































































































































































































































































































































































































































































































































































































Potential North Hub Sites Figure 2



Table 35. North Transit Hub Review

Location Pros Cons

Convenient to Washington Center Cost - In private ownership. Options

Road. to acquire access for use:

Signalized access for buses to/ from | ® Lease

Washington Center Road. e Purchase (Not likely)
#1 - Adjacent to Convenient walk (sidewalk along Congestion during peak movie times
Washington Washington Center Road) access to | (Do not conflict with peak bus
Center Road higher density residential. travel).

Sidewalk access to Coldwater Road

Park and Ride Potential (If can
negotiate space).

Cost - In private ownership. Options

Signalized Access for Buses To/From .
to acquire access for use:

Washington Center Road.

Park and Ride Potential (If can * Lease

#2 - Northwest negotiate space). e Purchase (Not likely)

of Hobby Lobby Walk access to either Washington

Center Road or Coldwater Road -
Has conflicts with vehicle traffic in
parking area.

Park and Ride Opportunities

The current hub and spoke format for Citilink fixed route service provides many
opportunities for commuters traveling from outlying areas of the region for work. Benefits
of the current system are especially applicable to people working in downtown or between a
commuter’s entry point and downtown in transit corridors. The key to providing utility to
commuters is identifying park and ride lot locations outside congested areas of commute
routes. Intercepting commuters before they experience recurring congestion provides the
benefit of allowing them to do other things (read the paper, converse with friends also using
the bus, work, etc.) while ignoring the frustration of congestion. Figure 30 displays the
general orientation and distance workers in Fort Wayne travel from their home place to
work. Findings from review of the information are:

e Primary commute corridors are US 24 and 1-69 from southwest of Fort Wayne.
Approximately 30 percent of the 102,000 private sector primary jobs are from home
locations along these routes.

e US 24 from the north is the second most used commuter corridor, supporting
approximately 10 to 15 percent of the commuters from outside Fort Wayne.

e US 30 from Columbia City is the third key route connecting commuters to Fort Wayne.
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e TFew commuters travel into Fort Wayne from areas southeast of the metro. Most
commute trips from the southeast are less than 10 miles, with the majority of them being
within the city limits of Fort Wayne.

e Figure 31 displays general locations where park and ride lots would provide benefits to
commuters traveling in on primary routes with direct transit connections to downtown
Ft Wayne and Central Station. Locations are attached to routes connecting directly to
Central Station, which will provide one seat access to more of the metro area than park
and ride lots along Flexlink routes such as Route 21 or Route 22.

e Sizing park and ride lots is generally reflective of transit use in the region as a percent of
travel. In Fort Wayne transit represents approximately one to two percent of daily traffic.

e Applying this factor to houtly volume in commuter corridors, results in estimates of
approximately 20 to 30 spaces in the typical park and ride lot.
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Figure 30. Orientation and Distance of Work Trips Destined for Fort Wayne
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Coordinating with Regional Providers

The Coordinated Transit Plan (2017) focuses on the travel needs of seniors, persons with
disabilities and low-income persons and the current providers supporting their travel. Many
of the challenges of coordinating service between these providers and Citilink are mirrored
for regional providers. Within each of the counties surrounding Fort Wayne, demand
response transportation is available. While scheduled service to Fort Wayne is not advertised
by the providers, most make periodic trips to Fort Wayne. Traveling to Fort Wayne creates
opportunity to coordinate with Citilink services, however, there are challenges to effectively
share responsibility for local travel, including:

e 30 to 60 minute frequency on Citilink. Regional service travelers coming to Fort Wayne
for medical trips or shopping trips have a limited amount of time to conduct their
business before needing to connect back with the regional provider. The 60-minute
period between buses on most routes make using Citilink routes more difficult because
missing one bus likely results in the regional provider being off schedule for the return
home trip. While 30-minute frequency routes reduce the impact, the risk of regional
service schedule disruption is still high.

e Number of transfers required. Typically, travelers on regional routes have several stops
arranged as part of their trip. While coordinating regional service with local service at
Central Station minimizes the number of buses required to complete trips of multiple
purposes, it will remain difficult to accommodate more than one or two local trips over
the day.

While there are challenges to Citilink being a primary participant in coordinating with
regional service providers, understanding key destinations, travel routes and travel schedules
of regional providers is a key initial step to enhancing Citilink’s participation. Citilink will
continue efforts to coordinate with regional providers and look for opportunities to expand
sharing travel within the local service area.

Coordinating with Intercity Carriers

Greyhound, Miller Trailways and Barons Bus use the intercity parking space outside Central
Station as their local Fort Wayne depot stop. Additionally, the providers serve Fort Wayne
during Citilink service hours, which makes using Citilink to get to and from the depot
practical for intercity travelers.

Coordination between Citilink and Greyhound is enhanced by Citilink being the local ticket
agent. Added coordination opportunities with intercity providers include:

e Provide carriers information about Citilink’s use of Google Transit, which gives regional
travelers the ability to map their local travel before getting to Fort Wayne.

e Provide carriers information on Citilink’s use of RouteShout and RouteWatch to give
out of town travelers real time information on local routes.
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e Provide carriers information on Citilink’s use of Token Transit to allow regional travelers
an option of buying their local fares online.

System Improvements with Revenue Enhancement

As the transit development plan is intended to be as much a future planning document as it
is a review of current service relative to needs, the recent revenue stagnation observed
should be a cautionary marker not a given for the future. As such, ideas for service
improvements associated with a range of increased budget assumptions were developed. As
there is not a structured program for appropriate future cost assumptions, a range of service
assumptions associated with adding the following amounts to the operating budget were
reviewed:

e TFive percent increase: This increment reflects a modest increase in the real dollar
operating budget and is approximately the minimum amount that would allow Citilink to
implement a measurable change in service. Adding an amount to the budget lower than
five percent would allow some incremental change in service, however, not enough to be
noticeable to the typical everyday user.

e 10 percent increase: This increment represents an amount needed to add a route to
weekday/Saturday service or add Sunday setvice, which would be moderate
improvements to the system.

e 15 percent increase: An incremental change of 15 percent from current service is
assumed to be a stretch goal for service enhancement. It adds enough revenue
hours/miles to the budget to allow multiple types of improvements to be implemented,
while the five and 10 percent increase in the budget supports a single enhancement.

Table 36 displays general service improvements that could be implemented with revenue
increases ranging from five percent to 15 percent. Improvements support a range of
enhancement opportunities from:

e Providing service to/from currently unserved areas: The five percent increase option
would support one additional weekday plus Saturday route operating at a 60 minute
frequency, consistent with most current routes. Assessing potential areas for service
expansion needs to include information obtained through the on-board surveys, public
engagement, as well as the analysis of transit supportive areas as displayed in Figure 11 in
the Existing Conditions chapter.
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Table 36. Service Enhancement Opportunities by Increment of Revenue Hours

Options

Add Local Add Hours to Upgrade Route
Service Change Routel Weekday Frequency? Other
Add 5% to Operating 6 Routes - 3
Budget (+$500,000 - Add 1 Route Added Hours To 1 Route
5,000 Revenue Hours) Each
Add 10% to Operating 12 Routes - 3
Budget (+$1,000,000 - Fé\:jt 35 Added Hours | To 2 Routes Adgesr\‘jizgay
10,000 Revenue Hours) Each
Add 15% to Operating Add 3 All Routes - 3 Add Sunday
Budget (+$1,500,000 - Routes Added Hours To 3 Routes Service and ONE
15,000 Revenue Hours) Each of Other Options
Notes:

1 - New route assumes 60 minute headway and service 6 days a week
2 - Upgrade frequency assumes route operates every 30 minutes on weekday for 14 hour span

Strengthening the system core: The level of benefit (utility) derived from transit service is
directly related to service convenience, which is measured by

— How often one can travel from one point to another (service frequency).
— How long it takes to get from a traveler’s origin to their destination once on a bus.
— The days of the week and the span of the day that travel can be made using transit.

Focusing added resources on the core of the system where service exists today and
where the greatest development density is found generally provides the best opportunity
for a good return on the investment. Adding vehicles to routes serving the core (those
routes traveling through Central Station) of the system to increase the frequency from
60-minute service to 30-minute service supports the strengthen the system core concept.
Included in the possible focus routes are Routes 1, 2, 3,7, 9, 11, 13, 14, 15, 16). With an
understanding of current route use and locations where density provides the greatest
opportunity for transit use, priority routes for adding frequency are:

— Route 9 — St. Joe
— Route 14 — St Mary’s - Lima

Figure 32 displays a possible 30-minute and 60-minute frequency service concept if
revenue could be increased. A summary of enhanced service characteristics, including
frequency, are documented in Table 37.

Adding Hours of Service: Currently, the service day begins at approximately 5:30 AM
and ends at approximately 8:00 PM on weekdays and approximately 7:30 AM to 6:00 PM
on Saturdays. By adding hours at the end of the current service day the system will
provide more benefit to persons ending their work day (or school day or just want to
make a trip) after 8:00 PM on weekdays and/or after 6:00 PM on Saturdays.
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Table 37. Frequency and Span Improvements under Additional Funding Scenario

Frequency Improvement Span Improvement

Route Weekday Saturday Weekday Saturday
Number Route Name Headway Span Headway Span Daytime Night Span Headway Span
1 Brooklyn-Bluffton 60 min 14 hrs 60 min 11 hrs 60 min - 14 hrs 60 min 11 hrs
2 Broadway-Fairfield 60 min 14 hrs 60 min 11 hrs 60 min 60 min | 17 hrs 60 min 11 hrs
3 Fairfield-Rudisill 60 min 14 hrs 60 min 11 hrs 60 min 60 min | 17 hrs 60 min 11 hrs
4 Calhoun 30 min 14 hrs 60 min 11 hrs 30 min 60 min | 17 hrs 60 min 11 hrs
5 Hannah 30 min 14 hrs 60 min 11 hrs 30 min 60 min | 17 hrs 60 min 11 hrs
6 Anthony Crosstown 60 min 14 hrs 60 min 11 hrs 60 min - 14 hrs 60 min 11 hrs
7 Hobson-North Coldwater 60 min 14 hrs 60 min 11 hrs 60 min - 14 hrs 60 min 11 hrs
8 Lake 30 min 14 hrs 60 min 11 hrs 30 min 60 min | 17 hrs 60 min 11 hrs
9 St Joe 30 min 14 hrs 60 min 11 hrs 30 min 60 min | 17 hrs 60 min 11 hrs
10 New Haven 60 min 14 hrs 60 min 11 hrs 60 min - 14 hrs 60 min 11 hrs
11 Clinton 60 min 14 hrs 60 min 11 hrs 60 min 60 min | 17 hrs 60 min 11 hrs
12 Coldwater 30 min 14 hrs 60 min 11 hrs 30 min 60 min | 17 hrs 60 min 11 hrs
13 Wells 30 min 14 hrs 60 min 11 hrs 30 min 60 min | 17 hrs 60 min 11 hrs
14 St Marys-Lima 30 min 14 hrs 60 min 11 hrs 30 min 60 min | 17 hrs 60 min 11 hrs
15 Leesburg-Lincoln 60 min 14 hrs 60 min 11 hrs 60 min 60 min | 17 hrs 60 min 11 hrs
16 W Jefferson 30 min 14 hrs 60 min 11 hrs 30 min 60 min | 17 hrs 60 min 11 hrs
22 West Jefferson/Lutheran Hosp. 60 min 14 hrs 60 min - 14 hrs
97 Cougar Express 30 min 10 hrs 30 min - 10 hrs
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e Adding Sunday Service: Throughout the public engagement process users have stated
adding Sunday service would improve their lives by supporting trips to work, church,
shopping or any other trip purpose. Generally, transit agencies experience Sunday
ridership that is lower than weekday and/or Saturday setvice. The concept evaluated for
Fort Wayne was adding Sunday service consistent with the Saturday level of service
(7:30 AM to 6:00 PM), except Route 22-West Jefferson/Lutheran Hospital.

The range of service enhancements were presented at public meetings in November 2018
and people attending the meetings were invited to vote their preference as to which of the
alternatives were most important to them. The preference voting exercise provided people
the opportunity to rank each of the general expansion proposals from first (most
important) to fourth. Please note, placing an alternative fourth on the list does not mean
there is not a need for the concept. Figure 33 displays the results of the preference voting
completed at each of the public meetings and a range of public events following the transit
plan public meetings.

Figure 33. Results of November 2018 Public Meeting and Community Meetings
Expansion Alternatives Preference Voting

60%
50%
40%

30%

20%
10% I I
il .
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Percent of Votes by Rank

=1

Concept Number

Importance Preference Expressed for Concept
@First ~ Second @Third @Fourth

Results of the preference voting were:

e Adding frequency to the core routes (providing 30-minute service to two more routes)
was most frequently identified as the highest priority.

e Adding service on Sundays was the second most identified top priority.
e Combining the highest and second highest priorities results in adding hours being the

most supported of the alternatives.
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e Adding new service areas received the fewest Highest Priority and Second Priority

votes.

Potential Impacts of Continued Funding Stagnation

Operating funding for fixed route and paratransit service has stagnated over the last four

plus years as the cost per revenue hour for service has continued to increase. If the recent

trend continues, it is possible a time will come when making minor changes to routes to

reduce revenue hours no longer can be used to balance, in the short term, revenue with
expenditures. Thus, Citilink through the transit plan has considered, along with potential
growth opportunities, a range of actions that could be needed to address reductions in

funding.

Consistent with the process of looking at actions supported by incremental increases in

operating funding, Citilink has prepared a general list of potential service cuts associated

with a five, ten, and 15 percent reduction in funding. These scenarios do not require

absolute reductions from current funding, but also represent potential conditions if funding
increases continue to lag behind inflationary cost increases to labor, fuel, maintenance, etc.

Table 38 documents potential negative actions, consistent to the possible funding increase
process outlined in Table 306, that could result if more significant service reduction
alternatives are needed to address decreases in operating funding. Outlined in the table are
more generalized actions reflective of service reductions needed to balance service to
budgets between five and 15 percent lower than the current. These conditions are not being

identified as likely, however, it is prudent to understand the significance of not being

proactive in advocating for sustained funding for transit at all levels and seeking out local

funding partners and new funding sources.

Table 38. Potential Service Reductions Associated with Funding Cuts

Options
Reduce Service Reduce Route

Service Change Route Cuts? Span/Hours Frequency? Other
Reduce Operating Budget by Reduce all
5% (-$500,000 / -5,000 Cut 1 Route Routes by One -2 Route
Revenue Hours) Hour Weekdays
Reduce Operating Budget by Reduce all Cut Saturd
10% (-$1,000,000 / Cut 2 Routes Routes by Two - 4 Routes ut >aturday

Service
-10,000 Revenue Hours) Hours Weekdays
Reduce Operating Budget by Reduce all Cut Saturday
15% (-$1,500,000 / Cut 3 Routes Routes by Three -6 Routes Service and ONE
-15,000 Revenue Hours) Hours Weekdays of Other Options

Notes:

1 - Cut route assumes on 60 minute route weekdays and Saturday

2 - Reduce frequency assumes route operates every 60 minutes (from 30) on weekdays for 14 hour span
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Title VI Major Service Change and Service Equity
Analysis

For smaller changes to the network, Citilink as part of its ) .
. L . . . Title VI of the Civil Rights Act
Title VI obligations, conducts an equity analysis using of 1964, Section 601
actual passenger data reflective of the route or route
segment being adjusted with the service change. The \ e United
“No persons in the Unite
proposed fletwork con'cept o.f the 2019 (FOA/TDP reflects States shall, on the grounds
many service changes, including route alignhments, of race, color, or national

frequency and segment deletions, use of actual passenger origin, be excluded from
participation in, be denied the
) ] ) benefits of, or be subjected to
identified Revenue Neutral network was conducted using discrimination under any

GIS and census data to assess the potential for disparate program or activity receiving
federal financial assistance.”

date is not feasible. The Service Equity Analysis for the

impacts to fragile populations of seniors, persons with

disabilities, minority, and low-income populations. Both
the existing network and the proposed network were included in the analysis. Information
at the census block or block group aggregations were used in the comparison. Census
blocks were the basis for minority and senior populations, while low-income and persons
with a disability reflect the block group level as census block data is not available.

In the analysis the goal was to determine the percentage difference in impact (experiencing
a significant impact of being outside the 3/8th mile walk area of a route) between all people
and groups of fragile population. Conditions where fragile populations experienced an
impact greater than that of the all persons impacted suggest that the service change would
result in Disparate Impacts, or burden, on identified fragile populations.

Implementation of the Revenue Neutral network would result in an approximately 0.8
petcent drop in the Fort Wayne population with acceptable walk access (a route within 3/8
mile) to transit service. Listed below are the results for each critical population groups:

e Minority population: A reduction of 0.82 percent, which is consistent with the overall
population decline.

e Low-income population: No change between the current and Revenue Neutral
networks.

e Disabled population: No change between the current and Revenue Neutral networks.

e Senior population: A reduction of 2.75 percent. While the increment of service
reduction to the current senior population is greater than the population as a whole, the
differential is marginally greater than the impact to the overall population. The
incremental difference is not considered significant.
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With implementation of the Revenue Neutral alternative there are two areas of the current

service area that would fall outside the 3/8-mile walk distance of a route. Boarding

information from the March 2018 survey showed the two areas included approximately 50

daily boardings. Consistent with the regional equity analysis the demographic makeup of the

census block and/or block groups in these areas were reviewed to determine whether there

is potential for disproportionate impacts to fragile populations. The results are outlined

below:

The approximately 50 persons losing reasonable walk access to transit represent less

than one percent of Citilink’s average daily ridership.

The social and demographic composition of census blocks and/or block groups that

include areas losing acceptable walk access to transit are relatively consistent with the

composition of the cumulated census blocks and census block groups with the current

service area. Differences observed are:

South area (Ardmore Avenue/Engle Road area): The disabled population is
consistent with the percentage for Fort Wayne. The median income for the area is
greater than the median for Fort Wayne. The senior population of Fort Wayne is
approximately 10 percent of the total, while in the affected areas senior represent
approximately 20 percent of the population of the census blocks. The percent
minority population of the affected area is lower than the percent minority
population in Fort Wayne.

North area (Dupont Road/Coldwater Road area): The disabled population is lower

than the percentage for Fort Wayne. The median income for the area is greater than
the median for Fort Wayne. The senior population of Fort Wayne is approximately

10 percent of the total, while in the affected areas senior represent approximately 14
percent of the population of the census blocks. The percent minority population of
the affected area is lower than the percent minority population in Fort Wayne.

Based on the analysis, the changes proposed as part of the Revenue Neutral network would

not reflect a disparate impact on low-income, minority, elderly or disabled populations.
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Implementation of Recommended Network

Following adoption of the 2019 Transit Development Plan and recommendations for route
modifications included in the plan, Citilink and the City of Fort Wayne will need to prepare
a transition plan through which an orderly migration to the proposed concept is completed.
While the recommended network is not a huge departure from the current, there are streets
that today are a part of one or more routes that would not have a route on them in the
recommended plan. Similarly, route segments will be added to streets not presently carrying
a transit route. At first blush, adding or removing a transit route to a street may seem like a
simple task of revising a schedule, updating a set of maps and advertising the change to
current and potential customers. Citilink service includes considerable infrastructure in
signage and shelters that greatly influence a schedule and steps in the transition. A route
cannot be substantially redesigned without establishing designated stops and installing bus
stop signs and adding/relocating shelters. The current Citilink network includes
approximately 1,100 bus stop signs that include the following components:

e Bus Stop: This is the main notification of the stop location.

e Bus Route Badge: Each stop includes a numbered badge noting the route which the
stop 1s associated.

e Supplemental signage: Select routes, (for example the Cougar Express) are noted
through additional signage of the route brand.

Steps to Implementation

Listed below are the critical steps to transition from the current network to the
recommended and the anticipated time frame for each step:

e Step 1: Update inventory of Bus Stop signs by route and the location of each shelter.
Time frame: 6 months.

e Step 2: Establish a plan for updating bus stop signage, including:

— Locations where signs are removed.

— Locations where shelters are removed.

— Locations where route badges only are changed.

— Locations where new complete signage is installed.

Time frame: 4 — 8 months

e Step 3: Identify other infrastructure changes to support the recommended route
network. Bus service is supported by the pedestrian infrastructure that allows people to
move allow safe, paved sidewalks/walkways between their actual origin/destination and
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their bus. For streets where transit service would be an addition, an inventory of the
sidewalk /walkway network is recommended, and identification of capital improvements
needed to support the change. Time frame: 8-12 months.

e Step 4: Develop an updated schedule, including time points, layovers, etc. Time frame:
4 months after finalizing the route structure that could be influenced by conditions
observed in Step 3.

e Step 5: Implement signage changes to reflect the recommended plan and document the
GPS locations of all signs. Time frame: 12-24 months.

The expectation is that a marketing/outreach plan would be prepared and implemented at
every step of the implementation process. Keys to the outreach plan are:

e Organize a communications task force internally: Agencies that successfully implement
changes to their network establish internal task forces that include representatives from
each department.

e Have a clear message about why it’s happening: The reason behind the route changes
needs to be simple, clear, understood and communicated by staff at all levels of Citilink.

e Communicate with customers: Citilink has a robust communication network and each
element of it should be used to communicate the reasons for change and the
recommended network changes.

e Meet with riders where they are: Successful implementation requires understanding
customer needs, especially in those areas that will see routes moving off one street and
on to another. While it requires a commitment, a program of street-level outreach (at
bus stops, Central Station and other transit centers, and major public events) in the
months and weeks leading up to the change will reduce anxiety and enhance acceptance
of changes.

Table 39 documents a capital cost estimate associated with changing the route structure.

While the current funding environment does not support expanding the system by adding
routes, adding transit centers or park-and-ride lots, the TDP covers the next 10-year period.
In this period there are opportunities for Citilink to work with local and state partners to
increase funding. Thus, including estimates of general costs associated with key expansion
support investments will provide Citilink with information to use in their work with current
and potential funding partners. Table 38 includes planning level cost estimates for key
expansion elements.
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Table 39. Cost Estimates of Revenue Neutral and Expansion Facilities

Capital Item Unit Cost Units Cost
Revenue Neutral Alternative
Remove Signs $50 200 $10,000
Replace Route Badges $25 800 $20,000
New Bus Stop Signs (Street with Existing $155 200 $31,000
Route)
E;\;vtiigsRitLiz)Slgns (Street without $205 300 $61,500
Relocate Shelters $1500 15 $22,500
Update Maps $5,000
Implementation Marketing $30,000
Total - Revenue Neutral Alternative $180,000

Future Expansion

$500,000 to
Develop North Hub $600,000
(Plus Cost of Land)

$425,000
Park-and-Ride Lot (each) (Assumes 50 spaces
at $8500/space
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Funding Going Forward

Financial analysis for the transit system is divided into two areas:

e Operating Costs: Encompasses the day-to-day cost of providing fixed route and
paratransit service including labor costs for all personnel, benefits for personnel,
utilities, insurance, and non-capitalized assets (which are essentially smaller purchases).

e Capital Costs: Capital costs include replacing buses and other vehicles, shelters, transfer
hubs, building rehabilitation, and expansion that may be undertaken.

A central theme incorporated into the future service plan element and highlighted in the
Existing Conditions section is while overall investment into transit service is increasing by
small increments year-to-year, annual funding for fixed route service has been declining
since 2014. Thus, most of the increase observed in this period has been invested into
Access service. Between 2012 and 2014, dollars invested in both fixed route and paratransit
service were increased. However, since 2014 dollars allocated to fixed route service have
declined. In the same period, funding for Access/paratransit service has continued to
increase. While Access service supports the mobility needs of the most fragile groups in the
region, it is also an expensive service carrying less than five percent of total transit ridership.
It should be noted Access ridership has grown each year in absolute terms and as a
percentage of total ridership.

Table 40 highlights past annual operations expenditures for fixed route and Access services.
Figure 34 displays the annual expenditures for fixed route service and paratransit service
from 2012 through 2017.

Figure 34. Annual Operating Expenditures (2012 - 2017)
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Table 40. Annual Operating Expenditures - 2012-2017

Final Report

Year
Service Area 2012 2013 2014 2015 2016 2017
Combined Fixed Route and Paratransit
Expenditures $11,013,527 | $11,542,175 | $12,738,337 | $12,858,017 | $12,741,667 | $12,652,936
Fares $1,595,667 | $1,818,249 | $1,783,853 | $1,715926 | $1,657,650 | $1,707,869
Operating Expense per Passenger $5.22 $5.67 $6.21 $6.53 $6.82 $7.11
e . . . . . .
ags:at'”g Expense per Revenue $89.76 $91.18 $100.34 $101.01 $94.32 $90.12
Fixed Route
Expenditures $9,581,432 | $9,999,583 | $10,940.405 | $10,839,411 | $10,525,057 | $10,280,316
Fares $1,482,067 | $1,688,416 | $1,658,945 | $1,569,722 | $1,501,735 | $1,521,133
Operating Expense per Passenger $4.65 $5.05 $5.48 $5.70 $5.86 $6.06
e . . . . . .
32‘3:‘3“”*‘3 Expense per Revenue $92.18 $94.15 $103.37 $103.85 $102.10 $99.61
Paratransit
Expenditures $1,432,095 | $1,542,592 | $1,797,932 | $2,018,606 | $2,216,610 | $2,372,620
Fares $113,600 | $129,833 | $124.908 | $146,204 | $155915 | $186,736
(T)r‘i’srat'”g Expense per Passenger $30.23 $27.31 $33.31 $30.00 $30.68 $28.30
(H)giiat'”g Expense per Revenue $76.33 $75.67 $85.13 $88.07 $69.27 $63.80
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Future Transit Operating Investment

As funding for fixed route service has not increased in the last five years, the look forward
must include the question of “are there signals that suggest the foreseeable future will be
any different than the current or past conditions?” At the state and local levels there are no
indications that support the expectation of growing future funding for operations. Thus, the
assumption for the horizon of the 10-year TDP is relatively consistent funding as currently
observed. This assumption is applied to both fixed route and paratransit/Access service.

Future Capital Investment

Annually, Citilink and NIRCC coordinate anticipated capital expenditures for transit and
include the information in the Transportation Improvement Program (TIP). Service
assumptions incorporated into the TIP updating process are the current level of service is
the expected level in the future. This assumption is consistent with the Revenue Neutral
future service concept presented in the TDP. Thus, capital purchases included in the TIP
are incorporated into this section of the transit plan. 0 documents the transit capital
investments included in the TIP and represent the following from the TIP:

e (itilink has several federal discretionary grants to complete future capital projects.

e Management continues to explore alternative financing options to ensure financial
stability.

e Citilink has bonding authority but has not issued bonds since 1981. There is no
expectation Citilink will access their bonding capacity for future capital projects.

e The transit agency has no long-term debt and has completed major capital projects
without outside financing.
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Table 41. Citilink Capital Capacity from 2020 - 2024 Transportation Improvement Program (TIP)

SRF Consulting Group, Inc.

Federal Federal Local
Capital Federal Capital Local Capital Cumulative Local Capital Total Capital
Year Carryover Capital Available Carryover Capital Fund Available Available
2020 $4,608,737 | $4,067,223 | $8,675,960 $0 | $1,000,000 | $1,000,000 | $9,675,960
2021 $3,468,224 | $4,229,912 | $7,698,136 $805,000 $0 $805,000 | $8,503,136
2022 $3,217,290 | $4,399,108 | $7,616,398 $591,000 $0 $591,000 | $8,207,398
2023 $3,086,558 | $4,575,072 | $7,661,630 $415,000 $0 $415,000 | $8,008,832
2024 $2,994,757 | $4,758,075 | $7,752,832 $265,000 $0 $265,000 | $8,003,832
Federal Deduct Cap/ Federal Federal
Capital MTC Comp Capital (5307) Capital Local Capital Local Capital Local Capital
Year Available Paratransit Programmed Carryover Available Programmed Carryover
2020 | $8,675,960 | $4,427,736 $780,000 $3,469,224 | $1,000,000 $195,000 $805,000
2021 | $7,698,136 | $3,624,846 $856,000 $3,217,290 $0 $214,000 $591,000
2022 | $7,616,398 | $3,812,840 $704,000 $3,086,558 $0 $176,000 $415,000
2023 | $7,661,630 | $4,030,873 $636,000 $2,994,757 $0 $159,000 $256,000
2024 | $7,752,832 | $4,140,106 $632,000 $2,980,724 $0 $158,000 $98,000
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Technology

In the past few years, Citilink has been working with the new-age technologies to make
transit riding experience pleasant and satisfying. An updated Citilink website and
technologies like RouteShout and RouteWatch make it easier for riders to find out schedule
information and get real-time bus location to avoid the fear of missing the bus or being at
the stop too early. Token Transit Mobile Application adds another method of fare payment
making it easier for riders to pay for their own or someone else’s transit ride. Each of the
current technologies employed by Citilink are summarized in the Existing Transit Services
and Operations section.

With the adoption of more technology, Citilink is likely to attract more of the younger
population. As smart phone and devices get more and more prevalent among all age
groups, fare payment using smart devices and real-time bus location applications makes
riding Citilink easier for existing riders and is likely to attract potential riders. Additional
vehicle and service technologies to be monitored for future use in Fort Wayne are outlined
in the following section.

Electric Bus Technology

Transit agencies around the United States are purchasing battery-powered electric buses
(BEBs) at increasing rates and these trends are expected to accelerate in the coming years.
BEBs are powered by battery packs that run an electric motor to turn the wheels, similar to
battery-powered electric cars. The batteries are recharged by plug-in chargers using
electricity from the transmission grid. Since they do not use gasoline or diesel, BEBs do not
produce tailpipe pollution. Thus, BEBs offer a better option than other bus technologies
for reducing our greenhouse gas emissions, as well as other harmful pollutants in urban
areas.

Modest expansion of BEB deployment has been associated with cost and performance
concerns, however, influences of each of these has been shifting. In 2015, a typical 40-foot
diesel bus cost about $450,000, while a similar BEB

cost approximately $770,000. In 2019, the price 5 600
differential between diesel and electric buses has g 500
narrowed somewhat but remains significant. Lower a
. o 400
operating costs of BEBs, however, may make them 3
>
more economical in the long run than diesel, @ 300
compressed natural gas (CNG) or hybrid engine E 200
buses. Annually, it is about 2.5 times cheaper to " 100
power vehicles with electricity rather than diesel, and
.. . 0
el.ectrlclt'y prices are genera.lly much more stable than 5017 2018 2019
diesel prices. The U.S. National Renewable Energy Year
Electric Buses in Service in US by
Year
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Laboratory has found that the fuel economy of BEBs is five times higher than that of diesel
buses operated on equivalent routes. In addition, maintenance costs for an electric motor is
much lower because there are far fewer moving parts than conventional motors and are far
more efficient.

The current predominant battery technology for electric buses is lithium-ion. The price of
these batteries has dropped 80 percent since 2010 and is projected to drop another 50
percent by 2025. A limiting factor with lithium-ion battery technology is the energy
provided per charge is about 150 miles (in most conditions). Using air conditioning and
heating reduces the range significantly, which is a substantial influencing condition. Thus,
while the fuel economy in dollars is higher for electric vehicles, there are limits to the
flexibility as to routes they can reasonably be assigned. Circulator or peak period routes
(which are not presently operated in Fort Wayne) are the most practical.

Charging can be done in a few different ways: slowly overnight (which causes the least wear
to the battery and other components), by using an overhead charging system, or by using a
system that is embedded under the pavement. The latter two methods are much quicker
than the first method but tend to degrade the bus components more quickly.

It is estimated that there are currently just over 500 electric buses deployed around country.
A report by Bloomberg New Energy Finance estimated that by 2025, half of the world’s
municipal bus fleet will be electric, and by 2030, 84 percent of new municipal buses sold
will be electric*. By 2040, 80 percent of the world’s city bus fleet will be electric, along with
33 percent of the world’s cars. City buses can be well-suited to electric power because they
are regularly returned to a central depot where they can be recharged, and they don't
operate over long ranges.

Fort Wayne Electric Bus Opportunities

The 2016 Fort Wayne Downtown Blueprint updated the riverfront redevelopment
Conceptual Plan included discussion of a possible downtown circulator connecting the
recreation and entertainment activities of the riverfront with office uses, entertainment
areas and parking opportunities in downtown. Conceptually, a 2.5 mile route would connect
Headwaters Park with many of the restaurants and entertainment venues in downtown,
including the Grand Wayne Center and Promenade Park. A circulator operating on a 20-
minute frequency would log approximately 100 miles in a 12 hour service day. This distance
plus travel to/from the Citilink garage is within the single charge daily service distance of an
electric bus. As such, if a riverfront-to-downtown circulator is pursued as part of the
continued implementation of downtown planning efforts, use of electric bus technology is
likely applicable.

4 Electric Buses in Cities Driving Towards Cleaner Air and Lower CO2 March 29, 2018, Bloomberg New Energy Finance.
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Steps to Transitioning to Electric Buses in Fleet

The steps listed below are recommended by the US Public Interest Research Group
(October 2019) for agencies interested in including electric buses as a complementary
element of the fleet for regular route service:

1. Establish a partnership with the electric utility from an early stage and open a dialogue
about goals and interests. Agencies should work with public officials and local utilities
to enact a transportation rate for electricity and use rate modeling in the planning
process for launching electric bus service.

2. Ensure contracts with the bus manufacturers include provisions to guarantee protection
in the event that the vehicles delivered do not perform as promised.

3. Be realistic about the capabilities of electric buses for particular routes and conditions,
and study route modeling data to determine the appropriate type of bus for the route.

4. Before going to bid, shadow existing diesel buses with electric vehicles from different
vendors and ensure that the bid includes the needs identified in the route study.

5. Investin as large a fleet as possible as soon as proof of concept can be established.
Ensure the availability of additional electrical capacity and build the infrastructure to be
able to add more chargers, including on-route charging infrastructure where necessary.
The larger the fleet, the greater the potential economies of scale, and the greater the
opportunity to demonstrate the vehicles’ functionality and desirability.

6. Acquire as much data as possible from agencies already using the technology. Ask
agencies where they’ve been successful, where they’ve failed, and where they’ve worked
with manufacturers and utilities to find solutions to issues that have arisen.

7. Include environmental and health benefits (for example, the “social cost of carbon”) in
any evaluation of the costs and benefits of electric buses. Calculations of return on
investment should include the total societal cost for the life cycle of an electric bus
versus a diesel bus.

Federal Funding for Battery-Electric Powered Buses

Federal grants are being made to rehabilitate and purchase buses to support the transition
of the nation’s transit fleet to the lowest polluting and most energy efficient transit vehicles.
For the last two years, FTA has provided discretionary grant funding to states and direct
recipients for the purchase or lease of low- or no-emissions vehicles and related equipment
and facilities under FT'A’s “Low-No” Vehicle Program. This grant program is part of the
Bus and Bus Facilities Infrastructure Investment Program. Low- or no-emissions vehicles
include electric vehicles as well as vehicles powered by hydrogen fuel cells and hybrids of
internal combustion engine and electric powered vehicles. Table 42 outlines key federal
funding grants many agencies have used to fund initiating or expanding their electric vehicle
fleet.
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Table 42. Discretionary Federal Transit Funding

FTA Low or No Emission

Program FTA Bus and Bus Facilities Vehicle Program USDOT BUILD Grants
Eligible Designated recipients Designated recipients State, local and tribal
Applicants operating fixed route operating fixed route governments, including
service or that allocate service or that allocate US territories, transit
funding to fixed route funding to fixed route agencies, port
service; state or local service; state or local authorities, MPOs, and
government entities; government entities; other political
federally recognized federally recognized subdivisions of state or
Indian Tribes operating Indian Tribes operating local governments
fixed route service fixed route service
eligible to receive direct | eligible to receive direct
grants under 5307 and grants under 5307 and
5311 5311
FY 2018
Applicant 32% 40% 10%

Success Rate

Federal Funding
Forecast

$267 million FAST Act
funds plus $300 million
(House Bill) or $161
million (Senate Bill)

Transit Signal Priority

$55 million in FAST Act
plus $29 million (House
Bill) or $50 million
(Senate)

$750 million (House) or
$1 billion (Senate)

Where the combination of traffic and/or intersection signal density are a major source of

delay for transit, and particularly when signal delay is a significant portion of that delay,

implementation of transit signal priority (TSP) can substantially delay and improve on-time
performance.

Corridors with relatively long signal cycles, or relatively long distances between signals, are
good candidates for active TSP. Specific intersections with long signal cycles or that favor
the cross street and operate off of the progression of the rest of the corridor provide strong
benefits. TSP can reduce transit delay significantly. In some cases, bus travel times have
been reduced around 10%, and delay was reduced up to 50% at target intersections.

Transit signal priority (T'SP) includes a range of techniques to reduce bus delay at signalized
intersections. TSP techniques can generally be classified as active or passive. Passive TSP
techniques typically involve optimizing signal timing or coordinating successive signals to
create a “‘green band” along a transit route that buses can take advantage. Passive
techniques require no specialized hardware (such as bus detectors and specialized traffic
signal controllers) and rely on improving traffic for all vehicles along a bus’s route. Active
TSP techniques rely on vehicle detection as they approach an intersection and signal
intelligence that supports adjusting signal timing dynamically to improve service for the
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transit vehicle. Unlike passive techniques, active TSP requires specialized hardware,
including:

e A detection with a transmitter on the transit vehicle and one or more receivers
(detectors).

e A signal controller that is sophisticated enough to incorporate real-time adjustments.

e Active strategies include:

— Green Extension: This strategy is used to extend the green interval by up to a preset

maximum value if a transit vehicle is approaching. Detectors are located so that any
transit vehicle that would just miss the green light ("just" meaning by no more than
the specified maximum green extension time) extends the green and is able to clear
the intersection rather than waiting through an entire red interval.

Early Green (or Red Truncation): This strategy focuses on returning the green to
the bus corridor quicker when a bus arrives on red. Conflicting phases are not
ended immediately like they are for emergency vehicle preemption systems but are
shortened by a predetermined amount.

Early Red: If a transit vehicle is approaching during a green interval but is far
enough away that the light would change to red by the time it arrives, the green
interval is ended early and the conflicting phases are served. The signal can then
return to the transit vehicle’s phase sooner than it otherwise would. Eatly red is
largely theoretical and is not commonly used in practice.

Phase Rotation: The order of phases at the intersection can be shuffled so that
transit vehicles arrive during the phase they need.

Actuated Transit Phase(s): These are phases that are only called if a transit vehicle is
present. These might be seen along streetcar lines or on dedicated bus lanes.

Phase Insertion: This strategy allows a signal controller to return to a critical phase
more than once in the same cycle if transit vehicles that use that phase are detected.

Candidate corridors in Fort Wayne (signalized, transit route, experience recurting

congestion) include:

Coldwater Road
Clinton Street
Jetferson Boulevard
Hanna Street
Calhoun Street

Fairfield Avenue
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e IN 930/Lincoln Highway from Fort Wayne to New Haven
e T.ima Road
o State Boulevard

With the current or proposed route density and bus frequency, implementing active TSP in
a Fort Wayne as a standalone transit project is not likely warranted. As signal systems are
being replaced or upgraded or as corridor rehabilitation is implemented in any of the
corridors listed in the provided list, TSP should be evaluated as a transit option. Evaluation
criteria for the assessment should include:

e Traffic volume and level of congestion on the transit corridor and cross routes. It is
important to understand the relationship with cross route conditions as implementing
TSP to support transit will increase wait times on cross routes.

e On-time performance of buses or relationship of bus route length relative to maximum
that can be accommodated within the desired frequency and buses assigned.

e Improvement cost.

e DPassive versus active concepts. In high transit vehicle corridors (such as near Central
Station) consider pre-timed (passive) strategies such as transit signal progressions. On
streets with short distances between signals, a low-speed fixed signal timing strategy
may confer more benefits to transit and multimodal traffic than active TSP.

Mobility as a Service (Maa$)

The current thinking of how transportation of persons and goods is completed is through
models where transportation consists of either scheduled fleets (public transit, taxis, ride
hailing) or individually owned vehicles. These widely divergent models may adequately
address the needs of most people, there remains a segment of the population that desires
the comfort and convenience private ownership
provides, but do not want, or cannot afford, to
. . Public
own and/or operate their own vehicle. Over the Transit

last five or so years the concept of mobility as a

service (MaaS) has begun to emerge in larger

cities. Bike Share
Maas Travel
. . Market
MaaS can essentially be described as a Place

subscription service for transportation that

draws from current trip planning methods and Carpool/

Vanpool

Ride Hail/
Taxi

integrates the range of modes available in an
area. The concept uses an application-based trip
planning process similar to ride hailing services

] ] : Mobility as a Service integrates a range of travel
such as Uber and Lyft, with the big difference options into one location (marketplace)
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being all modes of transportation in an area are reviewed in setting up the trip. Modes
integrated could be Citilink fixed route or Access service, taxis, and ride hailing service, all
accessed through a single application. MaaS is managed as a subscription service that allows
customers to choose from different transportation options (only ride hailing, combinations
of bus and ride hailing, combinations of rail and bus, etc.) and pay through a monthly or
yearly fee or they can be pay-as-you-go.

As decision-makers in Fort Wayne continue to look for opportunities to connect people
that cannot or prefer not to use current conventional trip making options, understanding
MaaS implementation requirements is critical. These requirements include:

e Need for widespread penetration and availability of smartphones on advanced cellular
networks.

e Public and private transportation service providers committed to integrating their
services.

e Secure, dynamic, up-to-date information on travel options, fares, schedules.
e (ashless payment systems.

A service that involves a range of providers, both public and private, can be complex from
a management perspective. A primary challenge will be developing an integrated fare
schedule for trips that involve multiple modes that compensates each provider
appropriately for its portion. Future MaaS programs are likely to need an integrated
complete trip version of pay-as-you-go, where users pay for the entire trip with pricing
integration across modes.

Presently, MaaS has been implemented in a relatively small number of cities in Europe and
in the US and is in the very early stages of development. Thus, is not likely an option for
near-term implementation in Fort Wayne. However, the concept is new and maturing
through deployments in US cities. The opportunities and benefits of MaaS are expected to
grow as concepts of autonomous and connected vehicle ideas mature and are implemented.
With Maa$, a family can pay monthly subscription to access large vans for college move-in
day, bicycles for short daily trips, electric scooters for hot days, and autonomous shuttles to
connect to the airport.
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Autonomous Vehicles in Public Transit>

Technology Overview

“Autonomous vehicles are vehicles that are capable of intelligent motion and action without
requiring either a guide to follow or teleporter control.”® Although AVs can be used for
undersea, space, ait, water and land transportation, this section’ is focused on land-based
autonomous vehicles specifically used for public transportation purposes.

In recent times, autonomous vehicles (AVs) are considered one of the major technological
advancement in the transportation sector. Advanced safety features in automobiles
significantly evolved between 2000 and 2010. These safety features include electronic
stability control, blind spot detection, forward collision warning and lane departure warning.
Since 2010, auto manufacturers have added several advanced driver assistance features to
automobiles like rearview video systems, automatic emergency braking, rear cross traffic
alert and lane centering assist.

Driverless vehicle technology awareness and public interest has increased since 2016 but
there are some shifts in consumer sentiments based on crashes involving autonomous
vehicles”. However, the partial automation safety features like lane keeping assist, adaptive
cruise control, traffic jam assist and self-park have been popular among the consumers with
the consideration that such features help create better drivers. By a combination of software
and hardware (sensors, cameras and radar) support, auto manufacturers are able to help
drivers identify safety risks and provide warnings to avoid potential crashes. Hence, these

smart technologies are helping to save lives and prevent injuries®.

There are six levels of autonomous driving? as defined by the Society of Automotive
Engineers (as shown in Figure 35).

5 Majority of the content of this section is created using various online sources and the detailed literature review included
in the Autonomous Vehicle Policy Guide for Public Transportation in Florida MPO’s, Fall 2017 Studio Team, Florida
State University. Available through APA, Florida Chapter.

¢ Lozano-Perez, T. (2012). Autonomons robot vebicles. Springer Science & Business Media.

"https:

-

& https://electronics360.globalspec.com/article /12572 /consumet-acceptance-of-self-driving-cars-declining-report

8 https:/ /www.ucsusa.org/clean-vehicles /how-self-driving-cars-work#.XCos6 TBKipo

Y https:/ /www.nhtsa.gcov/technology-innovation/automated-vehicles-safety#issue-road-self-driving
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Figure 35. AV Automation Levels

SOCIETY OF AUTOMOTIVE ENGINEERS (SAE) AUTOMATION LEVELS
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No Driver
Automation Assistance

Partial Conditional
Automation Automation Automation Automation

Zero autonomy; the
driver performs all
driving tasks.

Vehicle is controlied by
the driver, but some
driving assist features
may be included in the
vehicle design.

Vehicle has combined Driver is a necessity, but The vehicle is capable of The vehicle is capable of
automated functions, is not required to monitor performing all driving performing all driving
like acceleration and the environment. The functions under certain functions under all
steering, but the driver driver must be ready to conditions. The driver conditions. The driver
must remain engaged take control of the may have the option to may have the option to
with the driving task and vehicle at all times control the vehicle. control the vehicle.
monitor the environment with notice.
at all times.
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Benefits°
Potential benefits associated with AV technology include:

e Safety: Since 94 percent of all crashes are due to human error, the safety benefits of AVs

are paramount.

e FEconomic and societal benefits: Eliminating human error crashes will get rid of the lost
workplace productivity, loss of life and decreased quality of life due to injury.

e [fficiency and Convenience: Smooth traffic flow and reduced traffic congestion

e Mobility: for people who cannot drive due to disability or age-related factors, AVs can
significantly improve their mobility allowing people to age-in-place and improving
livability of communities.

Challenges!?

Other than the most common challenge of societal acceptance and perception associated
with any new technology, challenges associated with AVs include costs, safety (AV and
human driver), system failures, ethics, liability and legal considerations, security, data privacy
and travel and infrastructure issues. Moreover, the regulatory and policy challenges need to
account for fully autonomous, partially autonomous and human driven cars co-existing on
the highways for at least the next 30 years. Since the AVs use machine learning and artificial
intelligence as their learning methods while functioning, they are continuously collecting data
from their surroundings. There are challenges associated with algorithm robustness, data
privacy and security.

AVs in Public Transit

The previous section covered the general benefits and challenges of AVs, however it is also
important to assess the benefits and challenges associated with AVs in public transit. Wilmot
and Greenword (2016)!! state that public transit, dedicated freeway lanes and parking are
ways to introduce the AV technology in a fixed setting. The following sub-sections explain
the various factors associated with AVs in public transit.

10 https: / /www.nhtsa.cov/technology-innovation /automated-vehicles-safety#issue-road-self-driving

' Wilmot, C. Greensword, M. (2016) Louisiana Transportation Research Center — Investigation into legislative action
needed to accommodate the future safe operation of autonomous vehicles in the state of Louisiana. Louisiana

Transportation Research Center. Utl: https://www.ltrc.lsu.edu/pdf/2016/FR%20571.pdf
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Mobility

AVs in public transportation is likely to significantly improve the mobility of people who
can’t drive due to income, age or disability issues.

Workforce Considerations and Labor Agreements

The adoption of AVs in public transportation vehicles at partial, conditional or high
automation levels is likely to require the drivers to possess a wide-ranging skill-set than
traditional drivers. The driver duties could include supervising passenger transfer; operating
the vehicle to and from storage locations or maintenance depot; and the detection and
management of emergency situations. However, to make transition to AVs, labor unions will
need to be involved for updated roles and reduced hours to account for autonomous
technology. To some extent, the public transit employee federal protection laws provide for
the preservation of jobs and will be critically important to review before AV technology
adoption (Gettman et al., 2017) 12,

Land-use

Heinrichs (2016) 3 states that autonomous transit systems may change the urban fabric
differently than autonomous private cars. Anderson et al (2016)'* suggests that the adoption
of autonomous vehicles for public transit could lead to urban centers being denser, thus
decreasing the amount of space used to park vehicles. Fully autonomous vehicles could
potentially drop off passengers into urban cores and then drive to satellite parking areas.

ADA Compliance

ADA compliance is usually taken care of by bus operators, and the current design for AVs is
accommodating but cannot guarantee smooth working if the rider is unable to understand
the instructions. However, other than fully autonomous vehicles with no likely presence of
human, human driver on-board the vehicle can assist with ADA compliance.

Funding Constraints and Liability

Major challenges include funding constraints, liability of transit agencies, and the general
acceptance of the new technology by industry professionals, system operator and the public.

12 Gettman, D. Lott, J.S. Goodwin, G. Harrington, T. (2017) Impacts of Laws and Regulations on CV and AV Technology
Introduction in Transit Operations. National Cooperative Highway Research Program; Transportation Research Board,;
National Academies of Sciences, Engineering, and Medicine

13 Heinrichs, Dirk (2015). Autonomous Driving: Technical, Legal and Social Aspects. Ladenburg, Germany: SpringerOpen.
213-231. Available from https://link.sptringer.com/book/10.1007/978-3-662-48847-8

4 Anderson, J. Katla, N. Stanley, K.D. Sorenson, P. Samaras, C. Oluwatola, O. (2016) Autonomous Vehicle Technology: A
Guide for Policymakers. Rand Corporation. Available from: https://www.rand.org/pubs/research_reports/RR443-2.html
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Planning and Partnerships

Long range transit planning and regional planning/coordination must consider future AV
technology deployment and favorable infrastructure and land-use decisions for the same.
Moreover, due to the many challenges facing local transit authorities within their respective
MPOs from decreasing ridership to funding, it will be imperative to have P3s, or public-
private partnerships for adopting the AV technology. Partnerships can start with addressing
first mile — last mile connectivity and fixed route gap coverage issues. The NCHRP report
created the following suggestions for transit agencies (Gettman et al., 2017)1:

e Develop or revise long range plans to consider changes in definitions and language.
e Identify opportunities and threats posed by AV.

e Identify potential strategies for managing the changes.

e High frequency BRT.

e First/last mile applications.

e Conventional fixed route system.

e Public input.

e Explore partnership options.

Safety and Compliance

The National Highway Traffic Safety Administration (NHSTA) has been given the
responsibility to address the following concerns regarding the safe and agreeable adoption of
AVs16:

e Setting Federal Motor Vehicle Safety Standards (FMVSSs) for new motor vehicles and
motor vehicle equipment (with which manufacturers must certify compliance before
they sell their vehicles)

e Enforcing compliance with FMVSSs

e Investigating and managing the recall and remedy of noncompliance and safety- related
motor vehicle defects nationwide

e Communicating with and educating the public about motor vehicle safety issues

15 Gettman, D. Lott, J.S. Goodwin, G. Harrington, T. (2017) Impacts of Laws and Regulations on CV and AV Technology
Introduction in Transit Operations. National Cooperative Highway Research Program; Transportation Research Board;
National Academies ofSciences, Engineering, and Medicine

16 NHSTA, Automated Driving Systems 2.0: A Vision for Safety
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e State governments are responsible for addressing the following concerns:

e Licensing human drivers and registering motor vehicles in their jurisdictions
e Enacting and enforcing traffic laws and regulations

e Conducting safety inspections, where States choose to do so

e Regulating motor vehicle insurance and liability

Below are key findings for transit agencies looking to add AVs to their fleet:

e Retrofitting is a financially viable option compared to buying new a new autonomous
bus or shuttle.

e An electric bus will be necessary for compatibility and economic efficiency to transition

to an autonomous bus.

e Retrofitting is done mainly for freight semi-trucks, but bus manufacturing companies are
applying this to buses.

e Fully automated buses are nearing the end of real world testing and will be on the market

soon.
e Autonomous buses will be very expensive to buy or lease.

e Shuttles have about a 12 person capacity with an average max speed of 25 MPH and
have undergone more extensive testing than buses.

e Shuttles are currently estimated at $250,000 to lease.

Initial and Longer-term Strategies for Adopting AVs and Implementing Programs

Most leading car manufacturers plan on releasing self-driving car models by 202117 and
Transportation Network Companies (TNCs) like Uber, Lyft, Via, Chariot and Waymo are
already testing driverless vehicles in their fleet (just with drivers in them). As the concept of
autonomous vehicles is still in the initial stages, it is recommended agencies take an
incremental approach to considering the option. Initial stage activities should focus on
outreach and actions that do not require a large capital investment in rolling stock and
personnel. Thus, the concept of turnkey options in which the vendor provides management,
marketing, maintenance and on-street service provides opportunities to test the concept
without a large infrastructure and personnel investment. Additionally, as the concept will
grow and change, consideration of future concept modification of the concept is warranted.

17 https:/ /www.just-auto.com/analysis /all-those-in-favour-of-avs-say-ai_id182611.aspx
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Table 43 documents key considerations for both an initial step and longer-term commitment

to autonomous vehicles.

Table 43. Short-Term and Long-Term Strategies for Adoption of AV Technology

Initial Considerations

Long-term Considerations

Establish an AV testing bed within jurisdiction

Choose the type of transit to be deployed

Decide the level of automation that should be

tested

Select a vendor

Decide whether to buy or lease vehicles
Secure funding

Conduct public participation initiative to
establish buy-in and educate the public

Set up a system of payment

Ensure that state and federal safety regulations

are met

Designate an agency to license vehicles and

establish this procedure
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Update infrastructure

Make sure that all vehicles/ stations/
operators/ etc. are ADA compliant

Have a workforce development plan for
loss of bus driver jobs

Designate a lead agency/ stakeholder
group to handle questions and decisions
that arise

Develop an emergency action plan for
potential cyber security breach

Incentivize development around AV
service area

SRF Consulting Group, Inc.



Transit Asset Management (TAM) Plan Summary

In 2016, Citilink developed and maintains a Transit Asset Management System (TAMS) to
tulfill the requirement of being eligible FT'A financial assistance recipient as well as to
support efficient and fiscally responsible management of assets. The purpose of the plan is
to support effective performance management and TAM can be defined as a “strategic and
systematic practice of procuring, operating, inspecting and maintaining, rehabilitating, and
replacing transit capital assets to manage their performance, risks, and costs over their life

cycles, for the purpose of providing safe, cost-effective, and reliable public transportation.”!®

Citilink conducted an inventory of all of its facilities, furniture, fixtures and equipment (FFE)
and rolling stock and assigned present-day values (2016) to each item. The TAM for the Fort
Wayne Public Transportation Corporation (Citilink) also includes a schedule of replacement
of assets. The facility, FFE and rolling stock inventory included both Leesburg Road and
Baker Street facilities. As shown in Table 44 and Table 45, four functional (for facilities and
FFE) and four physical condition ratings (for rolling stock) were used for assessment of
current assets.

Table 44. Functional Condition Ratings®®

Rating Description Working Definition

Excellent The asset exceeds the reasonable requirement based on its
intended function

Good Asset meets most reasonable requirements, but may have some
less than optimum characteristics

Adequate Asset has shortcomings in its ability to support its intended
function, but these do not significantly impact the transit
performance

Substandard Asset has shortcomings in its ability to support its intended

function that are deemed by the operator to be below the industry
standards. These deficiencies impact the efficiency and/or
effectiveness of the operation.

18 FTA, Department of Transportation, 49 CFR Section 625.5,
19 Citilink Transit Asset Management Plan 2016, page 4.
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Table 45. Physical Condition Ratings2°

Rating Description Working Definition
Excellent Bra.nd new, no major problems exist, only routine preventative
maintenance
Elements are in good working order, requiring only nominal or
Good infrequent minor repairs (greater than 6 months between minor

repairs)

Requires frequent minor repairs (less than 6 months between
Fair repairs) or infrequent major repairs (greater than 6 months
between major repairs)

Requires frequent major repairs (less than 6 months between

Poor ) .
major repairs)

Citilink recognizes that there are multiple definitions of State-of-Good-Repair (SGR). The
APTA State-of-Good-Repair (SGR) Standards Committee has defined SGR as, “a condition
in which assets are fit for the purpose for which they were intended.” Citilink’s strategy for
maintaining fleet in a state of good repair is to replace all vehicles when they meet the end of
their useful life (measured either in miles or years) with federal and local funds which are
allocated for that purpose.

One of Citilink’s goals is to continue the acceptable state of good repair of its fleet, facilities,
and programs under the fiscal constraints faced by the organization through responsible
planning and allocation of funding. Citilink currently has equipment contracts in place or
going out through the RFP process keeping Citilink’s assets in an acceptable state of good
repair. Citilink has also dedicated reserves of local funds to match Federal dollars available to
us under MAP 21 and its successor ensuring the assets stay in a state of good repair.

The SGR Rating Scale consists of five ratings as follows:

e Excellent: no visible defects, near new condition

e Good: some slightly defective or deteriorated components

e Adequate: moderately defective or deteriorated components

e Marginal: defective or deteriorated components in need of replacement
e DPoor: seriously damaged components in need of immediate repair

The SGR benchmark used by Citilink is ‘Good and above’ for rolling stock and ‘Marginal
and above’ for facilities including passenger shelters. As an example of efficient use of
resources, some rolling stock do not meet or exceed the ‘Useful Life Benchmark (ULB)’ but

20 Citilink Transit Asset Management Plan 2016, page 5.
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are rated as ‘good or above’ for SGR rating. The SGR and ULB targets for 2017 through
2019 were also published as part of the TAM plan.

Table 46 below shows the 2016 Rolling Stock ULB and SGR inventory which formed the
basis for 2017-2019 targets (2017 targets shown in Table 47). The Citilink TAM Plan and
2017-2019 TAM Targets are included as Appendix 8.

Table 46. Rolling Stock Inventory and Useful Life Benchmark (2016)

Percent
At/Exceed
ULB

Number
At/Exceeding
uLB

Useful Life
Benchmark

Asset Description (ULB)

Bus Total

Large Transit Bus

Cutaway Bus Totals

Medium Bus 3 7 Years 3 100%

Light Bus 20 5 Years 15 75%
Specialized Van Total | 5 | | o | o

Small Van (5310) 2 6 Years 0 0%

Medium van (531) 3 6 Years 0 0%

Large Van (5310) 0 6 Years 0 0%

Minivan (5310) 0 6 Years 0 0%

Table 47. Rolling Stock Inventory with ULB and SGR (2017)
Target Percent in
2017 Percent 2017 Target Percent in State of State of Good

Asset Description at/Exceed ULB At/Exceed ULB Good Repair Repair
Buses (Large) 12.5% 12.5% 100% 90%
Cutaway Buses 69.0% 69.0% 100% 90%
Specialized Vans 0.0% 0.0% 100% 90%

As included in the TAMS, an annual evaluation and update of the Transit Asset Management
plan will be completed by June 30th of each year resulting in a present-day asset inventory,
reflecting any necessary state of good repair strategy adjustments, level of service or
performance standard changes, adjustments to any implementation strategies and provide a
listing of current available funding. This inventory is necessary to identify assets for
replacement early enough to help in budget planning. Each of such assets are then
prioritized for specific agency action of replacement, retirement or extension of service in
keeping with stated state of good repair strategies. Assets scheduled for extension of service
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are given a revised replacement (useful life) date and returned to the year-end asset
inventory.

Based on the TAM Plan prioritizing of rolling stock replacement, Allen County’s
Transportation Improvement Program (TIP) for Year 2020-2024 includes capital purchases
using a combination of FT'A section 5339 funds and local funds. Table 48 shows the
summary of planned fleet replacement. In addition to the capital investments for Citilink’s
fleet, the TIP also includes operating funds of $192,000 for 2020 with 50 percent local match
and capital funds of $238,800 in 2019 with 20 percent local match for four medium transit
vehicles with lift.

Table 48. Citilink’s Fleet Replacement as Included in Allen County Transportation Improvement
Program (TIP) - FY 2020-FY 2024

Estimated Federal
Description Cost Year Funds Local Funds | Priority
4 Replacement Minibus $414,118 | 2020 | $352,000 | $62,118 1
(Access)
1 Heavy Duty Replacement $503,529 | 2020 | $428,000 | $75,529 1

Bus

2 Heavy Duty Replacement

Bus $1,007,059 | 2021 $856,000 | $151,059 2

1 Heavy Duty Replacement $740,000 | 2022 | $440,000 | $300,000 | 3

Hybrid Bus

2 Ciiglsacement Minibus $310,588 | 2022 | $264,000 | $46,588 3
éuiea"y Duty Replacement $503,529 | 2023 | $428,000 | $75,529 4
2 Replacement Minibus FLEX | $244,706 | 2023 | $208,000 | $36,706 4
1 Heavy Duty Replacement | ¢517 547 | 2024 | $440,000 | $77,647 5

Bus

2 Replacement Minibus

Access $225,882 2024 $192,000 $33,882

Source: Fort Wayne-New Haven-Allen County TIP (FY20-FY24)

Note: The Indiana Department of Transportation (INDOT) and the Northeastern Indiana Regional Coordinating Council (NIRCC) produce a 5-
year State Transportation Improvement Program (STIP) and a TIP. However, the Federal Highway Administration (FHWA) and the FTA
approve projects four years (2020-2023). The fifth year (FY 2024) is for informational purposes only.
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1 Overview

The Fort Wayne Public Transportation Corporation (Citilink) provides fixed route and
ADA demand response service (Citilink Access) within the Cities of Fort Wayne, New
Haven and adjacent areas.

Citilink is considered by the State of Indiana to be a Group One System (Large Fixed
Route System) and serves the Fort Wayne Metropolitan area, the City of New Haven
and includes within its existing service area small portions of unincorporated Allen
County. Citilink is geographically removed from the other large urban systems in the
State of Indiana. As aresult, Citilink has encouraged the growth and success of its own
transit system to better cater to the distinct needs of the greater Fort Wayne
Metropolitan Area (including the City of New Haven) and portions of Allen County which
surround both communities. Citilink has successfully served this area asa Public
Transportation Corporation since 1968, and continues to be a highly-performing model for other
transit agencies across the country to follow.

The Citilink route structure is intended to address transportation needs resulting from a
dispersed development pattern with a multi-centered regional transit system that
included connections between neighborhoods and communities within the City, New
Haven and portions of Allen County. Citilink also provides ADA demand response
service for disabled persons who are unable to use fixed route service.



The following standards are meant to be used as a guide for the analysis of existing
service provided by Citilink and to provide a framework to evaluate potential new and/or
expanded service. The ultimate goal is to ensure that the service provided by
Citilink meets the expectations of both the passengers and taxpayers of the Fort
Wayne/New Haven metropolitan area to the greatest extent that available
resources allow.

Citilink is committed to the enforcement of US Dot Title VI regulations which state that
no person or group of persons shall be discriminated against with regard to the routing,
scheduling or quality of service of transportation provided on the basis of race, color or
national origin.

This set of standards consists of three primary components:
Service Design

Service Performance

Service Evaluation

The service design standards provide guidance regarding how Citilink service should be
designed and operated, for existing as well as new services. The system performance
standards describe how Citilink analyzes its routes to ensure the highest possible level of
performance in terms of service effectiveness, efficiency, and quality for customers. The
service evaluation process presents Citilink’s strategy for analyzing, updating, and
communicating its service plans to ensure that it continues to provide service that stays
relevant to the needs of the service area.

This document serves as a companion to other local transit planning resources
referenced in the appendix.

2 Service Design

Service design standards refer to how transit service is designed, implemented, and
operated onthe street, from route alignment and stop spacing to frequency and span of
service. The standards outlined in this section are not intended to be absolutes, but
guidelines for the maintenance and development of an efficient, effective transit
network.



2.1 Service Categories

At present, Citilink operates twelve fixed routes, which operate on a set schedule and
make local stops. Citilink also operates two deviated fixed routes (Flexlink). Lastly,
Citilink Access provides ADA demand response paratransit service.

Based on current operating patterns, Citilink service can be grouped into three
categories based on the way the routes operate and the service provided in the transit
network:

Table 2.1: Service Categories

Fixed Route |Serves the greater Fort |Routes 1-10, 15
Wayne/New Haven & 98

area, providing service
along major and
secondary corridors and
serving local
destinations

Flexlink Serves the Routes 21 & 22
Jefferson/Lutheran
Hospital area and the
Coldwater Road/Dupont]
Hospital area

Access (ADA [Serves the city limits of Route &

Demand Fort Wayne and New  schedule

Response) |[Haven. changes based
on requests for
service

Each category of service may have different standards and expectations based on the
types of markets served and the operating protocols required.

2.2 Service Design Standards

In order for Citilink to continue providing the highest quality transit service possible, it
is important for service standards to monitor the quality of service provided as well as
determine where new services may be appropriate or where services may need to be
adjusted and/ or discontinued.



Route Design -The alignment of each route is a key factor in its ability to successfully
serve customers’ mobility needs. Route design refers to route directness, connections
to key origins and destinations, and how the route interfaces with other transit services.

e Direct — Citilink routes should be designed to serve origins and destinations via
direct pathways, minimizing out-of-direction movements. This provides a faster
trip to attract more customers and fare revenue, while minimizing the cost to
provide service.

e Bi-directional — Citilink routes should be predominantly bi-directional in nature.
Large one-way loops should be avoided if possible.

e Arterial — bus routes should serve major arterial streets, avoiding smaller
neighborhood streets.

e Grid Based — Citilink routes should be designed in a grid-based structure, with
higher frequency routes serving major corridors and in most cases connecting at
Citilink Central Station, or other transfer centers to facilitate connectivity.

Service area coverage — T he senice area coverage standard generally defines how
transit service will be provided in a certain area. The standard definition for passenger
access to fixed route service is % mile from the route. Citilink has a goal for service
area coverage of 1/2 mile walking distance of the nearest bus stop. In addition, Citilink
is committed to serving, to the extent possible, all major employers, hospitals, schools
and public housing within the greater Fort Wayne Metropolitan area.

Population density and automobile availability are often used to calculate service
coverage requirements:

Density (persons/sqg. mile)

Auto/HH Over 5,000 2,501-5,000 1,000-2,500 Under 1,000
Under 0.40 Yo mi Yo mi 3/8mi 1/2mi
0.40-0.80 Y4 mi 3/8mi Y2 mi 1 mi
0.81-1.50 3/8mi Y2 mi 1 mi *

1.51-2.00 Yo mi Yo mi * *

Over 2.0 1 mi * * *

On average, the City of Fort Wayne has a population density of 2,293.4/sq. mi (2010
Census). The number of automobiles per household is about 1.8 on average. Thus our
goal is to have fixed route service available, on average, within %2 mile of most
households.



Some industry standards to consider for route spacing when instituting new service are
as follows:

e Medium Density Route Spacing — in general, %2 mile spacing between routes
allows customers a maximum of ¥2mile walk (approximately five minutes) to
access service and is an appropriate standard for a system like Citilink serving
significant areas which are grid-based.

= High Density Route Spacing —-where population and employment densities meet or
exceed 30 residents or jobs per acre and greater then service may be spaced as
closely as ¥ mile between routes.

e Low Density Route Spacing —in areas with 10 to 30 residents or jobs per
acre service should be spaced no closer than %2 mile between routes except in
extraordinary circumstances.

< Rural Route Spacing — Areas with fewer than 10 residents or jobs per acre
rarely provide enough concentrated transit demand to generate ridership and
meet standard Industry performance standards, and will only receive service if
significant trip generators or attractors are present or if an independent source of
funding is available.

Connectivity — in order to maximize ridership and avoid service duplication, it is
important that customers are able to transfer and connect to additional service that takes
them to their final destination, either at major hubs such as Citilink Central Station or
on-street at existing bus stops. New services should not only be designed as
independent routes, but also as animportant piece of the overall transit network. A new
route may enable convenient transfers with existing services or provide connections
between current routes and major destinations (“first mile/last mile” connections).

Designing service to enable convenient transfers allows Citilink to minimize service
duplication, since every route does not need to provide a one seat ride to the
customer’s final destination, within a limited-resource context, minimizing duplication
allows for a more effective use of resources.

= Citilink should seek to avoid duplicating (overlapping) its own services to the
maximum extent possible, by focusing on providing frequent service on single
routes on a corridor rather than providing less frequent service on several
overlapping routes.

e Convenient transfers should be facilitated by high frequencies (30 minutes or
better is preferred) on major arterial corridors or even lower (15 minutes) for
special applications such as University service.



Span of Service —span of service defines how many hours each day a specific route will
operate. A longer span of service allows a route to capture more riders throughout the
day for a wider variety of trip purposes, but also increases overall costs.

Span of service standards are more important to describe by the type of market/corridor
served than by the category of service, as a Local route serving a major regional
corridor may have very different span needs than a Local route serving a smaller,
secondary corridor. It is also important that the route spans be coordinated with each
other to provide necessary connecting services.

Resources permitting, a city the size of Fort Wayne is expected to have service hours to
later into the evenings and Sunday service.

Table 2.2: Regular Span of Service

START TIME [END TIME [START TIME [END TIME
5:45am 9:30 pm 7:45 am 6:15pm

Service Freguency — service frequency defines how long customers must wait for bus
service. With higher frequencies, fewer customers are left waiting for buses at any given
time, which helps make the service more attractive to potential riders. At the same time,
however, higher frequencies can significantly increase costs by requiring more buses and
drivers. The ability of Citilink to offer frequent service is currently constrained by the
availability of adequate resources to support this level of service. A city the size of Fort
Wayne is expect to offer frequent service headways. Frequent service (which enables
customers to use service “spontaneously” without consulting bus schedules) is defined
as 15 minute headways or better.

The Bus Fort Wayne Plan establishes a goal and strategy to implement the following
service frequency levels:

* Regular routes should operate at a minimum of 30 minutes during peak and 60
minutes (or better) off-peak hours throughout weekdays.

« Should adequate resources become available allowing Citilink to offer more frequent
service then rapid/express routes should be structured to operate at 15 minutes or
better throughout a majority of the day (evenings & weekends may require less
frequent service).

Whenever possible, headways should be designed as “clock-facing” where service

operates every 6, 10, 12, 15, 20, or 30 minutes —headways divisible by 60 — where the same

times repeat each hour. This makes service easier for customers to remember and use
7



without consulting schedules. Exceptions are permitted where a route (usually with
longer headways) will be operationally inefficient (e.g. require an additional vehicle
resource) with a clock-facing headway. Citilink routes meet at Central Station at 15 and
45 minutes after the hour.

Stop Spacing and Placement — this standard involves how far apart bus stops are spaced.
Stops spaced further apart allow for higher bus speeds (minimizing travel time for
passengers on the bus) but require customers to walk further to access service. Stop
spacing standards differ by service type, with rapid/express stops spaced further apart
than local service stops. See also Chapter 5 of the Guide for Coordinating Development &
Transportation Services for more detail on bus stop placement.

e Bus Stop Spacing — For regularly scheduled urban fixed route
services, stop spacing from 600feet up to ¥ mile (roughly 1,300 feet) is
desirable. Local service on neighborhood streets can sustain the most closely-
spaced stops (since traffic is usually light) while stops on major arterial streets
risk introducing unnecessary delay if stops are spaced closer than 1,000 feet.
Existing stops with continuously low usage will be subject to review for
consolidation with other stops or removal in order to increase service speed and
reliability.

e Stop Placement — Far-side stop placement (located immediately after an
intersection) is recommended wherever possible. Far-side stop placement
improves bus speed, with and without transit signal priority, and improves
pedestrian and bicycle safety (crossing the street behind instead of in front of the
bus). It also maintains a larger amount of curb space available for parking than
nearside stop placement.

Corridors with Multiple Service Types

The Fort Wayne Public Transportation Corporation, operating as Citilink, provides
several types of service: Fixed route (including MedLink & campusLink), point deviation
(Flexlink), and demand response (Access) services. Several Citilink routes are
considered circulator routes that provide service in a geographic area but connect to the
system via other routes that meet at the downtown Central Station (Southeast local,
MedLink, campusLink & Flex routes). Due primarily to routing restrictions, several fixed
routes overlap along segments of the routes. Multiple service options on these corridors
allows for convenient transfers and extends Citilink service geographically into areas
where it would be difficult to serve and maintain current headways using the wheel and
spoke service construction of the majority of Citilink system.

 Performance. Operating multiple service types requires a significant investment
in resources and should only be implemented on very high-performing corridors
or in cases where by operating multiple service types extends the geographic

8



coverage of the Citilink service area.

e Major Stops. Corridors which have several high-volume stops interspersed with
lower volume stops are good candidates for rapid/express service, as the
express service can serve a majority of ridership by making only the major stops.

Vehicle Assignment

The Citilink fleet contains sub fleets that are assigned by service type as follows:

e 40-foot buses- Currently Citilink has four 40-foot buses on order with delivery
expected sometime in the first two quarters of 2015. Four additional 40’ coaches will
be delivered in 2016, 17 and 18. As these new buses come on line they will be
assigned to higher ridership fixed routes.

= 35-foot buses- the majority of the current Citilink fleet consists of 35 foot
buses which are assigned to regular routes without regard to the ridership levels of
individual routes. The fleet contains 29- 35 foot buses of which 14 are Hybrids, 12 are
straight diesel low floor coaches and 3 are older low floor buses held in the reserve
fleet in anticipation of new service.

e 30-foot buses - Citilink currently has four (4) 30-foot buses which are assigned
to regular routes without regard to the ridership levels of individual routes.
These coaches will be replaced in 2015 with new 40 foot hybrid coaches and
retired from service.

e 29-foot Medium duty motor coaches. Citilink currently has three (3) 29-foot
medium duty coaches which are assigned to a specialized university service
(campusLink) and utilized specifically for that service only.

e 24-foot light duty deviated fixed route buses. Citilink currently has six (6) 24-
foot light duty coaches which are assigned to the Flexlink service and the
Route 5 Southeast Local circulator and utilized specifically for that service
and as spares for the campusLink service.

e 24-foot light duty ADA (Access). Citilink currently has thirteen (13) 24-foot
light duty coaches which are assigned for the provision of ADA curb to curb
demand response service to qualified individuals.

Bus Stop Amenities

Table 4: Amenities Based On Ridership

Citilink has limited control over bus stop amenities. In theory, these amenities are
9



based on volume of activity (total number of average daily boardings). Citilink has
previously defined a high use bus stop as 50 boardings/day. Bus stops with more than
25 passenger boardings on a daily basis should have a bus shelter. Benches should be
provided at bus stops with more than 15 passengers/day.

Bus stop signs & markers are installed, at Citilink’s request, through a contract with the
City of Fort Wayne Street Department. Most of the bus shelters are placed and
maintained through a City of Fort Wayne Public Works Department contract with a
private outdoor media advertising provider. Citilink has placed and is responsible for nine
shelters and four transfer centers; including our Central Station. The City of Fort Wayne is
responsible for sidewalk placement and maintenance, curb cuts, etc. The Walk Fort Wayne
Plan identifies priority improvements and Citilink staff involved in the development of this
plan. The City of Fort Wayne PROWAG implementation plan also provides strategies on
making ADA improvements to right of way infrastructure (link).

Due to the rapid changes taking place in how transit customers obtain information,
Citilink seeks to provide real time information to customers via computer & mobile
devices. Bus stop location information is available on the Allen County I-Map system, Route
Shout mobile app, as well as Google Transit.

3 Service Performance

Service performance standards are necessary to ensure that all services are
fulfilling their roles in the transit network and contributing to the overall financial
sustainability of Citilink. Performance should be measured regularly in order to identify
trends over time and to allow prompt changes to be enacted if necessary. Performance
standards help ensure that Citilink services are useful to customers aswell as cost
effective for the agency.

3.1 Service Measures

Service performance may be measured using a number of industry best practice key
performance indicators. T hese fall into two distinct groups, the first focused on
efficiency and effectiveness, the second on service quality:

e Efficiency and Effectiveness:
~“Passengers per Revenue Mile
- Passengers per Revenue Hour
~Farebox Recovery
~“Cost per Passenger Trip
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Service Quality:
- On-time Performance (reliability)
- Passenger Load Factor (overloading)

Efficiency and Effectiveness Measures

T here are a number of external factors such as gasoline price, enrollment at local
Universities, and state of the economy that are fairly volatile and also substantially
influential regarding our expectations for key performance metrics. For that reason, while
Citilink does set minimum and maximum standards for performance, the service is to be
primarily measured against the mean for the system. In this way, the merits of
individual routes can be accurately measured, while regulating for the effects of external
factors influencing overall ridership.

Passengers per Revenue Hour (PPH) measures service effectiveness or
productivity based on ridership (unlinked boardings) generated each hour of
service operated. Current Citilink route level performance for this metric rages
from approximately 4 to 30 passengers per hour for weekday service.

Three (3) passenger boardings per weekday revenue vehicle hour is the expected
minimum threshold required to justify service. Some seasonal fluctuation in
performance is to be expected, as ridership to schools and colleges may be lower
during the summer, and recreational ridership may be higher. Per the service
evaluation process, service performance should be reviewed quarterly but major
service change decisions should be based on annual data.

Passengers per Revenue Mile (PPM) — this indicator is a measure of raw
passenger generation per mile that the bus operates, which does not account for
differences in service speed (unlike Passengers Per revenue Hour). Current
Citilink bus route level performance for this metric range from 1to 8 passengers per
revenue mile for weekday service. The expected minimum threshold for passenger
boardings per weekday revenue vehicle mile is two (2) boardings per mile.

Farebox Recovery — measures the amount of service operating cost that is
recouped through farebox revenue, and is expressed as a percentage. The
higher the percentage, the higher the amount of cost that is covered by farebox
revenue. Routes which carry more riders per the amount of service investment
will have a higher farebox recovery. Farebox recovery takes into account the
cost of operation, the number of riders, and fare based revenue collections. The
expected minimum overall farebox recovery ratio for Citilink fixed route service is
12%.
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Cost per Passenger Trip — This measures the cost to provide service on a per-
passenger boarding basis. Routes which carry more people per the amount of
service investment will have a lower cost per passenger trip, since operating
costs are largely driven by revenue hours, evaluating routes on a cost per
passenger boarding basis will yield similar results to the passengers per revenue
hour analysis — however, cost per passenger boarding can take into account cost
sharing or other funding relationships that may reduce subsidy. If routes do not
meet minimum expectations for the other indicators above, they must meet
cost per passenger boarding expectations to continue operation. Expected
maximum cost per passenger trip - $5.00.

Composite of Efficiency and Effectiveness Measures — The weakness of
individual measures of performance is that some routes may perform poorly on
certain measures even though the bus performs well on other measures. Each
of the four efficiency and effectiveness measures gives valuable insight into
performance. Looking at these measures as blend of values gives a more
measured and balanced overall look at the performance of each route against
system averages.

Service Quality Measures

On-Time Performance — An on-time performance standard defines a minimum
threshold that Citilink should meet regarding the percentage of total daily trips
that are recorded as on-time. On-time performance reflects both the quality and
reliability of service, which can affect whether or not people choose to use
transit. Citilink defines “on time” as one minute early to 5 minutes late at each
time point, disregarding early arrivals at the final time point. The goal of 85%
on-time performance system-wide is a common industry standard, which
allows for some level of service variability while maintaining the reasonable
expectation of reliability for customers. Citilink has set a higher standard of 90%
for fixed route and 95% for Citilink Access service.

Passenger Load Factor — Passenger loads refersto how many people are on
the bus at any given moment compared to its capacity both seated and
standing. If passenger loads are high resulting in overcrowded conditions (90%
of seating capacity &/or 80% of total capacity), additional service may need to be
required to address the issue. Overcrowding may be a result of high ridership
performance, and should therefore be evaluated in the context of not merely
relieving crowded vehicles but providing higher service levels overall. Sustained

crowding (e.g. not merely one or two trips per day) of approximately 130% of
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seated capacity should be evaluated for the need to provide increased
frequency. Citilink determines load factor based upon a boarding and alighting
survey every three years per NTD reporting guidelines with a maximum load
factor of 88.57%. None of our current routes are experiencing overcrowded
conditions. Automatic passenger counters would assist in the analysis of this
factor.

Relative Service Effectiveness Measures and Corrective Action Guidelines

Along with minimum performance standards, routes will be evaluated in comparison with
each other for service efficiency and effectiveness. Citilink will derive the system wide
average for each metric and determine how each route performs compared with the
system average. For example, if the system wide average is 10 passengers per revenue
hour, and one route generates 5 passengers per revenue hour, that route performs at 50%
of system average.

Based on percentage of system average, the routes will be evaluated within the
following categories:

- High-performing service: 150% of system average or better
- Average-performance service: between 51% and 149% of system average
- Low-performing service: 50% of system average and below;

The sections below contain action plans for routes falling into the categories described
above. Routes in the low and high categories may warrant more intensive actions, while
routes towards the middle are adequately fulfillingtheir roles in the network.

Routes in the cusps of each category maybe subject to the actions in the neighboring
category based on the best judgment of Citilink. Increasing service levels and/or
introducing new/additional service is subject to budgetary constraints.

« High-Performing Service (150 percent or higher of score average). Routes
ranking in this category suggest the need for greater investment, as high
performance may signal overloading and passing passengers by due to capacity
issues, as well as the presence of significant latent demand.

Actions for high-performing routes include:

- Increase service levels: in order to maintain a high quality of service, it is
important to prevent significant overcrowding on vehicles. Increasing service
levels by adjusting the service’s frequency, span, or days of week served can help
to alleviate this issue, as well as make service more attractive to a wider pool of
potential customers, including those that currently drive. High frequencies
provide dependable service with minimal waits, encouraging passengers to arrive

13



randomly without consulting a schedule.

- Introduce additional service types (Express): High-performing corridors
may warrant the upgraded service quality of express bus service with Local
service underlays. Very high-performing corridors will be analyzed for the need to
introduce new rapid or express service.

This category of routes constitutes the top-performing tier of the entire Citilink
system and essentially the system’s flagship service. It is very important to
maintain a high-quality level of service as well as to continue further investment.
It is important to monitor these routes and make investments in key areas that
are aimed at further improving overall service.

Average-Performing Service (51 to 149 percent of score average) routes in
this category are adequately fulfilling their roles in the transit network, and no
Corrective Action is required. These routes will be monitored on an ongoing basis
to determine whether their performance improves, decreases, or remains steady.
While no particular action is necessary, ranking in this category does not
preclude service adjustments at the discretion of Citilink.

Actions for average-performing routes include:

- Segment Analysis: Routes in this category perform well as a whole. Their
average performance may point to conditions where performance is consistent
equally throughout their length or conditions where there may be segments of
very high and also low performance. Routes in this category should undergo a
trip-by-trip or segment-level analysis to determine whether they are average
overall, or include trips or segments which fall into the more extreme
categories. Segments which would be considered low or very high performers are
subject to the actions detailed in those sections.

Low-Performing Routes (50 percent or lower of system average) If a bus route
is found to be “low performing” (ranks at or below 50% of the system average) on
three or more of the five efficiency and effectiveness metrics listed in section
3.1 annually, the service is subject to a Corrective Action Plan. Routes which
rank within this category will be reviewed to determine their potential for
improvement. Corrective actions include any and all of the following based on the
best judgment of Citilink. Routes in this category may still meet expected
minimum performance standards as identified above, however; there may be
room for improvement. Low performing routes may be continued in whole, or
part, based on policy provisions, regardless of their overall performance.
Examples include but are not limited to; route specific funding sources or
commitments to serve certain geographic area or target markets.
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Actions for low-performing routes include:

- Segment Level Analysis: A segment level analysis of a low-performing
service may highlight a specific portion of the route that significantly reduces
the overall performance, causing it to perform below the standard for its service
class. If a low-performing segment is identified, it can be modified to attempt to
raise productivity for the route as a whole. If the results of a segment level analysis
turn out to be inconclusive, however, modifications to the entire route should be
considered.

- Operational Analysis: often the difference between meeting and failing
minimum performance standards is one of vehicle resources. Realigning sence
to cover only critical segments or eliminating unnecessary delay (e.g.
deviations) are ways to reduce travel time and save resources, thereby
raising performance levels.

- Change in Service Levels: Adjusting the service levels of a low-performing
route — by any combination of frequency, span, or day of week changes — may
help to tailor the transit product to its market, and subsequently increase
productivity.

- Cost Sharing: exploring cost sharing or public-private partnerships can reduce
the amount of subsidy required on low-performing services. This is applicable

for routes which do not meet minimum performance standards yet serve a need
identified by businesses, schools, attractions, or other organizations that may be
willing to assist with funding operations in order to continue service. Routes that
have cost sharing relationships will still need to meet least average performing

standards on at least two other metrics in order to avoid further corrective action.

- Targeted Marketing: Marketingtactics can help to raise the public
awareness of a route in need of remedial action. Poor ridership may be a result
of a lack of public knowledge regarding a specific route; investing in targeted
marketing may address this issue. This is especially the case for concentrated
market groups like employment centers, shopping districts, schools, hospitals,
agencies, and other major destinations.

-Rider Outreach: onboard surveys and rider interviews are methods for
gaining valuable information on how a route can be improved. These methods
can reveal information about popular destinations that a route may bypass, or
other aspects of a service that may be holding back ridership growth.

Using this information, Citilink will create a Corrective Action Plan for improving
performance of underachieving routes. The Corrective Action Plan will be formally
implemented in the next feasible service change window, given the limitations in
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place regarding public process, public hearing (if required), and annual service
change calendar.

Once a Corrective Action Plan and implemented, the route must meet average
performing or high performing standards on at least three of the five efficiency
and effectiveness metrics for at least one quarter within the first four successive
quarters after implementation of the plan or face further action. Once a route
reaches at least average performance on three of the five efficiency and
effectiveness metrics for at least one quarter, the process of Corrective Action is
deemed concluded, and any subsequent low performance is treated as a new
event.

e Discontinuation: this is the final option for a low-performing route that does
not meet minimum performance standards for at least four successive quarters.
It can be applied to a route segment or the route as a whole. If none of the
aforementioned Corrective Actions are successful in raising productivity to
average or high performing in at least three of the five efficiency and effectiveness
metrics shown above, discontinuation may be necessary to ensure effective use
of resources; unless there are overriding policy considerations for the
continuation of the route regardless of its performance. Corrective Actions shall
be in action for at least four successive quarters before service is discontinued,
except in extreme or unforeseen circumstances. The effects on the routes’
transit-dependent riders will be considered when discontinuation is an option.

4 Service Evaluation

The service evaluation process is conducted in order to ensure the continued
performance of individual services, as well as the overall network. This evaluation is
intended to improve service design and productivity within categories, which is
important to ensure that Citilink offers a consistent system that is easy for customers to
use and easy to promote, manage, and administer.

4.1 DataNeedsfor Service Evaluation Process

The performance measures discussed above require the regular collection and
updating of the following data sources:

» Ridership: total number of boardings by route and weekdays will be collected
monthly. Through regular collection of ridership data, trends over time can be
examined.
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e Revenue: the amount of income generated on a route-by-route basis will be gathered
monthly.

e Resources: the number of vehicles, revenue miles, and revenue hours per route by
day of the week will be collected from Citilink scheduling information and reported
monthly.

» Costs: the cost of providing service will be up-dated on an annual basis for each type
of service on a marginal and fixed cost basis.

e On-Time Performance: Departure times at each time point (and arrival at final time
point) are collected by sampling performed by street supervisors, both on the street and
using the Route Match vehicle tracking system. Citilink Access on time performance is
tracked using the Mobilitat Easy Rides scheduling system.

e Community Considerations: The locations of senior, disabled, and lower-income
populations are important to consider in transit service planning in order to ensure
that these groups are provided with mobility within the region. This information is
available via US Census or American Community survey data. Census tracts with
concentrations of minority or low-income populations above the service area average
are covered by Title VI regulations. Likewise, the presence of medical facilities,
nursing homes, and other community services are given consideration to ensure that
these facilities are connected with the communities they serve. This data is collected
through cooperation with local planning and development agencies.

= Business Arrangements: Existing or proposed arrangements with employers,
educational institutions, and government entities are considered when evaluating route
performance. For cost sharing arrangements, the amount of subsidy provided to operate
service will be considered, as well as any conditions on that subsidy. Any cost sharing
should be noted in the cost per passenger boarding metric to assure that service cost is
represented accurately when determining performance levels.

4.2 Service Evaluation Schedule

Route Performance Analysis —on a monthly schedule, service performance
measures will be reviewed according to the metrics and standards outlined below.

The report will include the following:
Key Performance Indicators:

« Passengers per revenue Hour

e Passengers per revenue Mile

« Farebox recovery
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e Cost per Passenger Boarding

« On time performance by route

4.3Public Input & Review

During any substantial changes to service (alignment or significant schedule
changes), customer, public, and employee input on recommendations resulting from
service evaluation are actively sought. Current Citilink policy requires a public hearing
prior to:

= Any permanent change that increases fares on the Citilink’s service.

« A twenty-five percent (25%) or more reduction of the number of daily transit revenue
vehicles miles of a route; i.e., the total number of miles operated by all vehicles in
revenue service for a particular day of the week on an individual route.

* A twenty-five percent (25%) or more reduction of the number of transit route miles of a
route; i.e., the total mileage covered during one round trip by a vehicle in revenue service
on a particular route.

= Proposed introduction of a new route.

Detailed information on Citilink public hearing procedures are contained in Citilink
“Public Hearing Procedures for Major Service or Fare Changes”, attached as Appendix A.
In addition to the public hearing process, Citilink employs various outreach methods
including:

= Publication on website

< Information posted on buses

* Public meetings in various parts of the Citilink service area

= Notices to public officials, key stakeholders, and community groups
= targeted surveys to riders of affected services

e E-communications to self-identified Citilink passengers (those who provide contact in-
formation)

e “Ambassador’ personnel stationed at Citilink Central Station to discuss service
changes with customers

Citilink will conduct public outreach one month or more prior to a significant route
change, depending on the amount of service impacted. Customers, stakeholders, and
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the general public are invited to provide comment through the Citilink website, at public
meetings, through surveys, or at public hearings. Overall, Citilink will follow public
outreach policy shown in Appendix A.

4.4 New Service Evaluation

As development patterns change and population centers shift — and as transit options
for the Fort Wayne Metropolitan Area are expanded, Citilink will analyze the need for new
services using the criteria listed below. New services or improvements to existing
services are evaluated with respect to design standards and consistency with adopted
policy principles. Service investment decisions can provide incentives for community
support of transit in policy, funding, zoning, and site design.

Planning and implementing new transit service requires an examination of certain
characteristics of the proposed service area. The densities and demographic
characteristics of a given service area, as well as destinations served and integration
with the surrounding transit network, are key parts of transit success. It is important to
note that new service implementation is not dependent on any one factor below, but arises
from a combination of each of these factors. To determine whether an area warrants
new transit service, Citilink will analyze the following characteristics of a proposed service
area:

e Population and Employment Density: A minimum level of density
(approximately 10 people or jobs per acre) needs to be present in a given area to
support regular bus service. In general, higher density areas are more conducive to
effective bus service than low density areas due to greater demand and potential
ridership. Density of the proposed new service area will be compared to the
densities of existing service areas.

 Transit Inclined Populations: Certain demographic groups are more inclined to
use transit than others such as seniors, the disabled, students, low-income
individuals, Millennials and households without automobiles. In assessing an
area’s demand for transit service it is be important to examine the presence of
these demographics groups and whether any unmet needs are present. Census
tracts with concentrations of minority or low-income populations above the service
area average are covered by Title VI regulations. While Title VI areas are not in
themselves a warrant for service, they should be considered as part of the
decision- making process.

e Transit Demand Management: Schools and businesses may offer subsidized
transit passes, and other programs to encourage their constituents to avoid
driving single-occupant automobiles. Depending on the program features, these
conditions can lead to an increased demand for transit.
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e Key Destinations: Connecting residents with key destinations such as
employment centers, hospitals, schools, shopping, and entertainment is a key
factor in designing transit service. Key destinations are those defined as
generating at least 150 daily passenger boardings.

e Network Integration: Any new service should avoid duplicating existing service
and should link into the existing transit network in a logical manner to ensure
that connections to other routes and services provide attractive linked journeys.

e Projected Performance: in order to ensure continued maintenance or
improvement of Citilink service productivity, new routes should be projected
to perform at levels that meet or exceed the system average based on the
metrics outlined in the service performance section.

e Title Vland Environmental Justice: Citilink complies with all United States
Department of Transportation (Us Dot) Title VI guidelines and prepares regularly
scheduled Title VI reports. When evaluating potential service or fare changes,
Citilink will evaluate the effects of the changes to discover if there are
disproportionate impacts to low-income or minority populations. Title VI prohibit
recipients of Federal financial assistance (e.g., states, local governments, transit
providers) from discriminating on the basis of race, color, or national origin in
their programs or activities.

New services are dependent on budget availability and can only beinitiated when
funding allows, either through resource reallocation, additional fare revenue, or
new outside funding. Priority will be given to new service that is independently
supported by new outside revenue. Introduction of new services are subject to a trial
period of one year to meet minimum performance standards commensurate with service
category using the following process.

New services will be examined quarterly to assess whether they are meeting the
minimum service efficiency and effectiveness metrics. If at the conclusion of the first
three successive complete quarters after implementation, or any time thereafter, the
service is found to be “low performing” (ranks at or below 50% of the system average)
on three or more of the five efficiency and effectiveness metrics listed in section 3.1 for
three or more quarters in a row, the service is subject to a corrective action plan and
subsequent outcomes as discussed in section 3.1.
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Conclusion

Citilink is proud to be a trusted partner in mobility in the Greater Fort Wayne/New Haven
Metropolitan Area. By setting clear standards for service design, performance, and
evaluation, Citilink is committing itself to providing the most effective and efficient transit
service possible, with full accountability to those it serves. Through the use of these
standards, Citilink ensures that it will continue to provide a transparent and inclusive
process in its decision making. Through our interaction with our stakeholders and the
community at large, it is our expectation that this document will continue to evolve and
adapt to the changing needs of the greater Fort Wayne/New Haven Metropolitan Area.
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5 Appendices

Appendix A - Citilink Amenity Placement Procedures

Amenity Placement Procedures:

1. Citilink will solicit/receive amenity requests from passengers/drivers/ general public
2. All requests will be referred to Asst. General Manager

3. Request will be checked against current relevant amenity inventory — bus stop, bus
shelter, etc.

4. Asst. General Manager will determine viability of request based upon relevant factors:
. Avalilability of existing amenity in proximity to the request

. Resources necessary to fulfill request

. Resources necessary to maintain request

. Availability of resources

. Asst. General Manager will accept, defer or deny request as appropriate

. Asst. General Manager will notify requester of the status of their request

. Citilink will attempt to complete the amenity placement process within 10 days of
receipt of request

~NoO oo O oo

Shelter placement criteria:

The following locations will be considered for shelter placement - all locations must be
approved by City Traffic Engineer/Right of Way:

1. Locations with 50 or more boardings/day per Citilink service standards

2. Locations serving elderly and/or persons with disabilities

3. Locations requested by the Community
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Appendix B — Related Planning Documents

Citilink Transportation Development Plan (TDP)
http://www.fwecitilink.com/pdfs/Citilink TDP Update Final Report.pdf

City of Fort Wayne Active Transportation Plans:
Bus Fort Wayne Plan
http://www.fwecitilink.com/bus_fort wayne plan.htm

Bike Fort Wayne Plan
http://www.fwcommunitydevelopment.org/images/community planning/docs/bike/
Bike Fort Wayne Plan.pdf

Walk Fort Wayne Plan
http://www.fwcommunitydevelopment.org/images/community planning/docs/Wal
kFW PLAN Webl.pdf

Coordinated Public Transit Human Services Transportation Plan
http://www.planyourcommunity.org/images/stories/files/plan-it%20allen!%20compplan-
web.pdf

Coordinating Development and Transportation Services: A Guide for Developers,
Engineers, and Planners
http://www.nircc.com/user/image/coordinatingdevelopmentandtransportationserv
icesquide20l14revisionfinal.pdf

ADA/PROWAG Compliance Plan for the City of Fort Wayne — Includes Citilink
http://www.cityoffortwayne.org/ada-compliance.html
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DISRUPTIVE PASSENGER CONDUCT POLICY

PURPOSE

The Fort Wayne Public Transportation Corporation (Citilink) provides public transportation that
is open to all members of the public, without regard to race, color, sex, religion, disability, age,
national origin, pregnancy, gender identity, sexual orientation, income level, language or any
other personal factor (Personal Characteristics").

This policy has been established to protect the continuing safe operation of the transit system, as
well as the welfare, safety, and comfort for the public riding Citilink vehicles and on Citilink
properties.

CONDUCT

Citilink reserves the right to suspend a passenger's riding privileges, for conduct that is or
becomes extremely offensive, disruptive, and/or threatens the safety of passengers, drivers,
community, or operations. Examples of this behavior include, but are not limited to:

= Failure to comply with Citilink policies.

= Smoking, vaping, chewing, or using smokeless tobacco in restricted areas.

= Soliciting, panhandling, or loitering.

= Using offensive, insulting, disrespectful, or profane language.

= Loud, vulgar, abusive, or disruptive behavior.

= Possession and/or use of open alcoholic containers or drugs.

= Any illegal activity that is prohibited by law.

= Verbal or written comments towards other(s) that intimidate, mistreat, abuse, harass, or
threaten.

= Failure to follow specific safety instruction, rule, procedure, or law.

= Destroying or vandalizing Citilink facilities or property.

= Relieving oneself, defecating, spitting, or demonstrating other public hazards.

= Displaying a weapon or hazardous materials in a threatening manner.

= Demonstrating physical or sexual behavior toward a passenger or employee that is
unwelcome, threatening, or violent.

DISCIPLINE
Disruptive passengers will be handled in the following manner. Citilink reserves the right to
determine the first course of action dependent on the severity of the incident:

e Warning:
o Failure to comply with Citilink policies.
o Smoking, vaping, chewing, or using smokeless tobacco in restricted areas.
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o

Soliciting, panhandling, or loitering.

e One-Day Suspension:

©)

©)
@)
@)

Multiple warnings regarding violations of the Disruptive Passenger Conduct
Policy.

Using offensive, insulting, disrespectful, or profane language.

Loud, vulgar, abusive, or disruptive behavior.

Possession and/or use of open alcoholic containers or drugs

e One-Week Suspension:

o

An escalation or repetition of the above behaviors, despite previous warnings or
suspensions.

e One-Month Suspension:

o

An escalation or repetition of the above behaviors, despite previous warnings or
suspensions.

e Six-Month Suspension:

o

©)
@)

@)
©)
@)

An escalation or repetition of the above behaviors, despite previous warnings or
suspensions.

Any illegal activity that is prohibited by law.

Verbal or written comments towards other(s) that intimidate, mistreat, abuse,
harass, or threaten.

Failure to follow specific safety instruction, rule, procedure, or law.

Destroying or vandalizing Citilink facilities or property.

Relieving oneself, defecating, spitting, or demonstrating other public hazards.

e One-Year Suspension:

o

@)
©)

An escalation or repetition of the above behaviors, despite previous warnings or
suspensions.

Displaying a weapon or hazardous materials in a threatening manner.
Demonstrating physical or sexual behavior toward a passenger or employee that is
unwelcome, threatening, or violent.

Repeat misconduct or severe offenses (even a single isolated event) may result in an individual’s
transportation privileges being suspended for up to one year. Additional violations after a one-
year suspension may lead to a prolonged suspension of service.

APPEAL

A passenger who has been issued a suspension may appeal the denial of service by submitting a
written request for appeal to:
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Citilink
Attn: General Manager

801 Leesburg Road
Fort Wayne, IN 46808

The written request must be received by Citilink within thirty (30) days of receiving the
Suspension Notice. The General Manager (or designee) will decide within thirty (30) days of the
appeal request. If necessary, the passenger will be provided with transportation to meet with the
General Manager (or designee) to present their appeal.

DISRUPTIVE PASSENGER CONDUCT PROCEDURES

HOW TO MANAGE A DISRUPTIVE PASSENGER

Staff may approach and question a passenger who appears to be or may become disruptive. If an
employee feels unsafe approaching a passenger, they should seek assistance from another
employee, supervisor, manager, or security.

When dealing with the disruptive passenger, employees should:
e Remain friendly and calm in addressing the passenger.
e Identify yourself as a Citilink employee.
e Do not touch the passenger.
e Discuss the issue with the passenger away from other passengers, if possible.
e Refer to or give a copy of Citilink’s Disruptive Passenger Conduct Policy to the
passenger, if needed.
e If the passenger becomes abusive or aggressive, call the police.

HOW TO RESPOND TO A DISRUPTIVE BEHAVIOR COMPLAINT

Employees must be consistent and respectful in their treatment of passengers. No passenger shall
receive special treatment for the disruptive behavior. All complaints concerning passenger
behavior should be taken seriously. If a complaint of disruptive behavior is reported to an
employee but not observed, the employee may approach the passenger to discuss, if he/she feels
safe. In events of harassment, threats, or violence, an employee must contact the supervisor
immediately. An employee must call 911 immediately if they observe or receive a report of a
passenger’s actions presenting an imminent danger to the life or safety of him/herself or others.

ESCALATED BEHAVIORS AND VIOLATIONS
The following points show how an employee should handle a dangerous or potentially dangerous
situation:

o If the disruptive behavior of a passenger persists after an employee has verbalized a
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warning and/or the employee is trying not to escalate a potentially dangerous situation,
they should request the help of a supervisor using the designated code words.
e If any illegal behavior, including harassment and threats of violence, is witnessed, it
should be taken seriously, and a call should be made to the police.
e Staff should never hesitate to call the police if they believe their safety and/or the safety
of others is at risk.
e Employees should call 911 in the event of emergency or imminent danger and detail the
following:
o ldentify yourself and give a specific location.
o State the request “(in need of an officer, EMS, etc.).
o Give a clear and concise description of the situation to the dispatcher. They will
ask if they need further details.
o Make sure to include names, if you know them, and descriptions of the
passengers.
o If the passenger leaves before the police arrive, provide details as to which
direction they went. DO NOT follow the person(s).

WARNING AND SUSPENSION PROCEDURE

Citilink mission is “Linking People to Life,” and we do so by providing safe, courteous, and
dependable transportation to the community. We prioritize the health and well-being of our
customers and the people around us and are careful to protect ourselves and others from danger
and injury. When a passenger is disruptive and hinders our ability to serve our mission, they may
be warned or suspended. Verbal warnings and suspensions should be witnessed by another
Citilink employee when possible.

Educating passengers about the Disruptive Passenger Conduct policy is the first step in
addressing a disruptive situation. Communication will be made to passengers about the
consequences of not aligning behavior with the policy. Employees must alert supervisors and
Safety of any warnings. They should continue to monitor the passenger for corrected behavior.

A warning is not necessary for each kind of disruptive behavior. For example, if a staff person
warns someone about being loud and then the same passenger is warned for panhandling, that is
the second warning. Additional violations may result in the passenger being suspended.

Any conduct threatening the life or safety of any person and/or damaging Citilink property,
will result in immediate suspension from all Citilink buses and properties. Citilink staff are
authorized to contact the police or 911 to respond to such situations.

A Citilink Suspension Notice will be issued notifying individuals of their suspension. This form
will indicate the reason(s) for suspension and length of the suspension. If possible, the notice will
be hand-delivered. If it is not possible to hand-deliver the notice and the individual’s name and
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address are known, the notice will be mailed.

AUTHORITY TO ISSSUE WARNINGS AND SUSEPNSIONS

Violations of the Disruptive Passenger Policy may vary in severity. There may be times
when a driver can handle a disruptive passenger on their own and there may be times that
require management approval due to the nature of the concern. The following positions
can initiate:

e Drivers

o Warnings

o One Day Suspension
e Supervisors

o Warning

o One Day Suspension

o One Week Suspension
e Managers

o Warning
One Day Suspension
One Week Suspension
One Month Suspension
Six Month Suspension
One Year Suspension

O O O O O

*All warnings and suspensions must be documented and sent to the Chief Safety Officer,
Operations Manager, COO, and HR Director.

Warnings may be documented via an incident report upon return from shift. Any
suspension must be documented using the “Disruptive Passenger Conduct Notice” form.
A copy will be kept on record, and one given to the passenger.

NON-COMPLIANCE WITH A SUSPENSION PROCEDURE

If a suspended individual enters any Citilink bus or property before the issued return date, a
suspension extension will be issued. Citilink staff reserves the right to notify the police, and the
individual may be arrested for criminal trespass under 1.C. 35-43-2-2,
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DISRUPTIVE PASSENGER CONDUCT NOTICE

ISSUED TO:

Address: Phone:

You are hereby notified that because of your misconduct, your transportation privileges have been
suspended from ALL Citilink facilities, buses, and bus stops for:

/ / to / /

REASON FOR SUSPENSION

O Failure to comply with policy O Verbal abuse or threats

O Smoking/tobacco us in restricted areas O Failure to follow safety instruction
O Loitering, soliciting, panhandling O Vandalism

O Disrespectful language O Relieving oneself/public hazard
O Loud, disruptive behavior @) Displaying a weapon

O Ppossession/use of alcohol/drugs @) Physical violence or threats

O Illegal activity O other

Should you enter the premises of any Citilink properties during suspension, you may be prosecuted for
trespassing and subject to a fine up to $5,000 and imprisonment for up to one year as provided in I.C. 35-
43-2-2.

Date: / /
SUSPENDED CUSTOMER CITILINK EMPLO YEE

To regain service, an individual is required to identify oneself and sign this acknowledgement of
the Disruptive Passenger Conduct Policy violation.

A passenger who has been issued a suspension may appeal against the denial of service by submitting a

written request for appeal to: Citilink Attn: General Manager 801 Leesburg Road Fort Wayne, IN 46808.

The written request must be received by Citilink within thirty (30) days of receiving the Suspension

Notice. The General Manager (or designee) will decide within thirty (30) days of the appeal request.

Revised on 03/27/2024


http://www.fwcitilink.com/



