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EXECUTIVE SUMMARY

The North Carolina Department of Transportation (NCDOT) Public Transportation Division (PTD) has
developed a comprehensive process to analyze the current performance and organizational structure of the
Rutherford County public transit system and to recommend strategies of operating and managing that will
improve and increase efficiency and effectiveness. This 5-year Community Transportation Service Plan
(CTSP) was imitated in September of 2014 and included a comprehensive process that included public
education and involvement, coordination planning meetings with stakeholders and private and non-profit
transportation service providers, Rutherford County Transit System (RCTS) staff and input and guidance
from the Rural Planning Organization (RPO) and NCDOT-PTD staff. The purpose of this study was to
ensure that the RCTS can make strategic progress in meeting future mobility needs of the contracted
services and the general public to include targeted populations within their service areas which would then
expand to better coordinate with meeting regional transportation initiatives.

Three Steering Committee meetings were held at strategic times
during the 9-month project:

e February, 2014
e March, 2015
e June, 2015

Presentations were made to review the existing conditions and
current performance measures, review the operational and
organizational direction of the system, look at growth areas for
unmet service needs and provide a financial analysis that accommodates the 5-year implementation of

recommended actions.

Two Technical Memorandums were presented as part of the scope of work for this project. Technical
Memorandum #1 included a service characteristic summary, funding and financial management summary, a
capacity analysis and the results of local surveys and interviews regarding existing services.

Technical Memorandum #2 summarized potential coordination opportunities, management and service
alternatives and recommendations and costs associated with each recommended action.

The five-year plan included an implementation schedule, financial plan and budget tool and the public
involvement event that took place at the Mayfest Craft Fair in Rutherfordton on May 2, 2015. Additionally,
a performance measurement plan was developed to evaluate the impact and effectiveness of the CTSP
recommendations in achieving the goals outlined in RCT’s Systems Safety Program Plan (SSPP). This plan
includes quantitative and qualitative benchmarks informed by Institute for Transportation Research (ITRE)
for peer group analysis and from RCT’s weekly transit service delivery statistics.
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The current deviated fixed route is one element of the RCT service that needs to be addressed. The
recommendation is to align the route with two vehicles to reduce the headway and improve the customer
service to the riding public. However, there is an escalated cost associated with this recommendation, as
noted in the financial section of this report. However, the deviated fixed route has the potential to provide
a viable mobility option to the communities of Rutherfordton, Forest City and Spindale, if the following
actions are implemented:

Coordination with community groups along the deviated fixed route corridor;

Coordination with the faith community that has the potential to impact awareness of the route;
Coordination with Isothermal Community College to bring about connectivity options to their
students;

Coordination with Walmart and other businesses to promote use of the service.

The implementation of a new advertising campaign, (painted buses, shelters, etc.) that would
show the service as a “general public” responsive alternative to potential choice riders.

VV VYVV

If these actions are implemented and no significant ridership has occurred, (after a 2-year period), then it is
recommended to reassign the deviated fixed route resources to other areas of the system.

Extending senior services transportation to the senior centers in Ellenboro, Henrietta and Shingle Hollow
should be explored. If funding is available, these sites could benefit from RCT provided transit service to
and from these site locations. Fach site serves approximately 25 seniors per day.

Alternative fuels and hybrid vehicles have become popular considerations, due to their perceived
environmental and energy savings benefits. There have been studies that indicate that the use of alternative
fuels can reduce emissions of harmful pollutants and greenhouse gases. Additionally, as prices of gasoline
continue to fluctuate, there could be some cost advantages to using certain alternative fuels.

However, a number of barriers need to be considered in the evaluation of the installing an alternative fueled
vehicle fleet. These considerations include:

* Higher capital costs of alternative fuel vehicles and supporting facilities

* Higher operating costs, including fuel and maintenance costs

* Reliability and durability concerns, especially in rural areas with both climate and terrain challenges
e Limited availability of alternative fuels

* Risk of interruptions in fuel delivery

RCT staff has initiated a peer request for data to determine the cost/benefits, maintenance costs and

infrastructure to support a successful alternative fueled program. This information might lead to a
consideration for the development of a pilot program for RCT in future years.

RCT will need to continue to increase the coordination with transit services in neighboring counties,
specifically, the medical transportation services that are provided in McDowell County. This is a service that
has increased over the past few months, and is expected to continue to increase in the future. Coordination
with the Polk County Transit service will be key as the new Tryon International Equestrian Center begins its
full operation. This may have a significant impact on the economic development potential for the region.

Executive Summary ii












Performance Measurement Plan

A Performance Measurement Plan was developed to evaluate the impact and effectiveness of the CTSP
recommendations in achieving the goals outlined in RCT’s System Safety Program Plan (SSPP), which is
updated annually. RCT’s current goals are:

Run an efficient system based on drivers’ hours, revenue miles and passenger trips.
Maximize the number of passengers aboard all Transit vehicles.
Transport passengers to out of town appointments in a shuttle based system.

el

Create a proactive transit safety culture that supports employee safety and safe system operation

through motivated compliance with agency rules and procedures and the appropriate use and

operation of equipment.

5. Leverage revenues and grant funds to provide additional transportation services to the citizens of
Rutherford County.

6. Improve image and understanding of service by the general public through a strong marketing
program and public involvement plan and professional image for all employees.

7. Upgrade department’s overall computer skills through training and equipment/softwate purchases

The Performance Measurement Plan identifies objectives for each of the goals and CTSP recommendations
to achieve them. Qualitative and quantitative benchmarks are specified for each of the CTSP years, with a
comparison between current conditions and projected conditions in FY 2020, the end of the five-year CTSP
planning horizon.

Peer Group Analysis

Where applicable, objectives were included in the Plan that would allow for a peer analysis with other transit
systems. Rutherford County is included in ITRE’s Peer Group 4, which is comprised primarily of transit
agencies operating in rural counties. The list of counties is shown on Figure 1-3 on page 1-13. Comparisons
for the peer group are provided annually by ITRE and include: subsidy per trip, cost per trip, passengers per
hour, and non-contract trips per non-urban population.

For each of the benchmarks I'TRE has established a three tiered ranking:

e Superior = value at 85th percentile
e Median = value at 50th percentile
e Acceptable = Median - (Superior - Median)

RCT was consistently above the acceptable level in all four categories from 2011 to 2013 (the most recent
data available). The Performance Measurement Plan proposes that RCT achieve a superior ranking in all
four categories by FY 2020. CTSP recommendations are identified and quantified where possible that would
assist in achieving a superior ranking.
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Capital Improvement Plan

Rutherford County Transit has developed a capital improvement plan for the next five years in order to
maintain its commitment to safe, reliable, and efficient transit service. Table ES-3 outlines the vehicle
replacement schedule with the yellow cells representing the vehicles scheduled to be replaced during that
fiscal year. The total costs and local match associated with the vehicle replacements are included at the
bottom of the table. Vehicles included in the Capital Improvement Plan are for the replacement of existing
vehicles.

Table ES-3: RCT Vehicle Replacement Schedule

Proceeds from Replacement Mileage Mileage Mileage Mileage Mileage Mileage
Vehicle# Type Cost Vehicle Sale  FY 14 Mile/Yr Year FY2015 FY2016 FY2017 FY2018 FY2019 FY 2020
580 22' LTV $ 65000 (S 3,000 8,313 FY 2015 156,670
615 Lift $ 55000 (S 3,000 20,857 FY 2015 143,826
582 Minivan $ 30,000 | $ 3,000 16,424 FY 2015 131,161
579 Lift $ 55000 (S 3,000 4,984 FY 2015 130,555
640 25'LTV $ 70,000 | S 3,000 31,895 FY 2016 147,467
612 Lift $ 55,000 | $ 3,000 21,344 FY 2016 133,327
613 Lift $ 55,000 | $ 3,000 20,662 FY 2016 117,125
578 Lift $ 55,000 | $ 3,000 24,247 FY 2016 117,004
616 Lift $ 55,000 | $ 3,000 13,010 FY 2017 116,529 129,539
614 Lift $ 55,000 | $ 3,000 20,394 FY 2017 110,190 130,584
611 Lift $ 55,000 | $ 3,000 24,585 FY 2017 109,472 134,057
635 Lift $ 55,000 (S 3,000 16,411 FY 2018 94,766 111,177 127,588
637 Lift $ 55,000 | S 3,000 20,121 FY 2018 88,848 108,969 129,090
638 Lift $ 55,000 | S 3,000 22,233 FY 2018 88,528 110,761 132,994
636 Lift $ 55,000 | $ 3,000 17,283 FY 2018 87,128 104,411 121,694
658 Ctr Aisle $ 50,000 | $ 3,000 26,798 FY 2018 83,995 110,793 137,591
647 Lift $ 55,000 | $ 3,000 17,740 FY 2019 75,728 93,468 111,208 128,948
644 Lift $ 55,000 | $ 3,000 20,440 FY 2019 73,578 94,018 114,458 134,898
645 Lift $ 55,000 | $ 3,000 20,060 FY 2019 68,429 88,489 108,549 128,609
643 Lift $ 55,000 | $ 3,000 21,842 FY 2019 67,637 89,479 111,321 133,163
646 Lift $ 55,000 | $ 3,000 20,679 FY 2019 64,902 85,581 106,260 126,939
649 Lift $ 55,000 | $ 3,000 18,045 FY 2020 54,862 72,907 90,952 108,997 127,042
648 Lift $ 55,000 | $ 3,000 16,158 FY 2020 54,232 70,390 86,548 102,706 118,864
683 20' LTV $ 60,000 | $ 3,000 21,877 35,193 57,070 78,947 100,824 122,701
682 22'LTV $ 65,000 | $ 3,000 12,146 24,797 36,943 49,089 61,235 73,381
709 SUvV $ 30,000 | $ 3,000 17,353 18,136 35,489 52,842 70,195 87,548
Vehicles Per Year 495,901 4 4 3 5 5 2
Proceeds from Sale $ 12,000 [ $ 12,000 ($ 9,000 | $ 15000 |$ 15000 | S 6,000
Cost Per Year $205,000 | $235,000 | $165,000 | $270,000 | $275,000 | $110,000
Local Match 10% $ 20,500 [ $ 23,500 [ $ 16,500 | $ 27,000 | $ 27,500 | $ 11,000

Executive Summary i



Financial Plan

A financial plan for Rutherford County Transit was developed based on recent RCT budgets and inflation
factors provided by NCDOT, in order to assess the financial impacts and performance measures (ridership
and fares) associated with the CTSP recommendations over the CTSP planning horizon (FY 2016 — 2020).
The plan is modeled on two scenarios: Base Case and Base Case + CTSP Recommendations. The Base
Case Scenario does not include the CTSP recommendations, but rather projects revenues and expenditures
based on past RCT budgets and inflation. The Base Case + CTSP Recommendations Scenario includes the
CTSP recommendations in projected expenditures and identifies potential sources of federal, state, and local
revenues to cover the anticipated costs. The two scenarios are summarized in Table ES-4. Additional
information including the methodology used to develop the financial plan is discussed in Chapter 3.0:
Financial Plan.

Table ES-4: Summary of Financial Plan

Actual Projected Estimated Estimated Estimated Estimated Estimated Total FY 2016 -

Base Case Scenario FY 2014 FY 2015 FY 2016 FY 2017 FY 2018 FY 2019 FY 2020 2020
Expense

Administrative $ 218,951 |$ 235951 ¢ 235951 |$ 235951 (S 235951 |$ 235951 |$ 235951 (% 1,179,755
Operating $ 683,189 % 683,189 S 683,189 |$ 683,189 |$ 683,189 | $ 683,189 | S 683,189 [ $ 3,415,945
Capital $  4660|$ 247200(¢ 280,602 |$ 222,000 (S 312,000 |$ 357,000 $ 152,000 | $ 1,323,602
Expense Subtotal $ 906,800 | $ 1,166,340 | $ 1,199,742 | $ 1,141,140 | $ 1,231,140 | $ 1,276,140 | $ 1,071,140 [ $ 4,595,700
Revenue

Federal $ 160,852 | $ 354,933 [$ 381,655 (S 334,773 [$ 406,773 |$ 442,773 |$ 278,773 1,844,747
State $ 208,095 |$ 202,659 [ $ 205999 |$ 200,139 (¢ 209,139 | $ 213,639 | $ 193,139 1,022,055
Local - RCT S

Revenue Subtotal $ 1,015,912 | $ 1,236,792 | $ 1,292,047 | $ 1,247,630 | $ 1,337,080 | $ 1,386,156 | $ 1,210,362 6,473,275
NET (Revenue - Expenses) | $ 109,112 [$ 70,452 | $ 92,305 | $ 106,490 | $ 105,940 | $ 110,016 | $ 139,222 1,877,575

$
$
646,965 | S 679,200 | S 704,393 | S 712,718 (S 721,168 | S 729,744 | S 738,450 | S 3,606,473
$
$

Estimated Estimated Estimated Estimated Estimated Total FY

Base Case + CTSP Recommendations Scenario  FY 2016 FY 2017 FY 2018 FY 2019 Fy 2020 2016 - 2020

Expense

Administrative S 246,559 | S 246,983 | S 247,425 |S 247,884 | S 247,884 | S 1,236,735
Operating S 779904 |$ 915440 | S 983,667 | S 995687 [ S 995,687 | S 4,670,386
Capital S 327638 |S 388583 |S 324621 |$ 374900 S 295,196 | S 1,710,938
Expense Subtotal $ 1,354,101 | $ 1,551,006 | $ 1,555,713 | $ 1,618,471 | $ 1,538,767 | S 7,618,059
Change from Base Case Scenario 13% 36% 26% 27% 44% 66%
Revenue

Federal S 476,127 | S 548,038 | S 529,534 | S 574,264 | S 510,501 | S 2,638,464
State S 211,233 |$ 200,801 |S 210,975 |$ 216,026 | S 193,736 | S 1,032,770
Local - RCT S 704,393 [$ 712,718 | S 721,168 | S 729,744 [ S 738,450 | S 3,606,473
Local - Contract S - S 89,906 | $ 93,508 | $ 97,249 | $§ 97,249 | $ 377,912
Revenue Subtotal $ 1,391,753 | $ 1,551,463 | $ 1,555,185 | $ 1,617,283 | $ 1,539,935 | $ 7,655,619
Change from Base Case Scenario 8% 24% 16% 17% 27% 18%
NET (Revenue - Expenses) $ 37653 (S 456 | $ (528)|$ (1,188)|$ 1,168 |S$ 37,560
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1.0 TECHNICAL MEMORANDUM |

l.1 Overview

Rutherford County Transit

Rutherford County Transit (RCT) was established in 1990; this is the 25" Anniversary year of this self-
funded department within the Rutherford County Government. RCT provides services to eligible Medicaid
patients, senior citizens, persons with disabilities and the general public riders.

Deviated Fixed Route (TARC)

Rutherford County Transit's Deviated Fixed Route, known as TARC, operates through
the communities of Rutherfordton, Spindale and Forest City on a set schedule (Figure
2-8). TARC stands for the Transportation Authority of Rutherford County, but this
term is no longer in use. The route runs from 8:00 AM - 5:40 PM and the fare for a one
way trip is $1.00. Deviations can be made up to 1/2 mile from a set bus stop and stops
may also be made along the route as long as it is a safe location for the bus to stop.
Monthly passes are available for $32.00. They can be bought in person at the RCT
office, which is a stop on the deviated fixed route. This service is supported by the
Rural General Public (RGP) Program. The RGP program is a part of the state-funded Rural Operating
Assistance Program (ROAP) administered by the NCDOT Public Transportation Division. Refer to Table
1-1 on the next page for eligibility criteria and eligible activities.

Medicaid Demand-Response Transportation

Medicaid funded demand-response transportation is provided to passengers who have been approved for
Medicaid Transportation through the Rutherford County Department of Social Services (DSS). Passengers
must call the DSS office to initiate their approval process. DSS must verify that the client has full Medicaid
through the state Medicaid system. Once approved, appointments can be scheduled in advance.

Elderly & Disabled Transportation Assistance Program (EDTAP)

RCT has grant funds available from the Elderly & Disabled Transportation Assistance Program (EDTAP),
part of ROAP, to transport individuals over the age of 60 or who have a disability. If they have a disability,
an application must be completed and a doctor must certify the application. Currently, eligible applicants
are allowed four trips per month at no charge under this service. The number of trips per month is subject
to change based on available program funding. Grant funds, available through NCDOT, FTA and local
resources, are available to subsidize this service on an annual fiscal year or calendar basis from July 1 - June
30. Refer to Table 1-1 on the next page for eligibility criteria and eligible activities.
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Rutherford County Transit

Figure 1-1: Rutherford County Transit Deviated Fixed Route (TARC}
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Planning Context
Community Transportation Service Plan Overview

The CTSP will describe the current performance and organizational direction of the Rutherford County
public transit system and recommend strategies of operating or managing the mobility options for
passengers and improve the efficiency and effectiveness of the organization and transportation services.
This five-year community transportation services plan (CTSP) is developed through a public education and
involvement process that includes the general public, private and non-profit transportation providers,
human service providers and targeted populations that include individuals with disabilities, low incomes and
limited English proficiency (LEP). The result of this planning effort is to produce overall growth and
expansion goals that the community can support. Rutherford County Transit system staff, in partnership
with the NCDOT Public Transportation Division (PTD), have agreed to work together to develop this
CTSP five-year planning study.

Previous Studies

The Isothermal Regional Human Service Regional Transportation Coordination Plan, 2009. This document provided
an analysis to help area transit agencies maximize efficiency through better coordination and improve the
levels of service they provide. It also included some ideas for future regional and local service to meet the
needs of a changing region, such as vanpooling and or funded by job access reverse commute (JARC) grant
funds. The planning process identified opportunities for efficiencies through coordination, which included
improved marketing to increase utilization of existing services. This was especially apparent in car and van
pooling, as well as the development of park and ride lots throughout the Study Area. Logical linkages for
better connectivity with existing transit services were encouraged to develop a regional approach to

coordinated transportation.

The Lsothermal Regional Human Service Regional Transportation Coordination Plan, 2013. The Isothermal Planning
and Development Commission updated the 2009 Local Coordinated Plan. The update involved
inventorying public transportation service providers in the Isothermal region, conducting a needs and
service gaps analysis, and prioritizing transit improvements. Some of the needs and service gaps include:
regional transit call center, schedule coordination between the three counties, transit access for veterans, and
better access for remote/underserved clients. The improvements noted consisted of acquiring additional
transit vehicles, dedicating public parking lots for carpools, vanpools, and park-and-rides, and increasing

deviated fixed-route service.

The LCP noted that one area of potential mobility shifts could be in the utilization of the Thermal Belt Rail
Trail. This trail extends neatly 8 miles from Oakland Road in Spindale west and north to the community of
Gilkey. The trail surface is paved for 1.8 miles from downtown Spindale to Whitesides Road and then
transitions to crushed gravel for the remainder to Gilkey. The trail is approximately 6 feet wide. The trail is
mostly flat with only a gentle rise if traveling towards Gilkey. Only the paved surface is suitable for road bike
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usage and the best places to access the trail are in the Town of Spindale, the Bechtler Mint Site Historic Park
and at the Tanner Companies parking area past the former Tanner Store.

The trail currently has very little on-site signage and no printed maps. The trail is managed by Rutherford
County. This trail offers the opportunity to expand mobility options for biking enthusiasts, and could create
some connectivity to the Rutherford County transit service. Once the trail improvements have been made,
a future study to analyze potential ridership connectivity could be initiated.
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CTSP Update

The last Community Transportation Services Plan for Rutherford County Transit was conducted in 1999.
Therefore, NCDOT —PTD recommended that this current plan not be predicated on the previous one, due
to the length of elapsed time and the changes in local demographics, funding and coordinated services.

Planning Process, Purpose and Goals
Purpose

The purpose of the study is to review, analyze and recommend strategies of operating or managing the
transit services to increase efficiency and effectiveness of the organization and improve mobility options and
the delivery of transportation services. This is a five-year plan that will address service characteristics,
funding, capacity analysis, public satisfaction and community needs, future services, coordination
opportunities and a financial plan.

The demographics of Rutherford County and its economy provide both opportunities and challenges for
creating a balanced and efficient community transportation system. The RCT service provides mobility to
specific populations, while advancing the need for an enhanced general public service. This plan is for a 5-
year timeframe that will put into place efficiencies that promote the purpose of the service and provide a
convenient operational approach that meets future community mobility needs.

Community transportation in Rutherford County largely is provided by the RCT service. The system
primarily serves a diverse set of clients, though the majority of subscription trips that are taken by the
elderly, persons with disabilities, and clients of Rutherford County Department of Social Services. The
CTSP evaluates the system’s current management and operations methodology while assessing its current
administrative, operational and maintenance support, and identifies strengths, challenges and implementable
recommendations. The resulting CTSP will assist NCDOT’s Public Transportation Division in allocating
specific resources to facilitate continuous improvement of the system over a 5-year planning horizon. It is
important to note that the CTSP is intended to be a “fluid, working document” with a flexible framework
that will allow the recommendations to be revisited as the community’s priorities, needs and resources
change.
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Guiding Principles

The following guiding principles will direct the existing conditions analysis for the phased improvements
and recommendations. NCDOT PTD has specific statewide guidance for CTSP’s and the future planning
of community transportation services. The principles include:

e Mobility — To maintain transportation options for the general public, low income individuals,
elderly persons and persons with disabilities to foster independence and enhance quality of life.

e Integration — To integrate the community transportation system with other federal, state and local
programs that support public and human service transportation.

e Efficiency — To enhance the efficiency and effectiveness of community transportation.

e Coordination — To develop the seamless delivery of transportation services across geographies,
jurisdictions and program areas.

e Measureable — To create a phased implementation schedule that supports measureable results.

¢ Resourcefulness — To utilize and identify appropriate resources (personnel, funding, vehicles, and
technology) to sustain a level of service that fulfils the transportation needs of individuals.

Steering Committee

The Steering Committee will meet three (3) times during the process (February-June 2015) to provide
oversight and to monitor the progress on the work plan. The committee members are listed in Table 1-3.

INITIAL STEERING COMMITTEE WORKSHOP

e Present and discuss data on system operations, previous strategic plans, mapping, surveys, public input
and consultant’s assessment. Engage steering committee members to provide comments and input.

e Summarize and present the findings from the system inventory and confirm the consultant understands
the current provision of transportation in the service area.

e Allow the Steering Committee to share their knowledge or perception of unmet needs and the problems
and/or concerns associated with the operation and/or management of the existing transportation
system.

SECOND STEERING COMMITTEE WORKSHOP

e Summarize and present the alternatives recommended for management, service and coordination
analysis of transit system.

e The Steering Committee will discuss the alternatives, recommend changes and/or select the alternatives
they feel should be included in the final report.

FINAL STEERING COMMITTEE WORKSHOP

A presentation of the Draft Plan will be made to the Steering Committee, TAB members, authorized
official, county manager, county finance manager, members of the public governing body, and/or other
interested groups. Comments will be solicited and considered for incorporation into the Final Plan.
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Goals

The primary goals of the plan are to:
1) Analyze and recommend strategies that can improve community transportation services; and
2) Produce coordination and efficiency efforts that the community can support.

Project Timeline:

% Technical Memo 1 Deliverable in January, 2015

¢ Technical Memo 2 Deliverable in March, 2015

¢ Draft Plan/Summary Report Deliverable in May, 2015
+¢ Final Report Deliverable in June, 2015
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Operating Statistics

The Institute for Transportation Research and Education (ITRE) at North Carolina State University on
behalf of NCDOT created a series of five peer groups across the state for comparison of operating
statistics. Rutherford County falls within Peer Group 4 (Figure 1-3 on the following page). Comparing
Rutherford County’s operating statistics to Peer Group 4 (Table 1-4 on the following page) provided an
important initial step to understanding the operating efficiency of the system.

e Based on funding type, Rutherford County Transit has a much more balanced trip distribution than
other Counties within its peer group, meaning that trips are more equally split between Medicaid,
other contract, and non-contract. Medicaid trips make up the majority of the trips in Rutherford

County compared to the other peer counties.

e Demand response efficiency indicators are mixed in the County compared to the peer counties with
passengers per mile being similar, but slightly higher; and passengers per hour being lower.

e Trip subsidies within Rutherford County have fluctuated during the period of 2011-2013 dipping
slightly in 2012 from 2011, but returning to similar levels in 2013. This trend was mirrored by the

peer counties.

e According to the comparison table below, local funding support for administration and operations

exceeds the Peer Group 4 average.
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Rutherford County Transit

Figure 1-4: Elderly Population
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Rutherford County Transit

Figure 1-5: Disabled Population
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Rutherford County Transit

Figure 1-6: Poverty
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Rutherford County Transit
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Figure 1-7: Population with No Vehicles
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Rutherford County Transit

Figure 1-8: Population Under 16
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Service Gap Analysis

The transportation disadvantaged groups discussed above are used to create a Transportation Dependent
Index (TDI) that can be used to display relative concentrations of transit dependent populations within a
study area, or, in this case, within Rutherford County. In addition to the five transportation disadvantaged
groups described above, the TDI also includes population density in its formula. The TDI is developed at
the Census Block Group level, and can be used to analyze existing service to determine if there are any
service gaps, or if any there are any opportunities for transit service to be expanded to capture additional
riders.

TDI scores at the Block Group level in North Carolina range from 0 to 88 with higher scores typically
concentrated in urban counties such as Mecklenburg and Wake Counties. The average TDI score in North
Carolina is 22. Within Rutherford County, scores range from 5 to 60, with the average being 13. TDI
scores are shown in Figure 1-9. The highest scoring Block Group is located in Forest City, and higher
scores are generally concentrated in Rutherfordton, Spindale, and Forest City, as well as along Alternative
US 221 in the vicinity of the areas known as Caroleen and Henrietta.

Rutherford County currently operates a deviated fixed route, known as TARC, which operates through
Rutherfordton, Spindale and Forest City on a set schedule. The route has approximate two hour headways,
and runs Monday thru Friday between 7:00 AM - 5:30 PM except New Year’s Day, Martin Luther King
Day, Good Friday, Memorial Day, Fourth of July, Labor Day, Veteran's Day, Thanksgiving and the day
after, Christmas Day and the working day before and after Christmas. As shown in Figure 2-8, this route
passes through all of the block groups that scored greater than 20 in the TDI index.

Rutherford County also provides a demand response service for pre-qualified residents of the County for
Medicaid Transportation. This service allows residents to arrange transportation from their home to a
medical facility (i.e. a doctor’s office or a kidney dialysis office), and back home. The County also provides
transportation services to elderly and disabled residents, as well as home to work travel. As part of the
service gap analysis process, Demand Response data was requested from Rutherford County Transit which
included the home address of the resident and the destination. A month of data was provided (October,
2014), and from that data, a weeks” worth of home addresses was extracted and geocoded (the week of
October 5™-12"™). (This data did not include the out-of-town medical trips to the clinic in Mation, as that
service was not yet under contract.)

Since the demand response service is available county-wide, customers are geographically dispersed
throughout a wide area, however some concentrations of customers exist in the vicinity of Rutherfordton,
Spindale and Forest City, as well as along US 221 Alternative and US 221 in the vicinity of the areas known
as Caroleen and Henrietta. These areas also coincide with higher rates of transit dependent populations.

To further address service gaps, we reviewed the usefulness of the current transit facility and the condition
of the shared space for administrative support and the parking of vehicles. Additionally, there is ample
vehicle availability during the mid-days which (if budget allowed) could be utilized for potential additional
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Rutherford County Transit
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ROAP funds and any additional funds supplementing the ROAP programs are allocated to each county by a
formula, shown on the following page. As a general rule, each county is eligible to receive an allocation
from each program; however, counties that do not provide transportation services to the general public are
not provided a RGP allocation. Rutherford County Transit does provide transportation services to the
general public so it is eligible to receive a RGP allocation. ROAP funds are to be used for the operating
cost of trips, but not for administrative or capital costs. All eligible ROAP recipients must submit an annual

application to receive ROAP funds.
EDTAP Allocation Formula

The following formula was used to determine the county allocation of the funds available:

e 50% divided equally among all counties;

e 2272 % based upon the number of elderly (60 years or older) residents per county as a percentage of
the state’s total elderly population;

e 222 % based upon the number of disabled residents per county as a percentage of the state’s total
disabled population; and
e 5% based upon a population density factor that recognizes the higher transportation costs in rural,

sparsely populated counties.

EMPL Allocation Formula

The following formula was used to determine the county allocation of the funds available:

e 10% divided equally among all counties;
® 45% based upon the population of each county as a percentage of the total state population*; and

e 45% based upon the number of Work First caseloads per county as a percentage of the number of
Work First caseloads in the state as of January prior to application distribution.

RGP Allocation Formula

The following formula was used to determine the county allocation of the funds available:

e 50% divided equally among all eligible counties; and
e 50% based upon the rural population of each county as a percentage of the total state rural

population.*

*Excludes the population of any municipalities where an urban or small urban transit system is operating in counties with
urbanized areas within their boundaries.

RCT received approximately $163,000, $209,000, and $211,000 between FY 2011 and FY 2014, Table 1-9,
shown as state grants. Total, RCT received $399,000 in FY 2014 in state and federal grants, down from
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COME RIVE T+ Wal-Mart Friday: This service began in March, 2013. This demand-

Ol ER  response shopping trip initiative provides mobility access to general
C?rqu!rgevcﬂ?{‘ public riders who want to shop at the Wal-Mart Plaza area. All
SEASON reservations must be made by 5:00 PM on Wednesday each week. The

0 M-8 P scheduled passenger pick-up times are between 7:30 AM and 9:00 PM.

FPECEMBER &TH On December 6, 2014, a Christmas Shuttle was provided to support
T T T e o local businesses and promote transit. This was a fare-free promotional

shuttle to transport general public riders to downtown shopping
locations and local eateries. Specific bus stops included Main Street Park
in Rutherfordton, the Hickory Log BBQ and Spindale House in Spindale
and the Brew House and Santa’s House in Forest City. Riders received

local store coupons and were treated to a great new experience that
hopefully will become an annual transit tradition. Rutherford County
Transit, in conjunction with the Rutherford County Chamber of Commerce worked with the Merchants
Associations in Rutherfordton, Spindale and Forest City to coordinate the event. This was an excellent
initiative to bring about a new understanding of the RCT public transit service and provided invaluable
marketing of the service and the value to the area communities.

A Laundry Shuttle service is planned to begin in February, 2015. This
will target potential public rides in the areas of Ellenboro, Rutherfordton,
Spindale and Forest City. This will be a demand response service and
require advanced reservations for trip requests. Again, this is a
progressive program to meet a local need for low income populations
who need transportation to and from laundry site locations.

Third-Party Contracts

In addition, state and federal funds RCT also receive a large amount of its
funding from contracts for service or contributions from third parties,
FY 2013 $597,000 and FY 2014 $586,000. RCT has contracts for service
with DSS Medicaid, Red Life Services, and the Senior Centet.

Funding Opportunities

In addition to FTA Section 5311 federal funds that RCT currently
receives through NCDOT, it also receives FTA Section 5310 funds,
which are designated for “enhanced mobility of seniors and individuals
with disabilities.” This is a formula grant program whose purpose is to provide transit service to both
seniors and persons with disabilities. The intent of this funding is to serve the special needs of transit-
dependent populations beyond traditional public transportation services and Americans with Disabilities Act
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(ADA) complementary paratransit services. The Statutory References are 49 U.S.C. Section 5310 / MAP-21
Section 20009.

Eligible recipients of this funding would include:

e “States (for all areas under 200,000 in population) and designated recipients
e Subrecipients: states or local government authorities, private non-profit organizations, or operators

1

of public transportation that receive a grant (purchase of service) indirectly through a recipient.

Eligible activities are specifically noted and include: capital projects (including purchase of service), public
transportation projects that exceed the requirements of the ADA, improve access to fixed-route service, and
alternatives that assist seniors and individuals with disabilities. The funding stipulates that:

e “At least 55% of program funds must be used on capital projects that are for public transportation
projects planned, designed, and carried out to meet the special needs of seniors and individuals with

91

disabilities when public transportation is insufficient, inappropriate, or unavailable.

The remaining 45% may be used for:

e “Public transportation projects that exceed the requirements of the ADA

e Public transportation projects that improve access to fixed-route service and decrease reliance by
individuals with disabilities on complementary paratransit.

e Alternatives to public transportation that assist seniors and individuals with disabilities.”

Future phases of this study will include the
applicability of the NCDOT’s 5310 funding
allocations to RCT.

RCT also receives a grant from Western
Highlands, which provides necessary funds to
support transportation for behavioral health

initiatives.

RCT has applied for $78,000 grant from the
Appalachian Development Public
Transportation  Assistance  Program  for
operational funding. The purpose of this
program is to provide capital, planning, and

operating assistance to states to support public

Fact Sheet: Enhanced Mobility of Seniors and Individuals with Disabilities Section 5310,
http:/ /www.fta.dot.gov/documents/MAP-21_Fact_Sheet_-
_Enhanced_Mobility_of_Seniors_and_Individuals_with_Disabilities.pdf
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transportation in rural areas of the Appalachian Region with populations less than 50,000, where many
residents often rely on public transit to reach their destinations. It is a $20 million formula program created
under Section 5311 as a part of Moving Ahead for Progtess in the 21" Century (MAP-21) legislation. This

funding would be provided through 49 U.S.C. Section 5311 / MAP-21 Section 20010, to the NCDOT for
distribution to qualifying transit agencies throughout the state.

Eligible Activities would include the same activities eligible under Section 5311:

e Planning

e C(Capital

e Operating

e Job access and reverse commute projects

e Acquisition of public transportation services

These funds would offset the RCT operating costs, associated with the fully-allocated cost model for life
services such as the food shuttle, laundry shuttle and dialysis transportation.

Facebook has a local presence in Rutherford County and offers a grant for governments, nonprofits, or
businesses. The grant has a broad scope, which is to assist the recipient in improving efficiency and efficacy
through technology. Applications are due in September and awarded in November. Recipients may receive
up to $15,000. RCT may apply for this grant in order to meet future technology needs.

2Fact Sheet: Formula Grants for Rural Areas Section 5311, http://www.fta.dot.gov/documents/MAP-21_Fact_Sheet_-
_Formula_Grants_for_Rural_Areas.pdf
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e Drivers — This position is responsible for operating a multi-passenger vehicle requiring a
commercial driver’s license to transport local residents for medical, social, economic and educational
needs. Rutherford County Transit currently has a total of 25 drivers, two of which are full-time while
the remaining 23 are part-time. Drivers are currently not required to take a physical. RCT may
consider instituting this requirement in order to maintain its record of excellent safety.

The Transportation Advisory Board (TAB) meets quartetly on the third Friday of the month (February,
May, August, and November) at the RTC facility. The purpose of the TAB is to: “establish goals and
objectives for the community transportation system providing efficient and effective utilization of all
available resources in the provision of safe, convenient, and reliable transportation services, and to facilitate
mobility choices for all individuals including the eldetly, disabled, and clients of human service agencies.”

The TAB is comprised of twelve members, representing:

e County Commissioner

e Human service agencies e Chamber of Commerce/Economic
e Employment Security Commission Development

e Job Link Career Centers /School to Work e Business/ Industry

¢ Civic Community Organizations e Emergency Medical Services

e Private Citizen(s) e Private Transportation Provider

e Smart Start e Taith Community Leaders

The composition follows the FTA Section 5311 requirements for Transportation Advisory Boards, which
requires that they reflect a diverse array of community stakeholders and constituents such as human service

agencies, transportation providers, businesses, government, and transit users.’

Rutherford County Transit may need to update its policies and procedures to reflect recent changes to its
administration and operations such as making service changes to the deviated-fixed route only once a year.

3 FTA Section 5311 Transit Advisory Board (TAB) Composition,
https://connect.ncdot.gov/business/Transit/Documents/FY2016%20%205311%20Community%20Transportation%e20Program.zi
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Technology

CTS Software’s ParaScope© — Mobile Data Computer solution provides Rutherford County Transit drivers
and dispatchers with the ability to communicate more efficiently. This improvement was instituted in 2014
and includes a safe mobile messaging communications tool. The ParaScope© displays the driver’s trip
manifest electronically. The details on the screen include trip information such as pick-up and drop-off
odometer readings and times. This ability to capture “real-time” data has been a great assistance to the
scheduling and dispatching functions. The built-in GPS (global positioning system) provides invaluable
routing information to help drivers get to their scheduled locations timely and efficiently. Some of the
functions of this system include:

e Electronic manifest

e Real-time data capture of odometer readings and times

e Instant schedule updates which alert drivers of any changes
e Safe messaging between drivers and dispatchers

e Vehicle tracking on a standalone map display

This software could be improved by fixing a bug that currently prevents drivers from seeing the deviated
fixed route stops in the correct order. It could also be improved by adding the ability to count passengers
boarding and alighting from the bus. Currently drivers must log their time using the tablet, but must record
passengers separately on paper logs. This is more burdensome for the drivers and takes more time than
would an integrated solution.
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Summary of Findings

The majority of the county’s current population makes trips for work, school, shopping, appointments, and
entertainment in private transportation (personally-owned or share vehicles).  However, public
transportation is an essential service for individuals who do not have another means of transportation and
for general public riders who would like a convenient and cost effective mobility option. These transit-
dependent individuals cannot drive, bike or walk, or do not own a vehicle. They are reliant on Rutherford
County Transit’s demand-response service or deviated fixed route service to travel to medical appointments,
social service appointments, shopping, or education at the community college. There were no interviewed
deviated fixed route riders who currently take the bus to and from work. However, there are two clients
from the Rutherford Life Services who sometimes utilize the deviated fixed route service as a work trip

alternative.

Residents who use public transportation are highly dependent on the RCT as their only means of
transportation. The survey process feedback was very positive from the existing riders. They provided
favorable feedback to RCT in the service as reliable, affordable, safe, and courteous customer service from
the drivers and dispatchers.

Many of the community non-riders and merchants were aware of the existence of RCT, and communicated
the importance of mobility and connectivity. The general feedback from this group of stakeholders was that
the current operations and leadership was very strong and understood the diverse transit needs in the

community.

Themes that emerged from rider and non-rider feedback included:

e RCT provides an essential service to the residents of the county.

e RCT enables seniors and low-income riders to travel to medical appointments and social services.

e RCT’s Director is doing an excellent job fulfilling the current needs of the county, and has
successfully developed a zone-based fees policy and the Holiday Shuttle transit service.

e Everyone the project team interviewed was aware of the existence of the RCT and its deviated fixed
route, but fewer were familiar with the demand-response service “the reservation system.” Many of
the deviated fixed route riders became familiar with the transit service only after seeing posted RCT
signs and boarding for the first time.

e Assisted living centers for seniors follow state regulations that require the presence of center
personnel to be with the senior at all times, during transport, during a medical appointment and
when traveling by automobile, bus, wheelchair, etc. For this reason, these particular senior centers
find it more convenient to have center staff drive seniors to their appointments and shopping
instead of making reservations for services on the RCT vans.

e Greater frequency on the deviated fixed route each day, occasional evening service and Sunday
transit service would increase ridership by the individuals already using the RCT. Attracting new
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riders may require additional or new marketing strategies and funding revenue to support these
initiatives.

e There is a widespread perception that transit is used only by the low income riders and those
patrons with zero-car households. The current deviated fixed route schedule is not convenient
enough for daily rides to work or school.

e Several stakeholders said that more Rutherford County residents would use the deviated fixed route

service if they were more aware of the route, convenience and cost.

Detailed findings and sample of the survey instruments are provided in Appendix A.
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2.0 TECHNICAL MEMORANDUM 2

2.1  Administration and Management of the Transit System

Mission and Goals of Rutherford County Transit
Mission
The mission statement of Rutherford County Transit is:

“The purpose of Rutherford County Transit is to provide efficient and effective utilization of all
available resources in the provision of safe, convenient, and reliable transportation services, and to
facilitate mobility choices for all individuals including the elderly, disabled, and clients of human service

agencies.”

This mission statement supports the guiding principles of the NCDOT Public Transportation Division’s

Community Transportation Service Plans, which are:

e Mobility — To maintain transportation options for the general public, low income individuals,
elderly persons and persons with disabilities to foster independence and enhance quality of life.

e Integration — To integrate the community transportation system with other federal, state and local
programs that support public and human service transportation.

e Efficiency — To enhance the efficiency and effectiveness of community transportation.

e Coordination — To develop the seamless delivery of transportation services across geographies,
jurisdictions and program areas.

e Measureable — To create a phased implementation schedule that supports measureable results.

Goals

Rutherford County Transit maintains a System Safety Program Plan, which is updated annually. The plan is
required by a resolution passed by the North Carolina Board of Transportation in 2002, and addresses six
core elements: 1) Driver/Employee Selection, 2) Driver/Employee Training, 3) Safety Data Acquisition
Analysis, 4) Drug/Alcohol Abuse Program, 5) Vehicle Maintenance, and 6) Security. The plan includes the

department’s policies, procedures, and goals. Its system goals are listed below:

e To run an efficient system based on drivers’ hours, revenue miles and passenger trips.
e To maximize the number of passengers aboard all Transit vehicles.
e To transport passengers to out of town appointments in a shuttle based system.

e To create a proactive transit safety culture that supports employee safety and safe system operation
through motivated compliance with agency rules and procedures and the appropriate use and

operation of equipment.
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Review of Existing Policies

The department’s existing policies are documented in its System Safety Program

Plan and made available on the department’s webpage, in printed copies of the e pa—
ANICIT Y
transit brochure, and in person at the transit office. The current rules and m'.“hb“ -
procedures are summarized below and provided in Appendix B. v Sarite
No-Show and Cancellation Policies FSOGNAM A

Passengers must cancel transportation by 6:30 am on the day of the
appointment by calling 287-6339. Any cancellations after 6:30 am will

result in a “no show”.

If a passenger does not require transportation for their take home trip, they must call 287-6339 at
least one hour prior to their take home time. Failure to do so will result in a “no show”.

Passengers must be ready for the driver when the van arrives for pick-up. Transit policy is for
drivers to wait (3) three minutes. If a passenger is not ready within three minutes, the driver will
leave and the passenger will be documented as a “no show.”

Three (3) no shows in a three month period will result in a passenger being suspended from riding
Transit for 30 days.

Scheduling and Reservation Policies

Appointments must be scheduled three business days prior to transportation.

Passengers will be picked up and dropped off at the locations specified when the appointment was
made. If you need to be dropped at another location you must notify Transit in advance.

All out of county appointments must be scheduled with the doctor’s office between 9:00 am — 12:00
pm.

All demand/response passengers receive a call the night before and twenty minutes prior to arrival
with their pick-up time

RCT has procedures in place for violations of the above policies. The procedures are as follows:

First incident: When a passenger’s behavior disrupts the driver or other passengers, the Operations
Manager, or his/her designated official will speak privately with the passenger and the passenget’s
sponsoring agency representative (if the passenger is a human setvice agency client) about his/her
behavior. The director or official will state to the passenger the reason his/her behavior is
objectionable and the steps the passenger must take to correct the behavior. The director will also
provide a written warning to the passenger.

Second incident: If the passenger continues his/her distuptive behavior, the ditector or official will
speak with the passenger and the passenget’s sponsoring agency representative (if the passenger is a
human agency client) a second time. During this conversation, the passenger will be notified of a
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Cash Management Policy

Currently RCT has internal procedures for handling farebox revenue. However, a recommendation would
be to formalize this procedure with an updated cash fare collection process. The following policy could be
considered for implementation:

Subscription route service is funded by contracted agencies and all payments are made by these agencies.
RCT would bill each agency for services rendered during the prior month with payments due within 30 days
of the bill date, which is generally the 10" working day of each month.

General public riders have the option of paying cash fare or purchasing tickets for their trip. Transit passes
may be purchased directly through the RCT Office.

RCT could reserve the right to refuse service to any passenger that owes an outstanding debt of $50.00 or
more for transportation services provided to the client by RCT.

The driver manifest identifies the passengers from whom fares must be collected and the amounts to be
collected. The driver shall indicate on his/her manifest if a fare was collected by marking “Paid” or
“Ticket.” The Driver may either collect the cash fare from the passenger or collect the passenger’s tickets.
If the Driver collects a cash fare the Driver will deposit the fare into their cash bag. Then the Diver will
complete and issue the passenger a receipt. The receipt will be a triplicate document and will be issued in
the following manner:

» 'The White copy will be issued directly to the person paying the fare.
» The Yellow copy will be turned in with the money to RCT’s Administrative office.
» The Pink copy will remain in the receipt book for future auditing.

Drivers would not handle fares except for onboard collection. Fares would be turned into RCT’s
Administrative Office daily for local buses. The fares are to be collected and counted by two RCT
Administrative or Operational staff members. A deposit is to be prepared and signed by the Director or the
representative of the county finance department. Copies of all checks are made. The deposit is then placed
in a sealed bag and taken to the bank by someone other than the person that prepared the deposit. An excel
spread-sheet would be updated monthly recording any uncollected fares from passengers.

The deviated fixed route bus fares and tokens will be placed in the designated farebox upon a passenger
boarding the vehicle. When fares are turned into the office, the farebox collection will be balanced and
reconciled against the drivers manifest.

If for any reason the deposit does not get taken to the bank the deposit is placed in a locked filing cabinet in
the administrative office area and the office door is locked. The Director, Operations Manager and the
Office Coordinator are the only individuals that would have keys to the locking file cabinet.

Once the deposit has been made and the deposit receipt is obtained, the Office Coordinator would then
post the deposit to the General Ledger in the appropriate line.
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Local Commitment to Transit

Rutherford County provides numerous services to RCT including a facility for an annual fee of $8,000.
Those services include all labor associated with vehicle maintenance, human resources, financing and

accounting, legal services, and information technology, as well as, office space and utilities. Although,
neither Rutherford County nor Rutherford County Transit currently tracks the fully allocated value of these

services, it is likely that this investment exceeds the $8,000 annual contribution.
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Marketing Strategies

Rutherford County Transit currently engages in several marketing strategies in order to improve knowledge
of its services in the community and promote its brand.

Logo Branding

Rutherford County Transit has a strong logo identity,
representative of the county’s green and blue colors as shown to Rutherford Counfy

the right. RCT is currently effective in using its logo consistently in v

its printed and electronic communications. All transit vehicles have TRAN s IT ‘
the logo painted prominently. The logo is included on RCT DrivmgPOSS‘bmneS. com
schedules, brochures, and System Safety Program Plan. Electronic

communications, including a webpage and Facebook page include the

logo as well. This consistent and prominent use of the logo plays an

important role in promoting the services and recognition of RCT’s
services.

Brochures and Maps

RCT produces several printed brochures (also available electronically
online) for its deviated fixed route, special shuttles, and a general
brochure about the department.

The department may consider producing map for its deviated fixed

route. A map would help existing and potential riders understand the service and plan their trips. The
Rutherford County Geographic Information Systems (GIS) department or consultant may be able to assist
with creating the map.
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Promotional Videos

Rutherford County Transit produced a promotional video in
2009 to encourage residents to ride. The video gives an
overview of RCT’s service area, fares, and deviated fixed
route. It is available for download on RCT’s webpage. The
department may consider updating the video to include
RCT’s new logo and branding. Similar videos may be
produced to highlight RCT’s unique services such as the
Christmas Shuttle, Walmart Friday, and the new Laundromat

Service. Instead of posting the video for download, which
can be more difficult for viewers, future videos could be shared via the department’s Facebook page and on
YouTube.

Given the expense associated with video, RCT may wish to collaborate with local high schools and the local
community college. Students may be able to assist RCT with video production as an unpaid internship or
for a small stipend. This arrangement has the potential to save the department funds and offer students

experience in video production and working with local government.
Visitors and Tourism

Rutherford County is home to several tourism destinations including Lake Lure and Chimney Rock. The
Rutherford County Tourism Development Authority Office has designed a promotional website for visitors
with information about activities, restaurants, and lodging. Currently the website does not provide any
information about RCT’s transit services. RCT may partner with the tourism office to provide transit
information in order for visitors and tourists to consider using transit during their stay. This
recommendation would be especially relevant if RCT implements transit service to Lake Lure or Chimney
Rock in the future.

Public Involvement Strategies

Rutherford County Transit has been innovative and proactive in its use of public involvement strategies,
which include: a webpage and Facebook page.

RCT Webpage

RCT has a webpage on the Rutherford County website: www.drivingpossibilities.com. The webpage is
comprehensive in that it offers information for general public riders, Medicaid riders, elderly and disabled
riders, and prospective employees. Rules, procedures, and forms pertaining to employment, Medicaid
Transportation, the Elderly and Disabled Transportation Assistance Program, and Employment

Transportation Assistance Program are available on the webpage.
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The Title VI Protection and complaint procedure are online as well as the required public hearing notices
for the Rural Operating Assistance Program. Title VI of the Civil Rights Act and associated executive orders
require recipients of federal financial assistance to publish or broadcast program information in the news
media. Advertisements must state that the program is an equal opportunity program and/or indicate that
Federal law prohibits discrimination. Additionally, reasonable steps shall be taken to publish information in
languages understood by the population eligible to be served or likely to be directly affected by
transportation projects.

The webpage should be updated regularly with service changes and updated policies. These updates would
include changes due to inclement weather and other operational related occurrences. The webpage may be
further improved by organizing the information under sub-pages as necessary to reduce clutter and placing
all forms and policies in a central location for easier access.

Social Media

RCT maintains an active Facebook page (https://www.facebook.com/RuthetfordCountyTransit) with
information about the transit department including current schedules, policies, and programs. The
department updates the Facebook page immediately with service changes due to inclement weather. The
department’s main website is linked to the Facebook page. Furthermore, the transit vehicles promote the
Facebook page with logos that say “Find us on Facebook.”
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Local Coordinated Plan

In 2013, the Isothermal Planning and Development Commission updated the 2009 Local Coordinated Plan
(LCP) known as The Isothermal Regional Human Service Regional Transportation Coordination Plan. The update
involved inventorying public transportation service providers in the Isothermal region, conducting a needs
and service gaps analysis, and prioritizing transit improvements. Some of the needs and service gaps include:
a regional transit call center, schedule coordination between the three counties, transit access for veterans,
and better access for remote/underserved clients. The improvements consisted of acquiring additional
transit vehicles, dedicating public parking lots for carpools, vanpools, and park-and-rides and increasing
deviated fixed-route service. The improvements were not specific to systems, but rather applicable to the
four-county region: Cleveland, McDowell, Rutherford, and Polk. The improvements were not targeted for a
specific timeframe. (Cleveland County is a part of the Lake Norman RPO, not the Isothermal RPO).

In addition to the recommendations made by the
Local Coordinated Plan, RCT may consider
coordinating with Polk County to provide transit
service to the new Tryon International
Equestrian Center, which is located on the
county line between Rutherford and Polk
counties. This center is described in an article
published by the Citizen-Times newspaper of
Asheville, NC:

The Tryon International Equestrian Center is an

extensive $100 million equestrian center and

luxury resort that is planned to feature a 150-

room hotel is scheduled to open in the summer

2017 off U.S. 74. The hotel site will overlook the Tryon International Equestrian Center, which is in the last
phases of being completed.

Though not located in Rutherford County, this Polk County project will have a significant impact on the
tourism industry for the region. Five horse rings are going to be installed with 500 permanent stables. The
future planning includes a 6,000-seat outdoor stadium with floodlights, more horse rings, a sports center, a
covered arena with an additional 500 stables. Altogether the resort will cover approximately 1,400 acres.

There will be opportunities to improve access to both tourists and workers at the center and RCT may
coordinate with Polk County Transit to assess future mobility needs and potential connectivity for public
transit services going forward. With the Tryon International Equestrian Center, economic developers
anticipate a 30 percent growth in horse-related jobs in the region over the next decade (Citizen Times, 2014).
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Rutherford County Transit

Figure 2-6: Thermal Belt Rails-to-Trails Shuttle
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Rutherford County Transit

Figure 2-8: Current Transit Deviated Fixed Route (TARC)
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Filling Service Gaps
Deviated Fixed Route

Opportunities for effective expansion of service exist in RCT. The current deviated fixed route has limited
headways ranging from every 1 hour and 39 minutes to 2 hours and 15 minutes, with a total of five runs per
day. Current headways and the length of the route make the fixed route a poor choice for travel. Overall
service of the deviated fixed route could be enhanced by splitting and reconfiguring the route slightly which
would provide more frequent headways. Splitting the single route into two separate routes which would
pulse, or meet, at Walmart, would allow for neatly the same coverage as is currently offered, but with 30
minute headways. Stop #2 Meadowbrook Mobile Home Park would be removed from the route in order to
improve efficiencies. RCT estimates that this change would result in additional costs of $90,000, however
the enhanced service would likely make it a more appealing transportation alternative and could increase
ridership, somewhat offsetting the costs.

Ridership would be expected to increase due to the added frequency of service. An onboard rider survey
conducted in January 2015 asked general public riders how improvements to RCT services would impact
their ridership. Riders reported that they would likely make more trips each week if frequency was increased.
The current farebox recovery is 7.4%, or approximately $6,000 per year. By implementing these
improvements the total fares collected would be expected to increase due to the increase in ridership.
However, the farebox recovery would be about 6.4%, or approximately $11,000 per year, because of the
increased costs associated with the improvements. This estimate would be contingent upon the successful
marketing strategies of the new service and adding passenger amenities such as bus shelters. This model is
conservative in predicting future ridership and does not take into account the convenience factor of
increased frequency and bus shelters, which would likely encourage additional riders. Additional riders

would increase the farebox recovery.

Figure 2-9 shows the recommended route changes. As noted the two routes would pulse at Walmart every
30 minutes. Route 1, referred to as Blue Line 1, would service current stops west of the transit offices, and
Route 2, referred to as Blue Line 2, would service stops east of the transit offices, including the transit office
itself. While this new system of routes would require users to change buses if they wanted to travel from
the east end of the service area to the west end of the service area, the increased headways would make up
for any perceived inconvenience. And, as noted in Section 2.2 the Walmart stop where the two routes
would pulse is the most heavily used stop on the current route. Furthermore, the two routes could be timed
to meet at Walmart at the same time to avoid long transfer times. Both routes are approximately the same
length — 11.75 miles for Blue Line 1 and 12.0 miles for Blue Line 2 — and have similar number of stops.
Figure 2-9 shows the proposed route changes, including stops. These changes would also help meet the
LCP’s goal discussed in Section 2.1 of improving deviated fixed route service in the Isothermal region.
Table 2-12 shows the division of stops between the two routes. The stops are listed in the order in which
they would be served on the respective route.
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Figure 2-9: Recommended Transit Deviated Fixed Route
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Congregate Meal Programs

In addition to improvements to the deviated fixed route service, There are three congregate meal programs
within the county that offer meals, social and physical activities, and continuing education opportunities to
senior citizens. These three congregate meal site programs are located in the following communities:

e FEllenboro Congregate Meal Program;
e Henrietta Congregate Meal Program; and,

e Shingle Hollow Congregate Meal Program.

None of the congregate meal programs are currently served by RCT, making them inaccessible to many
seniors in their respective parts of the County, thus representing a service gap. Providing a scheduled shuttle
between retirement communities, senior centers, and the congregate meal program locations, mobility for
senior citizens could be improved. These three shuttles could operate mid-day, Monday through Friday, as a
contracted service that would be limited by program demands. Adopting this service would also provide
assistance in addressing the service gap identified in the LCP for remote and underserved clients in the
Isothermal region.

The estimated costs of this additional service would be approximately $80,000 based on 12 hours of service
per day at an houtly rate of $18.07, mileage rate of $0.36, and fixed cost factor of 1.32 for five days a week
for a total of 250 days a year. The 12 hours of service per day represents 4 hours per round trip to each of
the three congregate meal sites. This service may be funded through Section 5310 funds that the Senior
Center would apply for and contract with RCT.

Tourists and Retirees

Chimney Rock Park and Lake Lure are located in the western part of the county and are popular tourist and
retirement destinations. Currently there is no scheduled transit service to the park or Lake Lure area, but
RCT operates demand response service. Scheduled transit service was considered for this region to alleviate
congestion and increase mobility options for tourists and retirees, but was ultimately not recommended.
RCT provided a deviated fixed route in the summer of 2010, but it had very limited usage. The Lake Lure
community expressed support for ending the service and reallocating resources to provide other transit
services where they were more needed. Based on the low ridership and interest in this past service, it was
recommended that RCT not pursue a deviated fixed route for this area.
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Technology Recommendations

Rutherford County Transit is innovative and proactive in its use of technology. Its current technologies
include CTS Software ParaScope, Automatic Vehicle Locators (AVLs), and Google Transit. It also operates
an automated call system that reminds passengers of their scheduled pick up time the night before and 20
minutes prior. The increase in operational efficiencies in fiscal years 2011-2014 allowed RCT to rebuild their
reserves back to a minimum of three month’s operational expenses. This in turn also allowed RCT to have
the funds to invest in new technology as noted below.

CTS Software ParaScope

CTS Software’s ParaScope© — Mobile Data Computer solution provides Rutherford County Transit drivers
and dispatchers with the ability to communicate more efficiently. This improvement was instituted in 2014
and includes a safe mobile messaging communications tool. The ParaScope© displays the driver’s trip
manifest electronically. The details on the screen include trip information such as pick-up and drop-off
odometer readings and times. This ability to capture “real-time” data has been a great assistance to the
scheduling and dispatching functions. The built-in GPS (global positioning system) provides invaluable
routing information to help drivers get to their scheduled locations timely and efficiently. Some of the
functions of this system include:

e [Flectronic manifest

e Real-time data capture of odometer readings and times

e Instant schedule updates which alert drivers of any changes
e Safe messaging between drivers and dispatchers

e Vehicle tracking on a standalone map display

Employing the CTS Software has resulted in financial and efficiency benefits for Rutherford County Transit.
Since implementing the software and tablets, RCT has realized the following benefits:

e Reduction of 250 miles/week translates into a savings of $424/week*
e Reduction of 15 hours/week in payroll translates into a savings of $143/week*
e Total $567/week savings x 52 weeks = $29,484 per year*

The costs associated with the software are as follows:

o Capital Cost = $36,000 / 3 years lifespan of tablets = $12,000 per year*
e Maintenance Cost = $15,888 per year*
e Total annual cost = $27,888 per year*

*These cost and benefit figures are provided by Rutherford County Transit.

The software could be improved by fixing a bug that currently prevents drivers from seeing the deviated
fixed route stops in the correct order. It could also be improved by adding the ability to count passengers
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boarding and alighting from the bus. Currently drivers on the deviated fixed route must log their time using
the tablet, but must record passengers separately on paper logs. This is more burdensome for the drivers
and takes more time than would an integrated solution.

Google Transit

RCT is a Google Transit Partner, meaning that its deviated fixed route schedule is integrated with Google

Maps. Rutherford County residents and visitors alike can plan their trip on RCT by using Google Maps on

the computer, smartphone, or tablet. Google Maps gives step-by-step directions to complete the trip,

starting with walking directions to the closest RCT transit stop. This helpful tool is currently not promoted

on the RCT webpage or Facebook page. It is recommended that RCT promote the tool by adding a link to

both its webpage and Facebook page. A plugin to allow users to plan their trip directly on the RCT webpage
could also be added.

Automatic Vehicle Locators

Rutherford  County  Transit  has
Automatic Vehicle Locators (AVLs)
installed on its vehicles. These devices
allow the dispatcher to monitor where
vehicles are at all times, enabling him or
her to decide where to send vehicles
based on their location.

RCT may improve on this technology

by integrating the data from AVLs

could be integrated with Google Transit

and other services such as TransLoc

(based in Durham) that allow riders to
see where there bus is and when it will arrive. In addition, RCT could place electronic sign boards at its
deviated fixed route stops that would tell riders when the next bus is arriving.

These technology improvements may be funded through FTA Section 5311 funds. Rutherford County
Transit would need to complete the required application through the NCDOT-PTD and ITRE.
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2.3  Coordination Opportunities

Transit Services by Other Providers

In Rutherford County, several taxi companies including AA Tri City Cab, Discount Taxi, Hampton’s Cab,
and Tommy’s Taxi provide services. These taxi companies, particularly Hampton’s Cab, transport dialysis
patients to DaVita Dialysis Care in Forest City. These providers also transport patients to medical facilities
outside of the county. In addition to medical trips, these taxi services drive Rutherford County residents to
airports in Asheville, Charlotte, Hickory, and Greenville-Spartanburg, SC.

Coordination Opportunities with Neighboring Counties

A meeting was held on Tuesday, March 10" with McDowell County
transportation officials. The meeting was conducted at the McDowell
County Senior Center in Marion, North Carolina.  Currently,
McDowell County has 13 vehicles (11 purchased through NCDOT
and 2 non-NCDOT funded vehicles) and employs 9 drivers. There
have not been any vehicle purchases since 2008. The services
provided are coordinated through the McDowell County DSS for
Medicaid related transportation. The County receives approximately
$70,000 in ROAP (EDTAP and EMPL) funds and vehicle maintenance for the vehicle fleet is provided by
the County. Coordination for schedules and operational support is done through DSS.

The discussion at this informal fact gathering meeting
included potential coordination for future out-of-county
medical trips. McDowell County will undergo a transit
development plan in 2015.

In addition to coordination with McDowell County, RCT
has the opportunity to coordinate their out-of-county
medical trips with the Transportation Administration of
Cleveland County (TACC). RCT trips are currently
provided to Gastonia, Charlotte on Tuesdays and Wednesdays, and service to appointments in Kings
Mountain is provided each Wednesday. Additionally, RCT provides non-emergency medical trips (NEMT)
to Shelby on Monday, Tuesday, Wednesday and Thursday. Through scheduling communication, RCT has
the ability to include TACC in trip coordination which could improve efficiency of NEMT regional services.
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Regional Medical Centers
In-County Medical Transportation

Rutherford County has several medical centers, the most prominent being the Rutherford Regional
Health System affiliated with Duke LifePoint Healthcare. The system is a not-for-profit organization with
many locations in Rutherford County, including:

1. Rutherford Regional Medical Center 8. Carolina Home Care
2. Chase Family Care 9. Rutherford Children's Care
3. Forest City Family Care 10. The Mammography Place
4. Rutherford East Family Care 11. OneSource Rehabilitation Services
5. Boiling Springs Family Care 12. Rutherford Orthopaedics
6. The Clinic at Walmart 13. Insights Psychiatric Resources
7. Rutherford Regional Cancer Resource 14. Rutherford Surgical Associates
Center 15. Rutherford Wound Care & Hyperbarics

The main hospital campus is in Rutherfordton, NC. The locations of these facilities are shown on Figure
2-10 on the next page. The numbers listed beside each facility correspond to the figure. Rutherford County
Transit’s existing deviated fixed route serves the following locations: 1, 3, 6, 7, 8, 9, 10, 11, 12, 13, 14, and
15. Demand response also serves these locations as well as the remaining ones: 2, 4, and 5.

Currently, each of the stops on the deviated fixed route is served five times a day with the average headway
at 1 hour and 53 minutes. By implementing changes to the route, the frequency of transit service to these
medical locations could be increased and headways decreased. Instead of serving these locations five times a
day, the route would serve them 19 times. The average headway would decrease from 1 hour and 53
minutes to 30 minutes. The increase in frequency and decrease in headways would improve transit service
for patients and staff of these facilities.

The VA Medical Center is near Rutherford Regional Medical Center in Rutherfordton. It is also served by
the deviated fixed route. The VA Medical Center used to be a time stop on the deviated fixed route, but was
removed due to its low popularity. This has led to some confusion, with some riders thinking that the center
is no longer served. In order to improve communication, adding the center as a time stop to the schedule
should be considered.

DaVita Dialysis Care is located in Forest City and provides dialysis to many patients in Rutherford
County. It is served by the deviated fixed route, but patients are transported to and from dialysis using
demand-response service due to the trips originating at patients’ homes. This arrangement currently works
well for patients so no changes are recommended.
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Expansion to Employers and Isothermal Community College

Isothermal Community College (ICC), a member of

the North Carolina Community College System, is a

comprehensive, two-year, public institution that serves
the individuals in Rutherford and Polk counties. It has two main campuses, one in Spindale, NC and the
other in Columbus, NC. It also has a learning center in Rutherfordton, NC. The main Rutherford County
campus and Learning Center are served by Rutherford County Transit’s deviated fixed route. The transit
connection between the campus and the Learning Center is approximately 30 minutes, and is offered four
times a day. Currently, there is no transit service between the main Rutherford County campus and Polk
County campus. The steering committee discussed a potential connection between the two ICC campuses,
and there is not a need for this service. The same classes are offered at both campus locations, with the
exception of the Hospitality curriculum that is offered at the Polk County campus.

The Rutherford County Airport

is located about five miles north of
Ruthetfordton off of US 64. It is a
small airport serving mostly local
general aviation. There is currently
no commercial aitline service and
no plans to add service in the near
future. The airport is not served by
Rutherford ~ County  Transit’s
deviated fixed route, but it is within

RCT’s demand response service area. Future deviated fixed route transit service to the airport is not
recommended in the foreseeable future due to the absence of commercial air service that would generate

general public transit demand.

There are several large employers both along the path of the deviated fixed route and within a half mile
radius of the route (see Table 2-15). Additionally, according to US Census Longitudinal Employer-
Household Dynamic (LEHD) data there are a total of 2,004 jobs within the half mile buffer of the deviated
fixed route. This represents 21 percent of the total jobs within Rutherford County. Transit service allows
employees to travel to work at these locations without the use of a car, but the infrequent headways
discussed in Section 2.2 makes traveling by bus difficult. Although establishing a park and ride lot is not
considered a priority, a logical location for one would be at the Walmart. There is likely sufficient parking
and riders would be located at the middle of the route. Further, if recommended changes to the route are
implemented, riders would be able to board either Blue line route.
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3.0 FINANCIAL PLAN

3.1 Overview

A financial plan for Rutherford County Transit was developed based on past RCT budgets and inflation
factors provided by NCDOT in order to assess the financial impacts and performance measures (ridership
and fares) associated with the CTSP recommendations over the CTSP planning horizon (FY 2016 — 2020).
The plan is modeled on two scenarios: Base Case and Base Case + CTSP Recommendations. The Base
Case Scenario does not include the CTSP recommendations, but rather projects revenues and expenditures
based on past RCT budgets and inflation. The Base Case + CTSP Recommendations Scenario includes the
CTSP recommendations in projected expenditures and identifies potential sources of federal, state, and local

revenues to cover the associated costs.

Financial Plan Design

The financial plan is an Excel-based tool that can be modified if needed by RCT to reflect changes in
priorities or budgets. The inputs and outputs of the plan are summarized in the graphics below.

Inputs

In order to improve effieciency

and accurancy, the financial plan INPUTS
incorporates  Fully  Allocated n":::mw:i,':;, — .

Cost  Model  (FACM)  and  [SECHIEEEY e =
OPSTATS data that RCT e e—— |
already provides to ITRE o e aTe by -
annually. FACM and OPSTATS e ed

data is copied into the tool from

the existing reports in order to Screenchot of Exeed Financial Tl

Lzl L giiat

project future expenditures and bpdaral farshing

Lomces

ridership.
Outputs

The financial tool produces
several outputs: detailed cost
projections for the Base Case
and Base Case + CTSP
Recommendations Scenarios,
ridership and fare scenarios, and
identified funding sources for
the recommendations.
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Financial Plan Components
The methodologies and results of the following financial plan components are listed below:

e Base Case Scenario (Section 3.2)

e (TSP Recommendations (Section 3.3)

e Base Case + CTSP Recommendations Scenario (Section 3.4)
e Ridership and Fare Scenarios (Section 3.5)

3.2 Base Case Scenario

The Base Case Scenario projects future revenues and expenditures based on historic RCT budgets. It does
not include the CTSP recommendations. Capital costs such as vehicle replacements that are not associated
with CTSP recommendations atre included in the Base Case Scenatio.

Methodology

The Base Case Scenario is compiled based on historic RCT budgets. Revenues are from the RCT budgets
that were submitted annually to Rutherford County. Expenditures are directly linked to the Fully Allocated
Cost Model (FACM) that RCT submits to I'TRE annually. Future revenues are projected based on the
average of past actual budgets while future expenditures are projected based on inflation factors provided by
NCDOT-PTD. Revenues were based on an average instead of an inflation rate, since they tend not to
always increase each year, but rather remain more constant. However, expenditures do tend to increase

annually due to rising fuel, equipment depreciation and personnel costs.

Results

The Base Case Scenario summary is presented in Table 3-1.

Table 3-1: Base Case Scenario Summary

Actual Projected Estimated Estimated Estimated Estimated Estimated Total FY 2016 -

Base Case Scenario FY 2014 FY 2015 FY 2016 FY 2017 FY 2018 FY 2019 FY 2020 2020
Expense

Administrative $ 218,951 |$ 235951 ¢ 235951 |$ 235951 (S 235951 |$ 235951 (% 235951 (¢ 1,179,755
Operating $ 683,189 % 683,189 ¢ 683,189 S 683,189 (S 683,189 |$ 683,189 (S 683,189 [$  3,415945
Capital $  4660|$ 247200(¢ 280602 |$ 222,000|$ 312000 $ 357,000 $ 152,000 ($ 1,323,602
Expense Subtotal $ 906,800 | $ 1,166,340 | $ 1,199,742 | $ 1,141,140 | $ 1,231,140 | $ 1,276,140 | $ 1,071,140 [ $ 4,595,700
Revenue

Federal $ 160,852 | $ 354933 [$ 381,655|S 334773 (¢ 406773 |$ 442,773 (¢ 278773 s 1,844,747
State $ 208,095|$ 202,659 [$ 205999 |$ 200,139 |$ 209,139 [ $ 213,639 |$ 193,139 [ $ 1,022,055
Local - RCT $ 646,965 | S 679,200 [ ¢ 704393 S 712,718 (S 721,168 | $ 729,744 | S 738450 [ $ 3,606,473
Revenue Subtotal $ 1,015,912 | $ 1,236,792 | $ 1,292,047 | $ 1,247,630 | $ 1,337,080 | $ 1,386,156 | $ 1,210,362 [ $ 6,473,275
NET (Revenue - Expenses) | $ 109,112 |$ 70,452 | $ 92,305 | $ 106,490 | $ 105,940 | $ 110,016 | $ 139,222 |$ 1,877,575
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3.3 CTSP Recommendations

The CTSP recommendations included in the financial plan were the result of a multi-month planning
process with feedback from the Steering Committee, RCT, NCDOT-PTD, human service agencies, transit
riders and community stakeholders to identify programs and services for improving mobility in the
community. The programs and services identified through this process along with the advantages and
disadvantages are listed Table 2-16 on page 2-40. The financial plan estimates annual costs of each
recommendation and identifies potential funding sources of federal, state, and local revenues.

Methodology

Costs for the transit service recommendations of the Deviated Fixed Route, Senior Congregate Meal Sites,
Thermal Belt Rails to Trails Shuttle, and Tryon International Equestrian Center Workforce Shuttle were
estimated based on historical data from the Fully Allocated Cost Model (FACM) and OPSTATS report
applied in the cost of service formula, which is dependent on hours and miles:

Cost of Service = Fixed Cost Factor * [(Daily Hours * Hours Unit Cost) + (Daily Miles * Miles Unit Cost)] *
Annualization Factor
Based on the FY 2014 Actual FACM and the FY 2014 OPSTATS report, the values of the fixed cost factor
and unit costs wete:

Fixed Cost Factor =1.32 Hours Unit Cost = $18.07 Miles Unit Cost = $0.36

The annualization factor represents the number of days per year that the transit service is operated. For the
deviated fixed route and senior congregate meal sites, this factor was assumed to be 250 days per year. The
Tryon International Equestrian Center Workforce Shuttle would operate 350 days per year. The Thermal
Belt Rails to Trails Shuttle would be a seasonal service, operating 211 days per year. Based on this formula,
the additional costs associated with the deviated fixed route improvements were estimated to be
approximately $90,000 annually for 300 additional miles of transit service each weekday. The cost of the
senior congregate meal site transit service was approximated to be $80,000 annually based on one round trip
per weekday to each site.

Results

The costs associated with each CTSP recommendation were estimated with the federal, state, and local
funding splits included in Table 3-2. The estimated costs for each fiscal year of the CTSP planning horizon
are shown in Table 3-3 on the following page. Note that the costs shown in Table 3-2 are based on 2015
dollars while the costs in Table 3-3 have been adjusted for inflation.
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Table 3-2: CTSP Improvements Summary with Funding Splits

Administration
Maps and schedules $ 8,000 FY 2016 Yes Section 5311 - Admin 80%| $ 6,400 | 5%| $ 400 [ 15%| $ 1,200 | 0%|S
Translate materials S 2,000 FY 2016 Yes Section 5311 - Admin 80%| S 1,600 | 5%| S 100 | 15%| $ 300 | 0% $
ion Total $ 10,000 $ 8000 $ 500 $ 1,500 $
Operating
Transit Service to Congregate Meal Sites $ 81,496 FY 2017 Yes Section 5310 - Operating 0%| $ - %[ $ 0%| $ - |100%| S 81,496
Deviated Fixed Route Service Changes S 91,172 FY 2016 Yes Section 5311: ADTAP - Operating 50%| $ 45,586 | 0%| $ 50%| $ 45,586 | 0% $ -
Thermal Belt Rails to Trails Shuttle $ 51,352 FY 2018 Yes Section 5311: ADTAP - Operating 50%| $ 25676 | 0%| S 50%| $ 25,676 | 0%| $
Tryon Equestrian Center Workforce Shuttle S 37,858 FY 2017 Yes Section 5311: ADTAP - Operating 50%| $ 18,929 [ 0%| S 50%| $ 18,929 | 0%| S -
O] ions Total $ 261,877 $ 90,191 $ $ 90,191 $ 81,496
Capital
Install bus shelter stops $ 150,000 FY 2017 No Section 5339 - Capital 80%| $ 120,000 | 0%| $ - 20%| $ 30,000 | 0% $
New Paint Scheme for Deviated Fixed Route Buses $ 10,000 FY 2016 No Section 5311 - Capital 80%| $ 8,000 [ 10%| $ 1,000 | 10%| $ 1,000 | 0%| S
Install security fencing and lighting to improve security | $ 15,000 FY 2019 No Section 5311 - Capital 80%| $ 12,000 | 10%| $ 1,500 | 10%| $ 1,500 | 0% S
Construct vehicle washbay $ 120,000 FY 2020 No Section 5339 - Capital 80%| $ 96,000 %[ $ - 20%| S 24,000 | 0%|$
Install security cameras in the parking lot S 34,340 FY 2016 No Section 5311 - Capital 80%| $ 27,472 | 10%| $ 3,434 | 10%| $ 3,434 | 0%| S
Install security cameras in the money counting room $ 2,000 FY 2018 No Section 5311 - Capital 80%| $ 1,600 | 10%| $ 200 | 10%| S 200 0%| $
Add a key card access system at the transit facility $ 3,000 FY 2018 No Section 5311 - Capital 80%| $ 2,400 | 10%| $ 300 | 10%| S 300 0%| $
Install bike racks on buses $ 6,000 FY 2018 No Section 5311 - Capital 80%| S 4,800 | 10%| $ 600 | 10%| $ 600 | 0%|$
Signage $ 1,000 FY 2017 No Section 5311 - Capital 80%| $ 800 | 10%| $ 100 [ 10%| $ 100 | 0%| $
Capital Total $ 341,340 $ 273,072 $ 7,134 $ 61,134 $ -
cTsp Total $ 613,217 $ 371,263 $ 7634 $ 152,825 $ 8149

Table 3-3: CTSP Improvements Summary for Planning Horizon

Estimated Estimated Estimated Estimated Estimated TOTAL FY
Recommendations by FY FY2016  FY2017  FY2018  FY2019  FY2020  2016-2020
Administration
Maps and schedules S 8,486 | S 8,826 | S 9,179 | $ 9,546 | S 9,546 | S 45,584
Translate materials S 2,122 | S 2,206 | S 2,295 | S 2,387 | S 2,387 | S 11,396
Administration Total S 10,608 | $ 11,032 | $ 11,474 | $ 11,933 [ $ 11,933 [ $ 56,980
Operating
Transit Service to Congregate Meal Sites S - S 89906 |S 93508|S 97,249|S 97,249 |S 377,912
Deviated Fixed Route Service Changes S 96715|S 100,581 (S 104,610 S 108,795|S 108,795 | S 519,496
Thermal Belt Rails to Trails Shuttle S - S - S 58922($ 61,279|S 61,279 | S 181,479
Tryon Equestrian Center Workforce Shuttle S - S 41,765|S 43,438|S 45175|S 45175 (S 175,553
Operations Total S 96715(S 232,251 (S 300,478 | S 312,498 | S 312,498 | $ 1,254,441
Capital
Install bus shelter stops S - S 165480 | S - S - S - S 165,480
New Paint Scheme for Deviated Fixed Route Buses S 10,608 | S - S - S - S - S 10,608
Install security fencing and lighting to improve security | $ - S - S - S 17,900 (S - S 17,900
Construct vehicle washbay S - S - S - S - S 143,196 | $ 143,196
Install security cameras in the parking lot S 364281|S - S - S - S - S 36,428
Install security cameras in the money counting room S - S - S 2,295 | S - S - S 2,295
Add a key card access system at the transit facility S - S - S 3,442 | S - S - S 3,442
Install bike racks on buses S - S - $ 6,884 | S - S - S 6,884
Signage S - S 1,103 | S - S - S - S 1,103
Capital Total S 47,036 (S 166,583 | S 12,621 | $ 17,900 | $ 143,196 | $ 387,336
CTSP Recommendations Total $ 154,359 [ $ 409,866 | S 324,573 | $ 342,331 | $ 467,627 | $ 1,698,757
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3.4 Base Case + CTSP Recommendations

The Base Case + CTSP Recommendations Scenario includes the projected revenues and expenditures for
RCT through the CTSP planning horizon and the costs and potential funding sources of revenue associated
with the CTSP recommendations. The summary budget for this scenario is presented in Table 3-4.

Table 3-4: Base Case + CTSP Recommendations Scenario Summary

Estimated Estimated Estimated Estimated Estimated Total FY

Base Case + CTSP Recommendations Scenario  FY 2016 FY 2017 FY 2018 FY 2019 FY 2020 2016 - 2020

Expense

Administrative S 246,559 | S 246,983 | S 247,425 |S 247,884 | S 247,884 | S 1,236,735
Operating S 779,904 | $ 915440 | § 983,667 | S 995687 | $ 995,687 [ S 4,670,386
Capital S 327,638 |S 388583 |S 324621 S 374900 S 295196 | S 1,710,938
Expense Subtotal $ 1,354,101 | $ 1,551,006 | $ 1,555,713 | $ 1,618,471 | $ 1,538,767 | $ 7,618,059
Change from Base Case Scenario 13% 36% 26% 27% 44% 66%
Revenue

Federal S 476,127 | S 548,038 | S 529,534 | S 574,264 | S 510,501 | S 2,638,464
State S 211,233 |$ 200,801 |S 210,975 |$ 216,026 | S 193,736 | S 1,032,770
Local - RCT S 704393 [$ 712,718 | S 721,168 | S 729,744 [ S 738,450 | S 3,606,473
Local - Contract S - S 89,906 | $ 93,508 | $ 97,249 | $ 97,249 | $ 377,912
Revenue Subtotal $ 1,391,753 | $ 1,551,463 | $ 1,555,185 | $ 1,617,283 [ $ 1,539,935 | $ 7,655,619
Change from Base Case Scenario 8% 24% 16% 17% 27% 18%
NET (Revenue - Expenses) $ 37653 (S 456 | $ (528)|$ (1,188)[$ 1,168 |S$ 37,560
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The fare for the deviated fixed route was assumed to remain at the current $1.00 fare per trip. The fare for
demand response trips was calculated by dividing total contract revenue by the total number of demand
response trips in FY 2014, which was $12.68 per trip in FY 2014. The Thermal Belt Rails to Trails Shuttle is
planned to be a fare-free service. The Tryon International Equestrian Center Workforce Shuttle fare is
recommended to be $1.50 per one-way trip based on the premise that this is an express shuttle. Also, the
intent would be for RCT to work with the Equestrian Center on a possible ridership subsidy for the
Equestrian Center riders of the service.

Results

The summary ridership and fare low, medium, and high scenarios are presented in Table 3-7 and Table 3-8.
The detailed medium scenario is presented in Table 3-9 on the following page. Note that the Senior
Congregate Meal Sites service would be contract revenue based, not fare based.

Table 3-7: Summary of Annual Ridership Scenarios

Scenario Estimated FY 2016 Estimated FY 2017 Estimated FY 2018 Estimated FY 2019 Estimated FY 2020 Total FY 2016-2020

Deviated Fixed Route Improvements

Low 4,914 4,791 4,672 4,555 4,441 23,373
Medium 5,150 5,142 5,135 5,130 5,125 25,682
High 5,431 5,567 5,706 5,849 5,995 28,548|
Senior Congregate Meal Sites

Low N/A 15,000 15,000 15,000 15,000 60,000
Medium N/A 18,750 18,750 18,750 18,750 75,000
High N/A 22,500 22,500 22,500 22,500 90,000
Thermal Belt Rails-to-Trails Shuttle

Low N/A N/A 2,110 2,110 2,110 6,330)
Medium N/A N/A 3,165 3,165 3,165 9,495
High N/A N/A 4,220 4,220 4,220 12,660
Tryon International Equestrian Center Workforce Shuttle

Low N/A 2,800 2,800 2,800 2,800 11,200
Medium N/A 4,200 4,200 4,200 4,200 16,800
High N/A 5,600 5,600 5,600 5,600 22,400

Table 3-8: Summary of Annual Fare/Contract Revenue Scenarios

Deviated Fixed Route Improvements

Low $4,914 $4,791 $4,672 $4,555 $4,441 $23,373
Medium $5,150 $5,142 $5,135 $5,130 $5,125 $25,682]
High $5,431 $5,567 $5,706 $5,849 $5,995 $28,548
Senior Congregate Meal Sites

Low N/A $226,611 $235,269 $244,265 $253,614 $959,759)
Medium N/A $263,944 $267,519 $271,104 $274,717 $1,077,284
High N/A $292,560 $288,921 $285,336 $281,805 $1,148,622
Thermal Belt Rails-to-Trails Shuttle

Low N/A N/A $- $- $- 8=

Medium N/A N/A S- S- S- S-

High N/A N/A $- $- $- 5=

Tryon International Equestrian Center Workforce Shuttle

Low N/A $4,200 $4,200 $4,200 $4,200 $16,800)
Medium N/A $6,300 $6,300 $6,300 $6,300 $25,200
High N/A $8,400 $8,400 $8,400 $8,400 $33,600
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Table 3-9: Ridership and Fare Medium Scenario

Actual Projected Estimated Estimated Estimated Estimated Estimated Total FY 2015 -

Fares/Contract Revenue FY 2014 FY2015 FY2016 FY2017 FY 2018 FY 2019 FY 2020 2020 Change

Deviated Fixed Route Fare $ 100|$ 100{S$ 1.00($ 1.00|$ 1.00|$ 1.00|$ 100 |$ -
Thermal Belt Rails to Trails Fare $ - $ - $ - S - $ - S - $ - $ =
Tryon Equestrian Center Workforce Shuttle Fare S 150($ 150(S$ 150 $ 1.50 [ $ 1.50 [ $ 1.50 [ $ 1.50 | $ -
Demand Response/Subscription Contract Revenue (Per Trip) S 1268|$ 1335($ 13.89|$ 1408|S 1427|S 1446($S 1465]S 1.30
Demand Response/Subscription Contract Revenue (Per Mile) $ 136|S$S 143]|S 148 $ 1.50 | $ 1.52 | $ 1.54 | $ 1.55|$ 0.13

Actual Projected Estimated Estimated Estimated Estimated Estimated T1otal Fy 2015 -

Ridership and Fares/Contract Revenue FY 2014 FY2015 FY2016 FY2017 FY2018 FY2019  FY 2020 2020 Change
Base Case
Transit System- Deviated Fixed Route
Vehicle Service Hours 2,747 2,747 2,747 2,747 2,747 2,747 2,747 (o)
Vehicle Service Miles 36,980, 36,980 36,980 36,980 36,980 36,980 36,980, (o)
Passenger Trips: Non-Contract 5,562 5,550 5,541 5,533 5,525 5,519 5,514 -36|
Estimated Fare Revenue $ 5562|$ 5550($ 5541|$ 5533|$ 5525($ 5519 [ $ 5514 | S (36)
Transit System- Demand Response/Subscription
Vehicle Service Hours 25,285 25,285 25,285 25,285 25,285 25,285 25,285 (o)
Vehicle Service Miles 460,447 460,447 460,447 460,447 460,447 460,447 460,447 (o)
Total Passenger Trips 49,263 49,158 49,076 49,002 48,939 48,886 48,837 -321
Estimated Contract Revenue $ 624,466 | $ 656,200 | $ 681,478 | $ 689,803 | $ 698,252 | $ 706,829 [ $ 715,534 | $ 59,334
Transit Totals
Vehicle Service Hours 28,032 28,032 28,032 28,032 28,032 28,032 28,032 (8
Vehicle Service Miles 497,427 497,427 497,427 497,427 497,427 497,427 497,427 (8
Total Passenger Trips 54,825 54,708 54,617 54,535 54,465 54,405 54,351 -358
Estimated Fare Revenue $ 630,028 | $ 661,750 | $ 687,018 | $ 695,335 | $ 703,778 | $ 712,348 [ $ 721,048 | $ 59,298
CTSP Recommendations - Incremental Ridership and Fares

Total FY 2016 -
Deviated Fixed Route Service Changes (Category = Deviated Fixed Route) 2020
Vehicle Service Hours 2,375 2,375 2,375 2,375 2,375 11,875
Vehicle Service Miles 73,563 73,563 73,563 73,563 73,563 367,813
Passenger Trips: Non-Contract 5,150 5,142 5,135 5,130 5,125 25,682
Estimated Fare Revenue $ 5150($ 5142|$ 5135|$ 5130($ 5125($ 25,682
Congregate Meal Program Transit Service (Category = Demand Response/Subscription)
Vehicle Service Hours 0 3,000 3,000 3,000 3,000 12,000
Vehicle Service Miles [8) 21,150 21,150 21,150 21,150 84,600
Total Passenger Trips 0 18,750 18,750 18,750 18,750 75,000
Estimated Contract Revenue S - $ 263,944 | $ 267,519 | $ 271,104 | S 274,717 | $ 1,077,283
Thermal Belt Rails to Trails Shuttle (Category = Deviated Fixed Route)
Vehicle Service Hours 0 0 1,538 1,538 1,538 4,614
Vehicle Service Miles [8) 0 31,248 31,248 31,248 93,744
Total Passenger Trips 0| 0 3,165 3,165 3,165 9,495
Estimated Fare Revenue $ - $ - $ - $ - $ - $ -
Tryon Equestrian Center Workforce Shuttle (Category = Deviated Fixed Route)
Vehicle Service Hours 0 1,050 1,050 1,050 1,050 4,200
Vehicle Service Miles [8) 27,300 27,300 27,300 27,300, 109,200
Total Passenger Trips 0| 4,200 4,200 4,200 4,200 16,800
Estimated Fare Revenue S - $ 63005 6,300]S 6,300 | $ 6,300 | $ 25,200
Transit Totals
Vehicle Service Hours 2,375 6,425 7,963 7,963 7,963 32,689
Vehicle Service Miles 73,563 122,013 153,261 153,261 153,261 655,357
Total Passenger Trips 5,150 28,092 31,250 31,245 31,240 126,977
Estimated Fare Revenue $ 5150 |$ 275,386 | $ 278,955 | $ 282,534 [ $ 286,142 | $ 1,128,165
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Projected Estimated Estimated Estimated

FY 2015 FY 2016

FY 2017

FY 2018

Estimated Estimated

FY 2019

FY 2020

Total FY 2015 -

Ridership and Fares/Contract Revenue

2020 Change

Base Case + CTSP Recommendations

Total FY 2016 -
Transit System- Deviated Fixed Route 2020
Vehicle Service Hours 5,122 6,172] 7,710 7,710| 7,710| 34,424
Vehicle Service Miles 110,543 137,843 169,091 169,091 169,091 755,657
Passenger Trips: Non-Contract 10,691 14,875 18,026 18,014 18,004 79,609
Change from Base Case Scenario 92.9% 168.9% 226.2% 226.4% 226.5% 188.1%
Estimated Fare Revenue $ 10,691 (S 16975|$ 1691 |S$S 16949 (S 16,939 (S 78,514
Change from Base Case Scenario 92.9% 206.8% 207.0% 207.1% 207.2% 184.1%
Transit System- Demand Response/Subscription
Vehicle Service Hours 25,285 28,285 28,285 28,285 28,285 138,426
Vehicle Service Miles 460,447 481,597 481,597 481,597 481,597 2,386,835
Total Passenger Trips 49,076 67,752, 67,689 67,636 67,587 319,739
Change from Base Case Scenario 0.0% 38.3% 38.3% 38.4% 38.4% 30.6%
Estimated Contract Revenue $ 681,478 | $ 953,746 | $ 965,771 | $ 977,933 | $ 990,251 | $ 4,569,179
Change from Base Case Scenario 0.0% 38.3% 38.3% 38.4% 38.4% 30.9%
Transit Totals
Vehicle Service Hours 30,407 34,457 35,995 35,995 35,995 172,850
Vehicle Service Miles 570,990 619,440 650,688 650,688 650,688 3,142,492
Total Passenger Trips 59,766 82,627 85,715 85,650 85,590 399,348|
Change from Base Case Scenario 9.4% 51.5% 57.4% 57.4% 57.5% 46.6%
Estimated Fare Revenue $ 692,168 | $ 970,721 | $ 982,732 | $ 994,882 | $1,007,190 | $ 4,647,693
Change from Base Case Scenario 0.7% 39.6% 39.6% 39.7% 39.7% 32.1%
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4.0 PUBLIC INVOLVEMENT

Public involvement was an integral part of the Rutherford CTSP planning effort. The planning process was

led by a Steering Committee comprised of 21 members representing RCT, human service agencies,

economic development, senior citizens, persons with disabilities, planning agencies, other transportation

providers, transit riders, and NCDOT Public Transportation Division. The Steering Committee members

are listed in Technical Memorandum 1 in Table 1-3. The Committee met three times during the project:

e February, 2015

e March, 2015
e June, 2015

The agendas, minutes, and sign-in sheets from the meetings are included in Appendix A.

In addition to the Steering Committee, public involvement included interviews, surveys and a public forum.

Interviews and surveys were conducted with general public riders, human service agency riders, human

service agency directors or contacts that purchase transportation services, human service agencies not

currently contracting with RCT, stakeholders not included on the Steering Committee, and persons with

Limited English Proficiency. The responses to the interviews and surveys are summarized by stakeholder in

Appendix A.

Input from the community was solicited on the
Draft Rutherford CTSP at the annual Mayfest
Craft Fair in Rutherfordton on May 2, 2015.
Findings from Technical Memorandum #1,
which included the demographic analysis, and
the proposed CTSP recommendations from
Technical Memorandum #2 were presented at
the fair. Visitors to the CTSP booth were asked
to complete a survey regarding their
transportation needs and priorities for the
CTSP improvements. Thirty people visited the
booth and twelve surveys were completed. The
majority of the respondents ranked changes to
the deviated fixed route as most important

(increasing frequency and splitting the current route into two routes). Survey respondents would also like to

see weekend service, coordination with the faith community, and outreach to the Hispanic population. A

copy of the survey and the results are provided in Appendix A.

4.0 Public Involvement

41



APPENDIX A:  PUBLIC INVOLVEMENT

This appendix contains the agendas, minutes, and sign-in sheets from the Steering Committee meetings;
survey and interview results; and information from the public forum at the Mayfest Craft Fair.

Al Steering COMIMILIEE ..cciiiiiiiurrriiiiiiiiiiiiiitiireeeeeiiiiirereeeeeessssssssereeeeessssssssssssseseessssssssssssnseees A-2
A.2  Stakeholder Surveys and INtEIVIEWS .....eeeeiiiiiiiiiiiunniiiiiiiiiiiiinieeeeeecnnineeeeeeeesssssssseeeees A-14
A.3  Public Forum (Mayfest Craft Fair)......cccccvviuriiiiniiiiiinniiniiiniiiecininenineecnneneennneeeenes A-39
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