Memorandum
To:	Gary Jackson, City Manager
	
From:	Mariate Echeverry, Transportation Planning Manager

Date:	May 27, 2016

Re:	Transit service to Reynolds area 



As per your request, Part I of this memo presents information related to transit services provided outside of city limits and the funding sources that made those services possible and Part II performs a preliminary analysis for transit service and costs to service the Reynolds School campus area.

Part I – Comparable transit service 

The City has provided transit service outside of city limits in limited occasions, as follows:

· Route connecting Downtown Asheville to the Town of Weaverville, from 2002 – 2009.
· Route connecting Downtown Asheville to the Town on Black Mountain, from 2002 – to date.
· Route connecting Downtown Asheville to Warren Wilson College, service began before 2007 – to date.

The service to the Towns of Weaverville and Black Mountain began as part of an Intercity program sponsored by NCDOT. These routes lost funding as they didn’t comply with the program requirements; in FY2010, NCDOT agreed to fund the route to Black Mountain for 9 additional months, as part of a demonstration project, to give time to the city and partners to find an alternative funding source. 

Funding, as described below, was provided in its majority by NCDOT; the city’s contribution was limited to fare revenues and capital (the use of city buses). The Town of Black Mountain and Weaverville contributed to the routes until FY2010. Funding included the Buncombe County Trailblazer service to the Town of Black Mountain.

The service to Warren Wilson was set as a partnership with the city; the college was paying service outside of the city limits for the route that serviced the college.




	Route
	State funding
	Farebox Revenue
	City’s match
	Local government contributions
	Total

	Weaverville 
	$143,335
	$5,500
	N/A
	$10,000
	$158,835

	Black Mountain 
	$306,146
	$23,348
	N/A
	$18,500
	$353,494

	Black Mountain demonstration project 
	$141,667
	$7,084
	N/A
	N/A
	$148,751

	Warren Wilson College
	N/A
	N/A
	$78,000 approx.
	$78,000 approx.
	$156,000



The route to Black Mountain continued as the city was able to secure funding through the Job Access and Reverse Commute federal program and the contribution from the city and Warren Wilson College to match the grant. 

Funding was established as follows:

	Route 170
	JARC
	City’s match
	Warren Wilson contribution
	Total

	Black Mountain 
	$196,560
	$141,960
	$54,600
	$393,120




Part II - Route analysis

Staff has developed a preliminary analysis based on available information to determine possible routes and determine cost to provide service to the A.C Reynolds School campus and adjacent area. 

This analysis includes two possible options:

1. Route from downtown to the school campus. This will be run as an express route going on Biltmore/Fairview/Charlotte Highway with a frequency of one run every hour.
[image: ]

2. Route from Bleachery Boulevard or from River Ridge Shopping Mall with a frequency of one bus every hour. Though this route is shorter the cost of this option is the same as number 1, because the bus can’t be used for anything else in the down time, there is a possibility that frequency could increase to two runs every hour. Further analysis will be needed to determine if extending the route to the Haw Creek area will serve better the population. 

[image: ]

Staff recommendation is to establish a direct route, either from downtown or the Haw Creek area; direct routes provide higher quality of service, as riders don’t need to plan for transfers, which usually add one hour in average to any trip, and discourage people from riding on a regular basis; transfers usually penalize the more vulnerable population that have no other transportation options. Transfers will still be possible, if needed, however. Both proposals will also serve the apartment complex located near the school.

Working with the community will be required to be able to determine best routes and hours of operations. 

Staff developed two cost estimates: limited service, 7 hours per day and full day service, 13 hours per day. The costs of providing service to the Reynolds area is:

	Operations
	Weekday
	Saturday
	Total

	7 h/day (3 hours in the morning and 4 hours in the afternoon, to be determined)
	$187,000
	$37,400
	$224,400

	13 h/day 
	$353,000
	$70,600
	$423,600



Depending on the timing to begin this service, a new bus may be required. One of the city buses was totaled in an accident and that leaves operations without enough spares to be able to respond to the day to day events. The cost of a new bus is about $450,000; the city could try to leverage federal and state funds to cover 90% of the cost. Acquiring a new bus and getting the funding in place may take approximately 18 months.

Due to capacity issues, staff will need approximately six to nine months to perform additional analysis, surveys, public meetings, planning, etc. if this project moves forward, and approximately four more months for implementation. 

Staff recommends a pilot project for two years, 7 hours/day, as it will be the minimum time to determine if the route is feasible and ridership sustainable. 

Because of the regional character of this route, staff also recommends that at least half of the cost of providing this service be covered by other agencies. 
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