
County:

e Passenger trips per revenue vehicle hour, and
e Passenger trips per revenue vehicle mile.

These measures are commonly used across the nation as a basis to understand how productive
the transit agency routes and system are working. The accepted transit practice standard for
reviewing this measure is to compare the system-wide performance measures against peer transit
agencies and averages. Peer transit agencies for Collier County are defined in the TDP and are
updated periodically to identify systems with enough similar performance characteristics to
warrant useful comparisons. Table 5.10 provides peer transit agency information from the 2011
National Transit Database (NTD). Peer averages indicate that an appropriate short term
benchmark for evaluating cost efficiency is 17.0 passengers per hour and 1.1 passengers per
revenue mile.
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Table 5.10 Productivity Target Performance Measures

Passengers per
Rev Hour

Peer Counties

Section 5 e Service Improvement Discussion

Passengers per

Rev Mile
Collier 17.03 0.94
Escambia 12.5 091
Lakeland 19.2 1.22
Manatee 18.4 1.15
Pasco 13.1 0.77
Sarasota 15.7 1.04
Space Coast 22.9 1.22
PEER AVERAGE/BENCHMARK 17.0 1.1

Source: 2011 NTD data.

Individual route targets were set for the CAT routes, based upon the existing CAT averages and rules
of thumb used by transportation professionals across the nation for transit agencies. It is a generally
held rule of thumb that a productivity measure over 10 passengers per hour is an approximate
threshold for running fixed-route service. CAT Routes 7 and 8 are on the threshold and need to be
continually monitored. Routes 10 and 6 are below this threshold. In the past, marketing of CAT
services has been limited due to funding constraints. As discussed within this report, marketing of the
transit system is a critical component for all transit agencies across the county - Marketing must be
continuous and an ongoing effort, year after year. Resources must be dedicated to inform Collier
residents and visitor about the CAT system. The proposed route recommendations within this report

are the first step for improving route performance for these two routes.

Table 5.11 Productivity Target Performance Measures

Route Pass/Hr Rank

3 24.3 1
1 23.6 2
2 23.4 3
9 18.9 4
4 15.3 5
5 12.8 6
8 11.1 7
7 10.7 8
10 9.7 9
6 8.7 10
System 17.3

Route Pass/Mile Rank
2 1.74 1
3 1.47 2
1 1.43 3
9 1.16 4
4 1.10 5
8 0.62 6
10 0.52 7
6 0.50 8
5 0.42 9
7 0.38 10

System 0.94

11. Cost Efficiency - Cost efficiencies refer to costs per unit of service and is often measured in
terms of cost per revenue hour and cost per revenue mile. No national standards exist that would
identify optimal ratios for these measures since cost widely varies based on service areas
covered and variations in service provider costs. As such, the accepted transit practice standard
for reviewing this measure is to compare these performance measures against peer transit
agencies and averages. Peer transit agencies are defined in the County’s TDP and are updated
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periodically to identify systems with enough similar performance characteristics to warrant
useful comparisons. Table 5.12 provides peer transit agency information from the 2011 National
Transit Database (NTD). Peer averages indicate that an appropriate short term benchmark for
evaluating cost efficiency is $75.27 per revenue hour and $4.64 per revenue mile.

Since this 2011 NTD was released, Collier County has effectively reduced their costs per revenue
hour from $79.30 reported for 2011 to $73.00 according to the most recent financial data
collected. In addition, system wide averages for cost per revenue mile have also decreased since
the 2011 data was reported, from $4.32 in 2011 to $ 3.98 currently. This indicates strong cost
efficiency for the CAT in terms of peers and the peer average and should be monitored as natural
increases in pricing occur or as these costs no longer meet or exceed the peer average.

The table below also provides similar existing performance measures by route. As evidenced in
the table, the cost per revenue hour remains stable at $73.00 and is consistent with the contract
rate from the service provider. In addition to this contract rate, there are two factors affecting the
total cost per revenue mile for CAT. The first is the number of revenue hours operated, which
determines total costs per route. The second factor is revenue miles, which relates to the length of
the route. Monitoring these measures therefore requires a balancing of meeting community
transit needs and the costs of providing those services. Increases in services will increase costs
and this is the very reason that peer group averages provide useful information in determining
how much cost is determined to be too much for improving transit service in a community.
However, if investments are made with attention to making shorter, more efficient trips by
creating greater system connectivity (e.g. hubs, park-n-rides, enhanced route integration), greater
cost efficiency may be realized.

Table 5.12 Cost Efficiency Target Performance Measures

Peer Counties Cost/Rev Hr Cost/Rev Mi

Collier $79.30 $4.32

Escambia $67.88 $4.96

Lakeland $97.91 $6.21

Manatee $77.71 $4.85

Pasco $63.37 $3.74

Sarasota $69.97 $4.64

Space Coast $70.75 $3.77

PEER AVERAGE/BENCHMARK $75.27 $4.64

Source: 2011 National Transit Database.
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Ridership = Rev Hours Rev Miles Cost Per Cost/Rev
Route Mi

1 238,507 10,117 167,020 $738,586 73.00 4.42
3 227,560 9,376 155,142 $684,491 73.00 4.41
8 96,390 8,666 155,106 $632,675 73.01 4.08
4 126,035 8,235 115,038 $601,187 73.00 523
2 191,523 8,183 110,034 $597,361 73.00 543
5 86,471 6,735 206,528 $491,695 73.01 2.38
7 47,919 4,477 126,721 $326,841 73.00 258
9 77,823 4,117 66,982 $300,531 73.00 4.49
6 35,045 4,046 70,152 295,376 73.00 421
10 27,429 2,828 53,200 $206,457 73.00 3.88
System Totals 1,154,702 66,780 | 1,225,923 | $4,875,200 | 73.00 3.98

12. Cost Effectiveness - Cost effectiveness measures provide a measure of how well a system is
performing given operational costs. This is largely related to two factors: costs per route (dealing
with contract rates for revenue hours and the number of hours routes operated each year) and
ridership. Again, these measures are relative to the areas served and types of service provided,
and as such peer comparisons are used to identify how well the CAT system as a whole is
performing in comparison to like systems. In relationship to its peers, CAT is exceeding the peer
average benchmark of $4.48, providing a currently providing a rate of $4.22 cost/trip (as shown
in Table 5.13). Costs per trip by route are also provided here for additional detailed data on the
CAT system. Because these variations are largely related to the route specific services offered, no
benchmarks are made by route.

As with cost efficiency measures, this measure has two dynamic variables that must be considered
in evaluating performance. Enhancements to service will require additional operational costs;
however, are also expected to increase ridership. The question to be answered in considering how
to improve performance for this measure will therefore require a balancing between how much
ridership is anticipated to be gained from improvements to services versus the additional costs
anticipated for the improvement.

Justifying demands for services include identification of underserved markets where ridership
gains may be greatest. Ridership projections during major TDP updates may be the most efficient
way to determine these potential gains given that the Florida Department of Transportation’s
(FDOT) Transit Boardings Estimation and Simulation Tool (TBESTZ) ridership modeling can be
conducted to provide additional information on how much ridership gains can be expected by
particular improvements. One caution to this approach is that modeling efforts such as TBEST are
only representative of expected gains, and cannot be taken as exact measures. That stated, this
monitoring does allow for a magnitude related measure of ridership gains versus additional costs
anticipated to operate the service.

> The Florida Department of Transportation has established the TBEST tool and requires transit agencies to
utilize this modeling tool as part of their major transit development plan updates every five years.
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Table 5.13 Cost Effectiveness Target Performance Measures

Peer Counties Cost/Trip

Collier $4.22

Escambia $5.43

Lakeland $5.09

Manatee $4.23

Pasco $4.85

Sarasota $4.45

Space Coast $3.09

PEER AVERAGE/BENCHMARK $4.48

Route Ridership Cost per Cost/Trip
Route

1 238,507 $738,586 $3.10
2 191,523 $597,361 $3.12
3 227,560 $684,491 $3.01
4 126,035 $601,187 $4.77
5 86,471 $491,695 $5.69
6 35,045 $295,376 $8.43
7 47,919 $326,841 $6.82
8 96,390 $632,675 $6.56
9 77,823 $300,531 $3.86
10 27,429 $206,457 $7.53
System | 1,154,702 $4,875,200 $4.22

5.5.3 Summary of Proposed Performance Measures

Overall, using the proposed service performance measures included in Section 5.5.2 above, the CAT
system is performing reasonably well. The CAT service currently covers 74% of the total square miles
in the county. According to national performance standards, this equates to a LOS C. Given the
distances between specific locations within the County where service is not currently provided (such
as Everglades City) and conservation boundaries within the county, this performance is considered to
be meeting its target. The benchmark set for service coverage in the county is therefore set at LOS C,
or coverage of up to 80 percent of the county. This target may be monitored to determine whether
transit supportive densities exist, to identify rapidly growing areas emerging in the county, to review
land use configurations and capital investments that may be needed to better serve the covered areas,
and as funding allows for service improvements to extend coverage.

Service frequency and span of service (or times of day) when transit service are offered also impacts
how effective the service is in attracting riders. The major recommendation from this COA is to
prioritize improving service frequency from 90 to 60 minutes on the best performing routes, and from
60 minutes to 30 minutes for Routes 1 through 4 in the long term. The average headway (frequency)
for the system overall is 83 minutes, a LOS F, and targets to improve service include a long term goal
of improving this service performance to LOS E, or less than 60 minutes. This will depend upon
available funding and demands for service, and can best be achieved through incremental upgrades to
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service frequency on the best performing routes in the CAT system. Span of service for the system is
currently averaging 13 hours per day, or LOS D, and may also be reviewed periodically to determine
ways to improve this performance measure incrementally on high performing routes. Achieving a
benchmark of 14 hours of service per day for the system as a whole (LOS C) is a long term goal for the
CAT system, and was determined based on LOS and FTA criteria for service spans that can help CAT
obtain additional funding into the future to improve services.

Stop accessibility, measured in terms of ADA compliance, ensures a more efficient fixed route service
and can serve to attract riders from more costly paratransit services to the CAT system. At this time,
CAT is currently preparing a scope of work and RFP to identify bus stop accessibility to the over 500
bus stops in the CAT system. As the existing stop accessibility is determined, CAT staff, with input from
the TAG, will establish acceptable benchmarks for any improvements needed to existing bus stops in
terms of amenities, shelters, and other capital improvements needed such as sidewalks. Establishing
priorities for improvements to this performance measure can also help improve customer satisfaction
measures that are measured as part of periodic on-board surveys.

On time performance measures service reliability and is currently reported as operating on time 95
percent of the time (LOS A). It is recommended that this service performance be maintained and
monitored for fluctuations during peak seasons. The implementation of ITS improvements will help
CAT staff to better monitor this performance measure effectively and regularly.

Customer satisfaction with the service, mentioned earlier, is measured through regular on-board
surveys. At this time, CAT service is meeting or exceeding customer perceptions of service (measured
as a 3.0 or better). Future benchmarks have established a performance target of 4.0 or better
(customers perceptions averaging as “good” or “very good”) to improve customer perception of the
CAT system. Based on existing data, greatest gains in this measure may be achieved through enhanced
bus shelter amenities (shade and shelter), and improving on-time performance and service
frequencies.

Ensuring that the CAT system services major activity generators in the county is an important
measure of meeting community needs for the service. This includes reviewing accessibility to bus
stops within a quarter mile to attractors such as major retail centers, hotels, hospitals, libraries, and
colleges. In most cases, CAT services are offered at over 90 percent of these identified locations (LOS
A). Improvements to major hotels and colleges (both at LOS E) may be reviewed and priorities for
improvements established over time to determine where resources can best be expended to meet
community demands and offer service where riders can most utilize transit service. It is
recommended that this performance be reviewed in coordination with future marketing plans and
economic and land use plans in the county that will impact decisions on where service enhancements
are needed in the future. In addition, working with the the Collier County Growth Management office
to establish local GIS files for major retail centers and coordinating with the Collier County Tourism
Department are recommended to improve monitoring of this performance measure over time.

Agency performance measures review how well the CAT organization, including agency staff and the
contractor, are performing and are based on a number of measures: vehicle reliability, ridership,
system productivity, and cost effectiveness and efficiency. Peer comparisons are used to identify how
well the agency is performing compared with like transit agencies and because transit system sizes
and services vary tremendously across the nation. In terms of vehicle reliability, CAT is exceeding
their peer average benchmark, reflecting the good condition of the CAT vehicles and maintenance
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performed on those vehicles. Continuing maintenance programs and schedules for replacements of
buses is recommended to maintain this good performance.

With regard to ridership performance, CAT is performing slighting above average in terms of the
average service area population that is being served but below average on the number of passenger
trips per service area population. This is likely the result of current headways for most of the CAT
routes being at 90 minutes or above. As revenues become available, CAT should continue to decrease
existing headways, which will result in additional ridership gains.

How well CAT utilizing its existing resources, through measures of passenger trips per revenue hour
and revenue mile, help identify how productive the existing system is performing. Peer averages for
these measures indicate that passengers served per revenue mile is meeting the peer average
benchmark, while the passengers served per revenue mile are slighting below peer averages. This is
likely due to the distances traveled between destinations in the county and existing land uses.
Streamlining services to enhance connectivity between routes and developing more localized hubs in
growing areas of the county (such as the Golden Gate Library) may provide ways of maximizing this
performance measure over time. Route modification recommendations in this report are consistent
with this point of view and have re-routed routes as appropriate to help address this performance
measure and increase overall route productivity.

Finally, cost effectiveness and cost efficiency measures have been established to monitor how well the
CAT system is performing in comparison to its peer transit agencies and to establish targets for
improvements. Average peer comparisons for costs per revenue hour indicate that $75.27 per
revenue hour is a reasonable benchmark for the CAT system. CAT has improved on this performance
over time to now to operate at $73.00 per revenue hour, above the peer average standard. In terms of
cost per revenue mile, CAT is also exceeding the peer benchmark of $4.64 per revenue mile, currently
operating at $3.98 per revenue mile. In terms of cost effectiveness, Collier’s average cost per trip for
the system is $4.22, slightly above the peer average of $4.48.
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6.1 Methodology

In order to determine the community’s transportation needs, data was gathered from a number of
sources including an on-board survey of bus passengers, discussions with drivers who interact with
customers daily, and discussions with CAT staff and supervisors about where service can be improved.
The following factors were evaluated from the data for each route as part of the service analysis:
ridership patterns, span of service, frequency of service, transfers, schedule adherence, and overall
route productivity, efficiency and effectiveness. Based on this analysis, service operation
recommendations were made. The recommendations were created to meet both passenger needs and
address CAT operational and passenger needs.

The primary assumptions were made as part of the service recommendations.
1. The level of resources for CAT services will remain stable for the duration of this plan, Year 1-5.

2. Service expansion would require additional revenues. The time period for this plan is for the
immediate future, defined as the next five years. Decreasing the existing headways from 90
minutes to a minimum of 60 minutes is a primary goal for CAT, although the costs for this service
are not included in the financially constrained plan.

The following individual route recommendations indicate several routes to increase frequency of
service as funds become available. The estimated cost for each of these improvements is
approximately $164,000 per route, moving from 90 to 60 minute headways. This cost does not include
the acquisition of a new vehicle for the schedule improvements. The estimated cost for a schedule
change from 60 minutes to 30 minutes is approximately $328,000 per route. This cost does not
include the acquisition of a new vehicle. These cost estimates are based upon 12 hours of year round
service, 7 days per week, with an operating cost of $75 per revenue hour.

A summary of the individual route change recommendations is shown in Table 6.1 below. This
Section fully describes the recommendations for CAT fixed-route services.

6.2 Red Route—-1B and 1C

Route 1B and 1C share a common route and interrelated schedule. Accordingly, they are treated
together within this study.

e Routes 1B and 1C operate on virtually the same geographic route. It is recommended
new names be assigned to the routes to eliminate confusion for potential transit
riders.

¢ Noroute change recommendations due to existing high performance of routes.

e As new revenues are received by CAT, headways for Routes 1B and 1C should be
changed to 60 minutes.

e
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Table 6.1 Route Change Recommendations

Recommendation

Within  Additional
Existing Resources

Suggested Route Change

Red 1B 1 Change name X Route 1, Red Route, Tamiami Trail North
2 Increase frequency X Change to 60 minute headway
Red 1C 3 Change name X Route 11, Gold 11 Airport-Pulling Road North
4 Increase frequency X Change to 60 minute headway
Orange 2A 5 Change name X Route 2, Orange, NCH-Coastland Mall
6 Increase frequency X Change to 30 minute headway - long-term
Orange 2B 7 Change name X Route 12, Teal, Bayshore-Coastland Mall
8 Increase frequency X Change to 30 minute headway - long-term
Purple 3A 9 Change name X Route 3, Purple, Golden Gate City
10 | Increase frequency X Change to 60 minute headway
Purple 3B 11 | Change name X Route 13, Gray, Golden Gate City
12 | Increase frequency X Change to 60 minute headway
Route 4, Green, Rattlesnake-Hammock/Edison
Green AA 13 | Change name X College
14 | Increase frequency X Change to 60 minute headway
15 | Expand route X Extend route to Edison College
Route 14, Magenta, Tamiami Trail
16 | Change name X South/Manatee
Route to continue south on Hwy 41, Tamiami
Trail East, turn right (west) on Manatee Road to
Green 48 Collier Boulevard, and Collier Boulevard to Wal-
17 | Route Change X Mart.
18 | Change name X Route 5, Blue, Golden Gates Estates/Immokalee
change alignment - Immokalee Road north to Oil
Well Road, turn right, go to Everglades
Blue S Boulevard North, turn left (North), back to
19 | Route change X Immokalee Road & continue route as normal.
20 | Change name X Route 6, Yellow, Pine Ridge
Yellow 6 21 | Increase frequency X Change to 60 minute headway
change route to operate from Golden Gate
22 | Route change X library, extend north to Creekside
23 | Change name X Route 7, Light Blue, Marco Island
Light Blue 7 Consider flexible route service for Marco Island
24 | Route change X Circulator
Light Blue 7XExp | 25 | Change name X Route 107, Silver, Marco Island Express
Pink 8A 26 | Change name X Route 8, Pink, Immokalee Circulator North
27 | Increase frequency X Change to 60 minute headway
Route 15, Burgundy, Immokalee Circulator
Pink 8B 28 | Change name X South
29 | Increase frequency X Change to 60 minute headway
Route 9, Brown, Tamiami Trail South/Charlee
30 | Change name X Estates
Brown 9 31 | Increase frequency X Change to 60 minute headway
Route 10, Lime Green, Goodlette Frank via
32 | Change Name X Golden Gate Parkway
33 | Route change X Begin route from Golden Gate, then as normal
34 | Increase frequency X Change to 60 minute headway
Lime Green | 10 35 | Other X Needs to be monitored closely
CDM
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Orange Route — 2A and 2B

Route 2A and 2B share a common route and interrelated schedule. Accordingly, they are treated
together within this study.

6.4

6.5

6.6

Routes 2A and 2B operate on virtually the same geographic route. It is recommended
new names be assigned to the routes to eliminate confusion for potential transit
riders.

No route change recommendations due to existing high performance of routes.

As new revenues are received by CAT, headways for Routes 2A and 2B should be
changed to 30 minutes during peak afternoon and evening hours.

Purple Route — 3A and 3B

Route 3A and 3B share a common route and interrelated schedule. Accordingly, they are treated
together within this study.

Routes 3A and 3B operate on virtually the same geographic route. It is recommended
new names be assigned to the routes to eliminate confusion for potential transit
riders.

No route change recommendations due to existing high performance of routes.

As new revenues are received by CAT, headways for Routes 3A and 3B should be
changed to 60 minutes.

Green Route — 4A and 4B

Running times for Route 4 have approximately 20 minutes built into the existing
schedule. Route recommendations for 4A include an expansion to Edison College.
Route 4B would extend south of Wal-Mart, continue south on Hwy 41, Tamiami Trail
East, turn right (west) on Manatee Road to Collier Boulevard, then Collier Boulevard,
to Wal-Mart. Figure 6.1 shows the revised route.

Route 4 is an average performing route for CAT. There is sufficient time to expand the
route to the neighborhoods immediately south of Wal-Mart on Hwy 41 and to Edison
College. The densities within this area are slightly higher and existing boardings are
also high in this area.

As new revenues are received by CAT, headways for Routes 4 should be changed to 60
minutes.

Blue Route — 5

Route 5 is an average performing route for CAT.

Route 5 recommendations include service through the growing northeast areas of
Collier County. The following realignment recommendations include taking
Immokalee Road north to Oil Well Road, turn right, go to Everglades Boulevard North,
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6.7

6.8

6-4

turn left (North), back to Immokalee Road and continue route as normal. Figure 6.2
shows the revised route.

Census data for the new service area covered by this recommendation show a higher
transit dependent population, in addition to increased population projections. In the
future, an additional flex route for Golden Gate estates should be considered, as
revenues become available. This service would complement the new Route 5. Other
considerations could be to implement a fixed-route service, which would serve the
Creekside-Immokalee Road corridor in place of the flex route. The purpose of the
route would be to expand cross-town service for Immokalee Road to Collier, then
south.

Yellow Route — 6

Route 6 is the lowest performing route for CAT. Modifications need to be made to this
route to bring the performance of the route higher. Suggested reasons for the poor
performance are a result of where the route originates and ends, without major
activity in either location.

Route 6 recommendations include changing the route to operate from Golden Gate
Library, follow the same route as today along Santa Barbara Boulevard and Pine Ridge
Road to Goodlette Road, and extending service north to the transfer area at Creekside.
Figure 6.3 shows the revised route.

An alternate route consideration for the longer term (outside of this five year, cost
neutral service plan) includes extending the route south on Collier Boulevard to Wal-
Mart near Collier Boulevard and U.S. 41 via Edison College. The service benefit is to
include portions of South Collier Boulevard not currently served. The new route
encourages fixed-route ridership from Aventine at Naples apartment community (325
units, Forest Glen, Heritage Meadows and Cedar Hammock subdivisions, Sierra
Meadows and College Park Apartments, (additional 400 plus units). The route
provides additional connector service from Golden Gate City to PRMC/Collier
Boulevard, Edison College, and direct connections to Marco Island service. The
disadvantage of this alternative for Route 6 is that headways would increase from 90
to 120 minutes. To maintain 90 minute headways, an additional bus would be needed
to operate the service. The estimated cost for this longer term extension of service is
$164,000 and does not include capital costs for any additional vehicle that may be
needed for operating this service extension.

Light Blue Route — 7

Route 7 is one of the lower performing routes for CAT. The service on Marco Island is
valuable to many residents, workers, and employers in the area. This route should
continue to be monitored.

Service on the island may be more successful if supporting land use and parking
requirements are implemented. A marketing plan specifically for the major employers
should be implemented for continuing success.



6.9

Section 6 e Service Recommendations

Route 7 is a viable candidate for Call-A-Ride service. Residents and visitors would call
in to schedule rides and be picked up curbside. Appropriate technologies would need
to be in place prior to implementing the service.

Pink Route — 8

Route 8 is an average performing route for CAT. The service for Immokalee is valuable
to many residents, workers, and employers in the area. The Census reports the
Immokalee area as a high transit dependent area, specifically relating to no vehicle
households, low income and minority population.

No route recommendations are suggested at this time.

As new revenues are received by CAT, headways for Routes 8 should be changed to 60
minutes.

6.10 Brown Route —9

No route change recommendations for Route 9 due to existing high performance of
routes.

As new revenues are received by CAT, headways for Routes 9 should be changed to 60
minutes.

6.11 Lime Green Route — 10

Route 10 is one of the lower performing routes for CAT. Modifications need to be
made to this route to bring the performance of the route higher. Suggested reasons for
the poor performance are a result of where the route originates and ends, without
major activity in either location.

Route 10 recommendations include beginning the service from the library in the
Golden Gate area and continue the existing route on Golden Gate Parkway for direct
east/west connections across Naples. The revised route is shown in Figure 6.4.
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Section 6 e Service Recommendations

6.12 Future Considerations

An additional list of improvements was identified in the planning process to be considered for future
planning purposes. These are not feasible in the short-term, five year period due to lack of available
resources or other limitations. They include the following:

e New flexible route service for the eastern portions of Collier County, including Ave Maria,
Everglades, and surrounding communities. The flexible route services allow CAT to expand
service areas and meet paratransit needs with one service. CAT must have the ITS
infrastructure in place prior to implementing service. Although not feasible at this time given
cost constraints, the estimated annual operating cost for a flexible route service is
approximately $328,000 based on operating one vehicle. This cost does not include the capital
cost required to purchase a new vehicle. These cost estimates are based upon 12 hours of
service, seven days a week, with year round service, with an operating cost of $75 per revenue
hour.

e Increasing service frequency and span of service should be the primary priority for CAT in the
future. As discussed throughout the above recommendations, the minimum standard for local
service routes should be 60 minutes for all core routes. Additional revenues are needed to
provide this service.

e Express route services should be implemented from north of Naples and south of Naples. The
service would be available to residents and visitors to major destinations and activity centers
within Collier County.

e Additional services should be planned for north and east of Naples to meet the expected
growth. Section 2 of this report discussed in detail high growth areas for Collier County, which
will also impact the demand of CAT services.

o New satellite transit stations should be planned for the north east area of the county and for
south Collier County in the future. The transit stations would provide opportunities for riders
to transfer to multiple routes outside of downtown Naples and get to their desired
destinations. This will likely require some restructuring of route design toward a more
corridor-based service that would encourage timed transfers.

6.13 Marketing of New Services

The marketing of CAT services throughout the community is a goal for the agency and never-ending.
Current staff has very little time to market CAT service with current job responsibilities. This COA
recommends several marketing components:

e Marketing plan
e Design of New Schedules
e Marketing of New Route Changes

The MPO/ATM/CAT staff have several options to complete the marketing components. One option is
to hire a full-time employee to assist in public outreach and marketing of all transit services. This
would also include coordination among local agencies, major employers, and citizens groups. This
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position would provide assistance to existing staff, with a focus on community outreach. A second
alternative is to develop an RFP and have the marketing components completed by consultants.
Whichever option CAT decides to move ahead with, these components are critical and must be
completed for successful changes to the system. At the end of the day, if no one knows about CAT, then
residents and visitors will not use the system.

Community outreach programs are used to provide vital information about the transit system and to
educate the community on how to use the system and the benefits of public transit. CAT may work
directly with community social service agencies to provide seminars, assist with the development of
classes, and create marketing material to achieve these goals, some of which may be specific to transit
dependent populations, such as seniors or disabled persons. General increased marketing efforts may
also be part of the program, where advertisements are projected through newspapers, radio and local
television stations.

According to the American Public Transit Association, transit agencies typically budget between 0.75
and 3.0 percent of their gross budget on marketing promotions (excluding salaries), with the majority
around 2 percent. It is recommended for CAT to consider this recommendation for the future.

Smith 6-11




Section 6 e Service Recommendations

6-12

This page intentionally left blank.



Section 7 CAT Service Tiers

Public transit needs within Collier County will continue to rise in the future. In order to be prepared
for the increasing demand and the growing community, CAT will continue to direct its investments
strategically to where it benefits residents and visitors the most. In the future, the CAT transit network
will need to be a complete system of transit services that coalesce to form an interconnected service
network providing cost- and time-effective options. In addition to the short-term route
recommendations, enhancing service quality and identifying key transit corridors are essential in
developing the future CAT system.

Based on the analysis of CAT’s existing service and needs observed during the COA, it is recommended
that CAT immediately focus existing and new resources in the future toward a hierarchy of four clear
levels of transit service:

e Local Service (Route 1 - 99) - CAT local bus service will be the backbone of the Collier
County transit system. The next steps for CAT are to build from the local services to a higher
and more frequent level of service. Local service will support future growth in the county. CAT
will need to increase service frequencies to become a viable alternative to the single occupant
vehicle.

o Rapid Transit Service (R-500 series used for route numbers) - Rapid transit service for
Collier County is for service along primary corridors with frequent bus service and transit
vehicle preemption. CAT does not have this type of service today. However, a viable rapid
transit service along Highway 41 would be a likely example in the future.

o Express Service (100 series used for route numbers) - CAT currently operates express
service to Marco Island. Other future services will play a key role in the future of transporting
commuters from outlying communities to employment centers across the county.

o Flexible Service (200 series used for route numbers) - Flexible routes consist of several
types of service for local residents and visitors. These may include deviated routes, Call-A-
Ride service, or checkpoint service. Several areas within the low density Collier county area,
such as Everglades City and Ave Maria, would be viable candidates for this type of service.
This flexible service would be more efficient than typical fixed-route transit service in these
areas.

Hand-in-hand with the CAT service tiers is the type of development occurring in Collier County to
support these different modes of transit. The above service tiers will have different characteristics to
accommodate the different types of markets served within the community. Future seasonal routes
should use a 300 series for route names, and any special event and/or tripper services should follow
the 400 series for route names. Collier County continues to have a low density automobile-centric
pattern of development for residential and employment sites. The development is occurring in
dispersed nodes, rather than along major corridors, which support public transportation.

Understanding these trends in Collier County allows CAT to continue to work with the County and
Cities in the region in support of transit-oriented development projects. Just as the name indicates, a
TOD provides a denser environment to support other modes of travel, rather than just the automobile.
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The existing primary core area for CAT services is along Hwy 41 to the Government Center. This spine
of activity allows the public transit service to operate effective and efficiently bus service.

Table 7.1 presents CAT tier service levels and accommodating environments to support public

transit.

Table 7.1 CAT Tier Service Levels

Criteria Rapid Transit Express Flexible
Intensity Medium to high High ridership per Varies Medium to low ridership
ridership per route mile route miles per route mile
Roadway type Major/secondary Major Maximize non- Local and neighborhood
arterials arterials/dedicated stop travel
row
Part of Network Backbone of service Fastest/high volume Commuter service | Neighborhoods/special
all day/major trips
destinations
Market All day High volume/ all day Commuter service | Neighborhoods/special
trips
Mode Local bus BRT Fixed-route bus Flexible route bus/van
Service speed 10% improvement over | 20%¢+ faster than local Few stops None
today
Signal priority Delay points Maximum priority Delay points None
Transit lanes Bypass lanes at major Priority transit on key Bypass lanes at None
congestion points corridors major congestion
points
Stop spacing 1/2-mile 1/2-mile Minimum stops Local bus 1/2-mile or
demand response
service
Passenger Enhanced major stops Stations, bike storage Park & ride, Enhanced major stops
facilities enhanced facilities
Passenger access Enhanced major Level platform Enhanced major Enhanced major
stops/pedestrian boarding/high stops/pedestrian stops/pedestrian
investment pedestrian corridors & investment investment
investment
Vehicle type Standard or small bus BRT branded vehicle Standard or high Standard/small bus or
capacity bus van
Service 15 minute 10 minute 15 minute 60 minute
Frequency
(peak)
Span of Service 6a-10p Atleast 18-24 hrs Peak periods/mid 6am-7pm
day

7.1  Service Warrants

CAT often receives request for new service or service changes. Service warrants provide a way to
evaluate service requests, as well as monitor their performance after implementation. Service
warrants take into account many of the issues commonly associated with transit ridership, service
area coverage, density, service levels, equity, and market needs. These factors assist in the
determination of probable service performance, which will be evaluated against performance of other
similar existing routes.

7.2  Evaluating New Services

When a new CAT route is implemented, performance monitoring indicates whether it is reaching its
goal. A time frame, within at least six months, should be specified to meet the minimum performance
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standards. Six months is the shortest amount of time used to assess new or modified services. CAT
should monitor new services at six months and one year.

e Six months

o Route does not meet 35 percent of productivity standards. Remedial actions include
changes in service levels or additional marketing.

o Route meets 70 percent of minimum productivity standards. The route appears to be
on track to meet minimum standards at the one year mark.

e One Year

o Route does not meet minimum performance standards. Remedial action includes
changes to route alignment, service levels, marketing, and/or reduction or
discontinuation.

o Route meets minimum standards and continues operation, unless changes are
proposed to enhance its already accessible performance.
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Section 8 Financial and Implementation Plan

Section 8 provides the financial summary and implementation plan for CAT for the next five years. As
mentioned in the previous chapters, the revised route recommendations were developed with the
understanding of no additional significant revenues for CAT in the near future. Under the current
economic climate in Collier County and across the country, it is not feasible for CAT to implement
expanded services. Existing sources of funding are not sufficient to cover an upgrade to service in
Collier County. However, as discussed in the previous chapter, modifications can be made to services
while remaining within the existing budget. The short-term revised route recommendations do not
require additional resources.

8.1 Financial Plan

The COA includes service recommendations for the next five years, which are cost constrained and
reflect the reallocation of resources from unproductive service to areas where service needs have
been identified. Costs for improving service have been estimated to remain constant without
additional funding, and assume only increased costs as a result of inflationary factors. In addition, it
should be noted that these recommendations only address operational costs. Cost estimates have been
provided where possible throughout the report and additional capital costs for improved shelters,
buses, sidewalks or other capital improvements are not included in these recommendations.

The greatest investment proposed in the long term is to improve service headways which will
continue to improve ridership gains, produce additional farebox revenue ratios and attract more
choice riders to the system. However, financial constraints do not allow for this to be included in the
financial and implementation plan. As funding becomes available, this represents a priority
investment for the CAT system.

Since service levels remain relatively low with 60 and 90 minute headways, system wide ridership is
expected to remain relatively stable over the next few years. Table 8.1 presents the proposed budget
and ridership projections for the next five years. The existing budget and ridership projections shown
below indicate a two percent increase each year. Budget inflation was assumed at two percent for
consistency with assumptions in the Collier County Transit Development Plan (TDP) and are based on
historical consumer price index data. Projected ridership is assumed at a two percent increase based
on ridership trends from 2010 to 2011 (most recent available annual data comparisons). Specific
route modifications are discussed in detail in Section 6 of this report.
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Table 8.1 Financial Plan

Existing Projected

Year . .
Budget Ridership

Base Year $4,785,000 1.21M

1 $4,881,000 1.23M

2 $4,979,000 1.26M

3 $5,079,000 1.28M

4 $5,181,000 1.31M

5 $5,285,000 1.36M

Assumed Budget: 2% inflation consistent with the Collier County Transit Development Plan and based on historical trends in
the Consumer Price Index (CPI). Projected ridership: 2% annually, based upon CAT 2010 to 2011 percent of ridership change.

8.2

The implementation plan for CAT includes making the route modifications to existing services and
making changes to the nomenclature of the route names. These changes provide CAT the opportunity
to promote existing and new service areas. Table 8.2 provides the implementation plan to initiate
responsibilities and duties for the change.

Implementation Plan

Table 8.2 Implementation Plan

Task

1 CAT staff to develop specific times for new scheduled services, including transfer times,
and major time points for schedule.

2 CAT staff review existing and new bus stop locations for new services.

3 Ensure MPO Board support for future changes.

4 ATM/MPO/CAT to develop RFP for design of new bus schedules. Approximate cost
$75,000. (1)

5 ATM/MPO/CAT to develop Transit Advisory Group (TAG) to prepare names for new
routes.

6 ATM/MPO/CAT to develop RFP for marketing of new services. Approximate cost $250,000.

(1)

Task
1 CAT staff to finalize new schedules, driver assignments, bus stop locations.
2 Hire firm for development of bus schedules.
3 Hire firm for marketing of new services/outreach or hire a new full-time employee to
undertake these efforts.
4 Develop timeline for ‘go live’ for new services w/ ATM/CAT/MPO and new marketing firm.
5 Assign local staff to be champion for change and coordinate directly with marketing firm.
6 Hold public meetings for feedback on proposed route changes and names.
7 Ensure MPO Board support for future changes.
8 Go live with new services.
9 CAT/ATM/MPO staff to provide assistance at transfer stations during first few weeks of
service for excellent customer service.
10 CAT/ATM staff to closely monitor all CAT routes.
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YEARS 3-5

Task

1 Develop marketing plan for years 3-5 and assign responsibilities through the new FTE
position or hire marketing firm to assist. Approximate cost $100,000 for a new marketing
firm. (1)

CAT/ATM staff to closely monitor all CAT routes.

3 Continue to inform MPO Board of CAT progress.

Conduct onboard and ride check survey to check route progress. Approximate cost $50,000.

(1)

Note:

(1) Estimate based upon CDM Smith project experience in other locations. Costs may range from $40K on
the lower end for only design services to $300k on the highest end, including printing. This estimate is
based on national trends and may be adjusted for actual quotes in Collier County.

The table above provides a series of tasks to be undertaken in the next five years to support efficient
and effective service and regular monitoring. The following major tasks are described in greater detail
below to provide justification and proposed benefits of the COA Implementation Plan.

e Establishing a Transit Advisory Group (TAG): This committee is recommended to be added to
provide additional public input on transit services provided and to ensure timely review and
monitoring of CAT services through the performance measures detailed in Section 5.5.2 of this
COA. In establishing this committee, it is recommended that CAT staff reach out to members of
other portions of the county, particularly the Growth Management Division, Tourism
Department and other entities that can tie transit investments to land use and economic
development plans. Finally, it is also recommended that the TAG annually review these
performance measures for their efficiency in addressing transit needs and service in the
community and update the performance measures as needed with support of the MPO Board.

e Design/Implement New Bus Schedules: One of the major recommendations from this COA is
to improve the clarity and understanding of CAT routes by developing more understandable
route names and service tiers. In addition, a number of route modifications are proposed to
improve service on underperforming routes. To implement these changes, it will be necessary
to update the existing schedules. Based on national experience, expected costs for designing
the new bus schedules is $75,000 and may be adjusted as actual quotes for a company to
provide this service in Collier County are identified by CAT staff.

e (Continue Implementation of ITS Infrastructure: In the past three years, CAT received
Congestion Management System grant funds for the implementation of technology solutions
for the transit network. Phase I of the project included:

e Electronic Passenger Information Display Signs

¢ Automated Annunciation System (AAS)

e Computer Aided Dispatch & Automated Vehicle Locators (CAD/AVL)
e Fixed-route Scheduling Software

e Automated Passenger Counters (APC)

e Electronic Fareboxes
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Phase II includes enhancing public access to transit information by implementing advanced
Real Time Information Systems (RTI), GIS-based route planning through Google Planning, and
Interactive Voice Response (IVR).As improvements to ITS infrastructure are made, they
provide an exceptional opportunity to improve service monitoring of passenger needs,
including origins and destinations. In addition, as future operational analyses are completed
these ITS improvements provide intensive data collection savings for CAT and provide more
regular ability to monitor service performance.

Ensuring MPO/BCC Board Support: The most effective way to ensure MPO and BCC Board
support for transit investments into the future will be to provide a transparent, accountable
monitoring of services periodically so that board members understand performance issues,
how staff is working to address those issues, and needs that may arise as staff attempts to
provide a safe, attractive, efficient system. Performance measures outlined in Section 5.5.2 of
this report provide several consistent and objective measures that can be used to
communicate performance to board members on a regular basis. This will be further
supported through input from the proposed Transit Advisory Group and will provide a way to
regularly apprise MPO Board members of changes in the transit system and performance and
provide additional confidence in CAT’s ability to serve the community well.

Improve ADA Bus Stop Accessibility: CAT staff are currently working to establish an ADA
Study that will provide a complete review of the existing CAT bus stops (over 500) and
propose improvements that will enhance accessibility and amenities provided at bus stops. As
provided in this COA, there are a number of existing stops that represent the highest locations
of boardings and alightings in the system. As funding is available to improve stops, it is
recommended that these top locations serve as priority areas for improvements. Providing a
safe and accessible system through improved bus stop accessibility is recommended to both
enhance the overall system efficiency of CAT and will serve as a cost effectiveness investment
that is expected to both improve ridership potential and make the fixed-route system a viable
alternative to more costly transportation disadvantaged services.

Develop and Implement a Marketing Service Plan: The marketing of CAT services throughout
the community is a goal for the agency and never-ending. Current staff have very little time to
market CAT service with current job responsibilities. This COA recommends several
marketing components:

e Marketing plan

e Design of New Schedules

e Marketing of New Route Changes

The MPO/ATM/CAT staff have several options to complete the marketing components. One
option is to hire a full-time employee to assist in public outreach and marketing of all transit
services. This would also include coordination among local agencies, major employers, and
citizens groups. This position would provide assistance to existing staff, with a focus on
community outreach. A second alternative is to develop an RFP and have the marketing
components completed by consultants. Whichever option CAT decides to move ahead with,
these components are critical and must be completed for successful changes to the system. At
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the end of the day, if no one knows about CAT, then residents and visitors will not use the
system.

Community outreach programs are used to provide vital information about the transit system
and to educate the community on how to use the system and the benefits of public transit. CAT
may work directly with community social service agencies to provide seminars, assist with the
development of classes, and create marketing material to achieve these goals, some of which
may be specific to transit dependent populations, such as seniors or disabled persons. General
increased marketing efforts may also be part of the program, where advertisements are
projected through newspapers, radio and local television stations.

According to the American Public Transit Association, transit agencies typically budget
between 0.75 and 3.0 percent of their gross budget on marketing promotions (excluding
salaries), with the majority around two percent. It is recommended for CAT to consider this
recommendation for the future.

8.3 COA Summary

This COA is an in-depth study of CAT’s transit network designed to identify strengths and weaknesses,
and develop recommendations for improvement. The COA process provides a thorough look inside the
CAT system to determine which aspects perform well, which need improvement, and how premium
service can chart a course for the future. The impetus for the CAT COA was for several reasons, to:

e Determine next steps and the future of CAT services in Collier County - what is the
appropriate level of transit service for the county?

e Understand CAT best performing routes - are existing services operating effectively and
efficiently?

e Determine locations of low performing routes and adjust service to become more efficient.

o New contractor for service has improved on-time performance and management relationships
among CAT, ATM, and the MPO.

The purpose of the COA is to answer the above statements. In summary, the short answer to whether
the CAT transit operation is efficient and operating effectively is:

e Yes, is the answer. Each year, CAT is required by the State to complete a major or minor
update to their Transportation Development Plan.3 In the last update, CAT, compared to its
peer Florida transit agencies, is doing well. No “smoking gun” of rampant inefficiencies was
found.

e In addition, this COA provides detailed information regarding system wide and individual
route performance, depicting the strong areas of service and those areas that need to be
monitored.

* http://www.colliermpo.com/index.aspx?page=73
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There is a mixed bag of support from key stakeholders for transit service within Collier
County. Some see CAT as an important community amenity, while others do not support
alternate modes of transportation.

Section 2 of this reports illustrates demographic data for Collier County and shows CAT transit
routes are serving the areas with a high concentration of transit dependent residents. This
includes households without vehicles, residents who are economically disadvantaged, as well
as older citizens (people who are 65 years of age and older).
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