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INTRODUCTION

The 2016 Jefferson County Coordinated Transportation Plan for Mobility Serviceshascreateda
frameworkfora potential expansionoftransit in the county. The recently established MPO, the
Watertown Jefferson County Area Transportation Council (WJCATC), is proposinga regional transit
network for Watertown, Fort Drumand surroundingcommunities. The new transitnetwork shouldbe
organized considering ridership potential, the eventual o perating organization, and likely financial
resources. Beyondthe identification of corridors, schedules, and budget, the best organizational structure
for regional transit must be determined. Currently, many partsofthe regionlack the density to support
frequent, fixed-route service. Inordertoservetheseareas, the newnetworkwould needtoemploy a
wider variety of mobility services to meetthe community’s needsover the yearsto come.

This document builds on theworkdescribed in the potential transitcorridor identification and screening
and ranking processtechnical memos. Based onadvisory committee and public feedback, corridor and
service options have been adjusted to reflect more context appropriate service. Corridors are now
assembled into potential service networkpackage alternatives. Governance andorganizational structure
alternatives are also examined in order to make recommendations that merge service planning options
with the optimal operatingagency.

Network Packages

The study teamhasidentified potential viable regional networks, based onforecasted ridership,andthe
associated operatingand capital costs for each network. These costs include the number ofbuses
requiredforanewregional fleet and the costto builda newoperations facility. While the current CitiBus
facility can accommodate a fleetfor the current and expanded CitiBus system, a regional networkwould
require a newfacility toaccommodate the new larger regional fleet.

Each ofthe networks builds onan enhanced CitiBus system that features route extensions and Sunday
service. Furthermore, each regional network package buildsona prior network package. The extensions,
additional routesand estimated capital costs are summarized below:

Figure 1 Network Package Summary

Network AUE]
Action(s) Capital Costs Operating
Package
Costs
Extend Route B - Arsenal to BOCES
Expanded - $70,800 to
CitiBuS Add Sunday Service $83.200 $1,413,750
Add Route to Fort Drum
MPO Q/dot' Fif“\fviséo r?tefteg/ ﬁ:porﬁél ’ $3,591,400to | $1,468,700 to
Bounded ratertown Lenter, t.arthage/blac $3,653,400 $1,579,700
River, Fort Drum Commercial Express
Add Weekday Routes to Gouverneur
Regional and Lowville $3,946,500to| $1,609,700 to
Phase 1 Extend the Watertown Center Route to $4,020,900 $1,760,700
Adams
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Annual
Action(s) Capital Costs Operating
Costs

Network

Package

Add Weekday Round Trips to All Phase
1 Routes

Add a Year-Round Weekday Route to
Clayton

$3,946,500to| $1,772,700 to
$4,020,900 $1,971,700

Regional
Phase 2

Add Summer Seasonal Services
Add Weekday Round Trips to All Phase
1 Routes

Regional Add Weekend Round Trips to Select $3,946,500 to $1,901,700 to
Phase 3 Routes $4,020,900 $2,136,700

Extend Weekday Service Day for Select
Routes

Agency Governance/Organization Structure

Central to the expansion of transitthroughout WJCTC s CitiBus, whichis currently operated by the City
of Watertown. The systemhasbeen in existence since 1975and servesover 125,000 passengers peryear
within the City. They cover approximately 114,000 vehicle revenue milesat a total operatingcostof
$773,000. CitiBusis the only public transit in the MPOwithinfrastructure in place, is eligible for Federal
TransitAdministration (FTA)Funding, andis a logical starting point for service expansionbeyond
Watertown.

The City of Watertown is identifying opportunities forimprovementof CitiBus, suchas newbus
procurement. Currentbusesare beyondtheir expected usefullifeand the service does notrun on
Sundays. Inrecentyears, CitiBus has beenfunded locally and atthe state level and has not received
federalgrantreimbursements for operations. The MPO hasthe opportunity to build on the funding
CitiBus receives from federal, state, and local sources. Ingeneral, FTA funding formulas requirea 50/50
match for operating funds and an 80/20 match for capital funds. CitiBus is currently establishing new
relationshipswith the Federal Transit Association (FTA) andis pursuingreimbursementfor its capital
and operatingexpenditures.

As Watertownis the most densely populated municipality in the region,and currently operates the
CitiBus physical and administrative infrastructure, it is mostefficaciousto preserve CitiBusas the core of
the regional networks. A questionremainswhether CitiBuswould expandto operate regional service,
whether CitiBus mightmerge into an authority, or whether the County oranother agency would
administer regional service via contractor other means. CitiBus does have a facility, employees,andan
established organizational structure. Any expansion of CitiBuswould have to happen concurrently with
CitiBus’s activitiestoward reaching their state-of-good repair with their current fleet.

Once determined, the MPO canwork with the State to authorize the fundingrecipients and establish a
reportingstructure in accordance with federal and state funding requirements. Once oversight
responsibility is established, an administeringagency would have the optionto provide service from
within the currentstructure, outsource the service,and/or develop a combinationthereof.

Nelson\Nygaard Consulting Associates Inc. | 4
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Recommendations

Based onfeedbackreceived fromthe Project Advisory Committee, stakeholders,and WJCTC’s Transit
Technical Committee, a phased approach to implementing regional transit service is recommended. The
first phase would see CitiBus expandto serve Fort Drumas wellas additional destinationsjust west ofthe

City onRoute 3.

When ready to expand to a regional networkservice package, it is recommended thatthe appropriate
administering public agency crafta Requestfor Proposalsfor private operationofregional routes. The
Enhanced CitiBus networkestablished in the initial phase may remainunder the purviewofthe City of
Watertown or it maybeincludedin the regional proposal.
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Project Schedule and Scope

Figure 2 Complete Project Schedule
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STUDY AREA

The transit study area (see Figure 3) encompasses notonly the entirety of Jefferson County, but also
nearbyvillagesofLowville, Lewis County and Gouverneur, Saint Lawrence County. These additional
villageshave beenincludedin orderto fully consider operatorsbased outside of Jefferson County who
serveregional institutions. Thearea isa mix ofvillagesand ruraltownsanchored by the City of
Watertown and the Fort Drum military installation. The study areawasalso designed to be legibleand
intuitive, include all regionalarterial roads, and include all regional services facilitiesand cultural
attractions. The studyareais estimatedto be hometo justover 125,000 residentsin over 62,000 housing
units.t1n2015, Jefferson County plus the villages of Gouverneur and Lowville was the place of
employmentforjustover40,000workers.2

Figure 3 WJCATC Transit Study Area
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TU.S. Census Bureau, 2012-2016 American Community Survey 5-Year Estimates
2 U.S. Census Bureau, Center for Economic Studies, 2015 Work Area Profile Analysis
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PREVIOUS STUDIES

Mobility needs and meetingthemviatransitandtransportationservices has beenan active area of study
within theregion dating backto 2011.

The FortDrum T ransit Needs Assessment (2011-2012), preparedforthe FortDrum
Regional Liaison Organization, outlined a seriesof strategiesto meetidentified needs. The needs
assessment revealed a large amountofinter-county travel between Fort Drum, the Wal-Mart
retail area, Watertown, and Lowville. Conversations with providers revealedin manycasesa
desireto reachnew markets, coordinate service, and try newdelivery options. The study
identifieda number of opportunitiesfor new and increased transportation services.

— Maximized useofinter-city busservice.

— The development of vanpoolsand more extended use ofthe Mass Transit Benefit Program.

— Extensionofthe Lewis County LOOP Purple Route to Watertown.

— Improvementofthe legibility of information & marketing materials.

— Inclusionoftransitinformation in soldiers'welcome packets.

— Developmentof minimumservice standardsfor taxis.

Possible frameworksfor project and strategy implementationwere produced by project
stakeholders. The firstoptioninvolved the formation ofa regional transitcommittee made up of
organizationsand providersin Jefferson County, southern St. Lawrence County, and
northwestern Lewis County. Other options would see the newly formed committee hire a mobility
manager eitherona temporary or permanentbasis.

More recently, Volunteer Transportation Center, in conjunction withthe WJCATC, preparedthe
Jefferson County Coordinated T ransportation Plan for Mobility Services (2016). The
planisintendedto helpimprove the coordination of transportationservicesfor personswith
disabilities, older residents, and individuals with lower incomes. The provisionsensure that
communitiesand organizations coordinate transportation resources provided through multiple
Federal programs. Throughthe plan, local transportation partnershipscancoordinate various
solutions, suchas shared v ehicles, funding, maintenance, training, informationtechnology,
dispatchservices,andintelligenttransportation services. The plan puts forward preliminary steps
for increasingride coordination, expanding routes alongthe major corridors, sharingequipment,
and maximizing service hours.

Nelson\Nygaard Consulting Associates Inc. |8
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NETWORK PACKAGES

Corridorsthathave previously beenidentified and screened to determinetheir level of viable serviceare
now grouped andscheduled for the purpose of determining capital and staffingneedsas well asother
operational costs. The regional transitserviceis intended to build onexistingservicesoffered by CitiBus,
which provided over 114,000 milesof fixed-route service in 2017. Each networkpackage reflectsschedule
coordinationwith CitiBus’ five route in-city service networkregardless of the ultimate recommended
operatingagency for the regional network. The descriptionofeach service package explicitly notesany
changesto thelengthofthe service spanof CitiBusroutesdue to coordinated activity.

A primary consideration in the creation of regional service is whether CitiBus remainsa separate city-only
systemorwhether their resources are consolidated into a single regional transitagency. Atpresent,
network packagesare developed where CitiBusschedulesand assets are preserved asthe core of the
regional network as CitiBus currently serves the densestand most central portionsofthe regionat a high
levelofeffectiveness. CitiBus' riders per mileandcostperriderare better than typicalsmall regional
networks. Newregional routes, their performance, capital,and operational requirementsare calculated
independently asnewservices.

Figure 4 Existing CitiBus Network Composition Characteristics
. teeiety Weekday | Weekday Hieeens Weekend | Weekend
CO rri dO r ROL.md Start Stop Rom_md Start Stop
Trips Trips
A-1 State-East Main 9 7:00AM 6:15PM 6 9:40AM 4:55PM
A-2 Washington 8 7:45AM 5:35PM 6 10:25AM 5:35PM
B Arsenal 17 7:00AM 6:15PM 12 9:40AM 5:35PM
C-1 Northside Loop 9 7:00AM 6:15PM 6 9:40AM 4:55PM
C-2 Coffeen-JCC 8 7:45AM 5:35PM 6 10:25AM 5:35PM

REGIONAL NETWORK SCOPE

In orderto developareasonable operational scope fora proposed systemwithin the transitstudy area,
regions withsimilar populations to the study areathat feature a regional center of similar size were
chosen. Annual reportsto the National Transit Database3for the transitoperatorin each peer regionwere
examined. Some demographically comparable areaswere notconsidered in the analysis ifthey did not
featureat leastsome fixed-route service. Peers and their attributes are defined in Figure 5. Peerswill be
furtherexaminedin the Final Report, including an assessmentofagency governance.

3 NTD Transit Agency Profiles, https:

www.transit.dot.gov/ntd/transit-agency -profiles
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Figure 5 Peer Transit Agencies and Performance (2017)
Annual
: Annual Passengers/ Operating Cost/
City, State Revenue :
Passengers . Mile Cost Passenger
Miles
Bay Area T
. raverse
Transportation City M| 378,077 1,366,566 0.28 $4,648,400 $12.29
Authority 1y,
Chautauqua ¥ ¢
amestown,
Area Rural 186,290 768,433 0.24 $2,429,237 $13.04
Transit System NY
Kennebec Valley
. Augusta,
Community ME 103,313 231,825 0.45 $901,565 $8.73
Action Program
Schuylkill .
. Pottsville,

Transportation A 189,806 305,418 0.62 $1,760,911 $9.28
System

EXPANDED CITIBUS

AnexpansionofCitiBusas it currently operates was mentioned asa potential first step alternative in
discussionswith advisory committee members and projectstakeholders. Sucha network would require
CitiBus to apply to the New Y ork State Department of Transportation’s Safety Bureauin orderto obtain
authority to operate outside of city limits. The State will initiate a 30-day comment period before stating
theirapproval orrejectionofthe application.

Expansion of CitiBus would include a newroute serving Fort Drumas well asan extensionof Route B
Arsenalto serve the Jefferson-Lewis BOCES Bohlen Technical Center and Towne Center at\Watertown,
currently justoutside of the CitiBus service area. These expansionscome atthe recommendation of the
Project Advisory Committee and attempt to serve locationsthat representthe best opportunitiestoadd
ridership and serverider needs foran initial limited investment. The route to Fort Drumwould operate
alongU.S. 11toayettobedetermined transfer pointwhere riders would board a shuttle authorized to
operatewiththefortboundaries.

Composition and Changes

A CitiBus expansionwould see four significant changesto the existing system. Route B Arsenalwould be
extended to BOCES or Towne Center (Target) on select weekday trips. Thiswould require a change tothe
CitiBus systemservice interval from 40 to 45 minutes. Tripsserving BOCES would not serve Towne
Centersuch that only a five minute headway adjustment is necessary. Weekend tripswould terminate at
Towne Center. Additionally, round tripswouldbe addedto theend of the service day in orderto servethe
last major JCC classdismissal timeat 8:30 p.m.andallowthose students to make connections.

A new route to and from Fort Drumwould be added thatwould operate seven days per week, making
eight roundtripsonweekdays, six onweekend days and complement the CitiBus Route C-1 Northside
Loop. The FortDrumroute would operate mostly along US Route 11 with the ability to serve multiple Fort
Drum gatesdependentonagreementsto linkto potential on-postshuttle services. The route would serve
multiple commercialareas in additionto multiple military employmentcenters, including Wheeler-Sack

Nelson\Nygaard Consulting Associates Inc. | 10
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Army Airfield. These changes would extendtheend ofthe servicedayfrom6:15p.m.t09:40p.m.on
weekdays. Sunday service identical to Saturday service as described in Figure 7 would be added.

Figure 6 Potential Initial CitiBus Expansion

== Proposed New Transit Corridor

== Proposed CitiBus Extension
== Existing CitiBus Network @
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0 5 Miles

Inaddition,any new routesor extensionsto the transit network must include provision of complementary
ADA paratransit servicesfor those who are unable to use accessible fixed route services. Paratransit
services are characterized by vehiclesthat operate flexible routesor demand response service and provide
origin-to-destination service. Per Federal Regulation Title 49, Subtitle A, Part 37, transitsystemsthatrun
fixed routesmustalso provide ADA complementary paratransitservice within %2 mile oneither side of the
fixedroute. The paratransit ride may notbe provided more thanan hour before or after the requested
time andservice mustbe provided on the same daysand during the same hoursas fixed route service.
Theremay be norestrictions or priorities based on trip purpose. Service must be provided regardless of
the nature ofthetrip. ADA complementary paratransitrequirements do notapply tocommuteror
intercity service.

The Fort Drumroute,and othersdescribed in subsequentservice packages mustobey thiscriteria, which
may change the nature of CitiBus’ current paratransitoperating contract. Funding sourcesfor paratransit,
including Federal Section 5310and state operating assistance, are described later in this documentas a
meansto finance any additional paratransitcapitaland operatingexpenses.

Nelson\Nygaard Consulting Associates Inc. | 11
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Figure 7 Expanded CitiBus Network Composition Characteristics

. teeiety Weekday | Weekday Hieeens Weekend | Weekend

Corr|dor Round Round
; . Start Stop
Trips Trips

A-1State-East Main 10 7:00AM 9:30PM 6 9:40AM 5:45PM
A-2 Washington 9 7:45AM 8:50PM 5 10:25AM 4:55PM
B Arsenal ) . . .
(Extended) 19 7:00AM 9:40PM n 9:40AM 5:40PM
C-1 Northside Loop 10 7:.00AM 9:30PM 6 9:40AM 5:40PM
C-2 Coffeen-JCC 9 7:45AM 8:55PM 5 10:25AM 4:55PM
Fort Drum/Calcium 8 715AM 8:.50PM 6 9:55AM 6:00PM

Forecast Financial Analysis
Capital Costs

An expanded CitiBus would operate four buses simultaneously atcertain timesofday, requiring an
additionto the fleet. The corridor identificationmemo previously identified body-on-chassis minibuses as
an appropriate vehicle to handle the envisioned passenger loads. Common modelsseating 20to 22
passengers include:

= El Dorado (Salina, KS) —Aerotech

= StarTrans Bus(Goshen, IN)—Senator 11

= Diamond Coach (Oswego, KS)—VIP 2500
= ElkhartCoach (Elkhart, IN)—ECI1

= Glaval Bus (Elkhart, IN)—Universal

Versionsof2017-2019 modelsofthese vehicles equipped with Braun or Riconwheelchair liftsrange in
costfrom$70,800 to $83,200 pervehicle, notincludingfareboxor other peripheral installations.
Augmenting CitiBus’fleetto add a vehicleappropriate to the Fort Drum route, while stillallowing for two
sparevehicles, would require a minimum capital investmentof $70,800 to $83,200. Anexpanded CitiBus
network should consider the implicationsofa mixed fleet of multiple vehicle sizes, ensuring that
appropriately sized sparesexist tofill inonregionalor city routes.

Operating Costs

CitiBus’ operatingexpenses per revenue vehicle hour for fixed-route busservice was $77.13in 2017. This
figureis usedto estimate the costofexpandedservice as it accountsfor the fundamental of CitiBus
employee contracts. The expanded system provides:

= 23.75additional revenue vehicle hours per weekday
= 8.5 additional revenue vehicle hoursper Saturday
= 32.5additionalrevenuevehicle hoursper Sunday

The Expanded CitiBusservice package would provide 83% more weekly revenue service hours. Of that
increase, just lessthan halfis attributable to expanded operation in and immediately outside of
Watertown while justover halfis dueto the added Fort Drumservice. Annual operating costswould
increase by approximately $641,000 over the reported $772,708 spentonfixed-route busservicein 2017
to accountfortheincreasein servicetime.

Nelson\Nygaard Consulting Associates Inc. | 12
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Forecast Performance Analysis

Additionalannual ridership onthe extended Route B Arsenal service was calculated usingelasticities
found in Transportation Research Board guidance sponsored by the Federal Transit Administration.4
Adding422 weekly revenue miles to existing routes would resultin roughly 22,600 additional annual
passengers.

Forecastedridershiponthe newFortDrumroute is calculated by comparing theannualamountofnew
service miles provided, approximately 80,000, against peer networksandtheir average performance. A
new regional route serving Fort Drum thatoperatesat a level comparable to peer agencies would attract
almost 25,700 annualriders or about five passengers per one-way trip. Together withthe Arsenal
expansion, CitiBuswouldattractover 48,000 additional ridersannually.

MPO BOUNDED REGIONAL NETWORK

The MPOBounded Networkpackage is created by including those corridorsin the corridor identification
technical memowhichdo notleave the WICTC Boundary shown in Figure 8. Some identified corridors
are truncated, suchas the Adams and Sackets Harbor corridors, to remainwithin the FTA’surbanarea
boundaryfor5307 Urbanized AreaFormulaProgramfunds. Figure 9 displaysthe corridors thatactas
components of the MPO-bounded network package. Allcorridorsin this network package are
recommended to operate sevendaysperweek and throughoutthe entireyear.

The Expanded CitiBusservice changes described in the previoussection are retainedin thisandall
network packages representing future systemexpansion.

4 Transportation Research Board. TCRP Report 95: Chapter 10 Bus Routing and Coverage Traveler
Response to Transportation System Changes. 2004.
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Figure 8 MPO and FTA 5307 Eligible Areas
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Figure 9 Proposed Corridors - MPO Bounded Regional Network Map
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Composition

The followingarethe corridorsincluded in the MPO Bounded regional network package. Corridor-by-
corridor service characteristicsare summarizedin Figure 10.

= FortDrum/Calcium

Serviceto Fort Drumis identical to service in the Ex panded CitiBus network package, again
dependent on an agreementwith the Fortto provide on-post shuttle service to/fromfinal
destinations.

= Dexter/JCC/Airport

Would increase frequency and extend service span along Coffeen Streetto Jefferson
Community College.

A specialroundtriptothe Watertown I nternational Airportwouldbe coordinated witha
flightarrivalat11:50a.m.anda12:15 p.m. departure, including flexible layover time to allow
for early arrivaland/or late departure due to flight delays

Would operate seven days per week; four round tripson weekdays, two onweekend days
Complements CitiBus Route C-2 Coffeen-JCC

=  Watertown Center

Would provide bus service south of the City along US Route 11 terminating at Northland
Estates

Would serve Samaritan Medical Center, additional medical offices, Watertown City Schools,
and a supermarket

Would operate seven days per week; four round trips on weekdays, two onweekend days
Complements CitiBus Route A-2 Washington

= Carthage/Black River

Would travelalong NY Route 3 to connect multiple small communitiesalongthe BlackRiver
to the City of Watertownand Village of Carthage, providing accessoptionsfor medical
facilitiesand other daily needs

Would travelneartotwo Fort Drumaccess points, potentially increasing servicetothe
military population, before terminatingin the Village of Carthage

Would operate seven days per week; two round trips on weekdays, two on weekend days

Additional roundtrips on the Lowville corridor would increase the number of weekday round
trips serving Carthage to four, lengtheningthe effective spanofthe service day

Complements CitiBus Route A-1 State-East Main

=  FortDrum/JCCCommercial Express

Would linkthe Fort withJCCand commercialareasat the westernedge ofthe City of
Watertown without travelingto Downtown Watertown

Would utilize Interstates 781 and 81 toarriveatthecollege

Aswiththe primary Fort Drum corridor, the exactoff-posttransfer location, and agreement
to provide on-post shuttle service is required and subject to change

Would operate daily, making two round trips onweekdays, two on weekend days
Would create multiple new transfer points betweenroutes
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Figure 10 MPO Bounded Network Composition Characteristics

Weekday Weekend

CO rrido r Round Weekday | Weekday Round Weekend | Weekend
. - s Start Sje]e]

Trips Trips

Fort Drum/Calcium 8 715AM 8:50PM 6 9:55AM 6:00PM

Dexter/JCC/Airport 4 715AM 7:40PM 2 11:10AM 6:10PM

Watertown Center 4 8:00AM 6:05PM 2 12:30PM 5:25PM

Carthage/Black 2 7:35AM | 7:35PM 2 9:45AM | 7:35PM

River

Fort Drum/JCC

Commercial 2 10:50AM 7:00PM 2 10:50AM 7:00PM

Express

Forecast Performance Analysis

Annualrevenue vehicle mileswere calculated for regional routes withinthe MPO Bounded service
package to compare against levelsofservice provided by peers. Roundtrip route distance was multiplied
by five times the number of weekday roundtrips plusthe number of Saturday and Sunday round trips,
then multipliedagainby 50 service weeksallowingforholiday closures.

The MPOBounded service package features over 180,000 more annual revenue vehicle milesthan
existing CitiBus, 157,000 of which are attributable to regional routes. Ridership projections for the
network countover 68,000 annual passenger tripstaken acrossthefive regionalcorridorsandan
additional 22,600 riders takingadvantage expanded CitiBus service. The passengers/mile ratio of
regionalroutesis above the peer agency average, but in line with the Kennebec Valley Community Action
Program’s Kennebec Explorer. Thisis dueto therelatively shorter distancestraveled by routes within
MPO boundaries comparedwiththose proposed aspartofpossible expanded regional networks.

Figure 11 MPO Bounded Regional Network Predicted Performance

: Annual Annual
Corridor Revenue | Passengers/Mie | Passengers/Trip
Passengers .
Miles
Fort Drum/Calcium 31,754 80,073 0.40 6.1
Dexter/JCC/Airport 12,993 20,160 0.64 5.41
Watertown Center 8.987 10.080 0.89 3.74
Carthage/Black 9,166 28,545 0.32 6.55
River
Fort Drum/JCC
Commercial 5,224 18,200 0.29 3.73
Express
Total 68,125 | 157,058 0.43 5.32

5 Round trips on each weekend day
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Forecast Financial Analysis
Capital Costs

The network described above would require a maximumofthree additional busesin operation atone
time—atotal of six including CitiBus. Assemblinga vehicle fleetappropriate forthis newregional network
(including 2 spare vehicles)would involve a capital investment of $354,000 to $416,000. Should CitiBus
become integrated into thisand other expanded regional networks, mixed fleet compositionwillbecome
an evenmore importantconsideration.

Operations Facility

Asthe MPObounded networkessentially requires a doublingofvehicles and support facilitiescompared
to existing CitiBus, construction costsfora newsecondary regional busfacility should be taken into
account. Notethat if regional operationwere contracted to a private operator, that operator would be
responsible for providingan adequate operations facility.

Thereareanumber of facility costcalculatorsthatare useful. Theyare designed by variousengineering
firms and use industry standards to determine the costs of equipment and need for space. Forexample,a
fleet ofthree body-on-chassis minibuses, a spare vehicle, and storage areaswould require approximately
13,000squarefeetofbuildingspace—as shownin Figure12.

The space requirementscanvary based onthe administrative accommodations, parking (indoor, covered,
or outdoors),anticipated storage areas, and the storm run-off required. Storm run-offis typically equal to
the areaofthebuildingfootprint plus outdoor parkingand storage areas, although it variesby location.

The costs associated withbuildinga facility adequate to house regional route operationsforthe MPO
Bounded networkare estimated at approximately $3.2 million.s Note thatthis estimate doesnot include
room for future expansion. Newfacility costs required for subsequentexpansionsofthe regional network
will be noted in the description of each network’s capital costs.

The estimateis based onhaving one bay for maintenance, including liftsand necessary equipment, aswell
as indoor parkinggiventhe harshwinter environment. The estimate also includes contingenciesand
contractor’'s feesand profits. The estimate doesnotinclude architect fees, environmental surveys,andin-
house contractor costs. Construction costsare based onindustry standardsforvarying required square
footage for bays, fueling, buswash, and fare collectionwithinthe building. Vehicle maintenance facilities
and partsstorage areas are budgeted at approximately $200 per square foot. Bus parkingis estimated at
$106 persquare foot.

6 HDR Bus Facility Calculator.
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Figure 12 New Bus Facility Construction Costs

Square Feet | Cost/Sq. Foot | Total w/Contingencies

Building Areas

Administration 1,700 $265.60 $451,600
Operations 100 $166.00 $16,600
Vehicle Maintenance Areas 4,700 $199.20 $936,400
Parts Storage 200 $199.00 $39,800
Interior Bus Parking 3,780 $106.30 $401,700
Service Areas

(Fuel/Fare/Wash) 2,200 $199.20 $438,300
Total Building Areas 12,680 $2,284,400
Equipment

Admw_stratwe and $43,500
Operations Areas

Mamtenance and Storage $150.900
Equipment

Fuel and Wash Equipment $132,800
Total Equipment $327,200
Exterior Areas

Site Development/Utility

Extensions 77,800 $2.00 $155,000
Site Landscaping 1,670 $2.30 $27,100
Other Paving - Circulation

and Parking 53,450 $8.30 $443,700
Total Exterior Areas $625,800
Total Facility 77,800 $3,237,400
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Operational Costs
The MPO Bounded network package includes:

= 7 6weekly additional revenue hoursas part of the CitiBus Expansion
= 20 regional revenue vehicle hoursperweekday
= 15regionalrevenuevehicle hours perweekend day

The expansionof Route BArsenal and introduction of Sunday CitiBus service would accountforan
annualoperatingcostincrease of over $300,000. The MPO Bounded network package would provide
6,500annual hoursofregional revenue service. I fregional operation is contracted to a private operator,
the nominal annual operatingcostis estimated at $390,000, higher thanthe average costperrevenue
vehicle hourfigures of peer agencies (approximately $50/hour) due to long operations breaks between
peak periodsand mid-day trips, which may require additional part-time staffing. If CitiBus wereto be
further expandedand regional routes operated by City staff, operatingcostsofregional routes couldbe as
high as $500,000per year.

REGIONAL NETWORK PHASE 1

The Phase 1 network package is made up of corridors and daily service spansderived from methodology
describedin thescreeningand rankingprocesstechnicalmemo. Withinthe iterative corridor ranking
process, peeragencytables, populationandemployment density, and transit propensity indices informed
ridership projections and the corresponding chosen number of roundtripsforeach corridor. The lowest
performing corridorsidentified aspartofthatwork are notincludedin the Phase 1 regional network.
Service characteristics were further refined using public survey and advisory committee feedback.

Figure13displaysthecorridorsthat actas components of the proposed service network package. All
corridors would operate y ear-round, though corridors displayed in greenwould not include weekend
service.

Composition

The followingare the corridorsincluded in the Phase 1 regional network package. Corridor-by-corridor
service characteristicsare summarizedin Figure 14.
= FortDrum/Calcium

— FortDrumservice is identical to the Ex panded CitiBusand MPO Bounded network packages,
again dependent on an agreementwith the Fortto provide on-post shuttle service to/from
final destinations.

= Dexter/JCC/Airport

— Serviceto Dexter,Brownville, and the Airport is identical to the MPO Bounded network
package

=  Adams

— Would extendservice to into southern Jefferson County along US Route 11 terminatingat the
CountryView A partments senior meal sitein Adams

— Would add service to additional supermarkets, and the businessdistrictsof Adamsand
AdamsCenter

— Would operate seven days per week, makingfour round tripsonweekdays, two onweekend
days
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Figure 13 Proposed Phase 1 Regional Corridor Map
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= Carthage/Black River

— Weekday departure times are changed compared to the MPO Bounded network package

— Would stilloperate sevendaysper week, makingtwo round tripsonweekdays, twoon
weekend days

— Additional roundtrips on the Lowville corridor would increase the effective number of
weekday round tripsserving Carthage to four and maintainthe effective spanofthe service
day
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= Fort Drum/JCCCommercial Express

Commercial Ex press serviceis identical to that provided by the MPO Bounded network, again
dependent on an agreementwith the Fortto establisha transfer pointand provide on-post
shuttle service to/from final destinations.

=  Gouverneur

Designedto connect to St. Lawrence County Transit on East Main Street in the Village of
Governeur

Would passin close proximity and augments service to the Fort Drum Main Gate and could
be usedto complementthe Fort Drum/Calcium route

Would operate only on weekdays asthere is no weekend connectionto be made to St.
Lawrence County Transit

= Lowville/Carthage

Would extend the Carthage corridor to the Village of LowvillealongNY Route 26

Would linkregionalemployment, medical, and social services centers to intermediate
destinations

Would perform two round trips on weekdays

Figure 14 Phase 1 Regional Network Composition Characteristics
Weekday Weekend

. Weekday | Weekday Weekend | Weekend

Corridor | Round | e ™ | Tsiop | Round
Trips Trips

Fort Drum/Calcium 8 715AM 8:50PM 6 9:55AM 6:00PM
Dexter/JCC/Airport 4 715AM 7:40PM 2 1M:10AM 6:10PM
Adams 4 8:00AM 6:25PM 2 12:30PM 5:25PM
gif‘/ret:’fge/ Black 2 9:00AM | 5:35PM 2 9:45AM | 7:35PM
Fort Drum/JCC
Commercial 2 10:50AM 7:00PM 2 10:50AM 7:00PM
Express
Gouverneur 2 7:00AM 4:45PM 0
Lowville/Carthage 2 7:00AM 7:30PM 0]

Forecast Performance Analysis

Annualrevenue vehicle mileswere calculated for regional routes similarly to MPO Bounded Network
calculations. The Phase 1 regional service package features over 276,000 more annual revenue vehicle
miles thanexisting CitiBus. Regional routes alone are responsible for almost 253,000 of those miles.
Ridership projectionsforthe networkcount almost 80,000annual passenger tripstakenacross the seven
regionalcorridors. The passengers/mile ratio of regional routesis at the peer agency average.

7 Round trips on each weekend day
8 Effective service span is lengthened by Lowville/Carthage corridor service

Nelson\Nygaard Consulting Associates Inc. | 21



NETWORK REFINEMENT AND RECOMMENDATION
WATERTOWN-JEFFERSON COUNTY AREA TRANSPORTATION COUNCIL TRANSIT STUDY
New York State Department of Transportation

Figure 15 Phase 1 Regional Network Predicted Performance Evaluation

. Annual UL
Corridor Revenue Passengers/Mie | Passengers/Trip
Passengers :
Miles
Fort Drum/Calcium 31,754 80,073 0.40 6.1
Dexter/JCC/Airport 12,993 20,160 0.64 5.41
Adams 12,834 34,344 0.37 5.35
Carthage/Black 9,166 28,545 0.32 6.55
River
Fort Drum/JCC
Commerecial 5,224 18,200 0.29 3.73
Express
Gouverneur 4,704 36,157 0.13 470
Lowville/Carthage 3,230 35,447 0.09 3.23
Total 79,906 | 252,926 0.32 5.40

Forecast Financial Analysis
Capital Costs

The Phase 1 regional network would require a maximum of four buses in operationat one time in addition
to the needs ofthe expanded CitiBus network. Assemblingan appropriately sized regional route vehicle
fleet (including spares) will require a capital investmentof $424,800 to $499,200.

Due to therequirementofan extrarevenue vehicle as well asan extraspare,a newoperationsfacility,
such astheonedescribed in previoussection, becomes more costly. The building would nowapproach
15,000square feetand costover $3.5 milliondueto increases acrossthe board with the exception of
administrative, maintenance, and partsstorage areas. Thisfacilitydoes notallow for the regional fleetto
growlarger thansix vehicles (maximum four in service with spares).

Operational Costs
For the purpose of estimating operational costs, the Phase 1 network package includes:

= 7 6weekly additional revenue hoursas part ofthe CitiBus Expansion
= 29regionalrevenuevehicle hours per weekday
= 16 regional revenuevehicle hoursperweekend day

CitiBus expansion once again represents a minimum $ 300,000 0peratingcostincrease. The Phase 1
regional network package would provide 8,850 annual hours of regional revenue service. Once again,
operatingcosts are dependentonthe operating agency. I fregional operation is contracted to a private
operator, the nominal annual operating costis estimated at $531,000. | fthe entire network were o perated
by CitiBus, operatingcosts of regional routescouldbe as highas $683,000per year.
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REGIONAL NETWORK PHASE 2

The Phase 2 service networkpackage is madeupofallcorridorsfeatured in Phase 1 plus additional
annualandseasonal corridorsevaluated duringcorridor identification. Figure 16 displaysthe corridors
that act ascomponentsofthe Phase 2 network package. Based on feedback received, some routesare only
recommended for operation during certaindaysand/ora limited portion ofthe year. Corridorsdisplayed
in greenrepresent annual weekday only service while dashed corridorswould only operate between
Memorial Day and Labor Day. Light purple dashed corridorsrepresentweekend seasonal service.

Figure 16 Proposed Phase 2 Regional Corridor Map
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Composition

The followingare adjustmentsto the corridors included in the Phase 1 regional network package in order
to create the Phase 2 network. Corridor-by-corridor service characteristicsare summarizedin Figure 17
and Figure 18. Adjustmentsto the Phase 1 service package are shaded.

Fort Drum/Calcium

— Requiresan agreement withthe Fortto provide on-postshuttle service.
— Wouldincrease totenroundtrips on weekdays, six on weekend days

— Would add mid-morning and mid-afternoonweekday round trips
Sackets Harbor

— Would operate to Sackets Harbor between Memorial Day and Labor Day

— Would increase frequency of access along Arsenal Streetto the commercial areaat the
western edge ofthe Watertown city limits during summer months

— Would operate seven days per week; four round trips on weekdays, two onweekend days
— Complements CitiBusRoute BArsenal
Dexter/JCC/Airport

— Aspecialroundtripto the Watertown I nternational Airport, coordinated with a flightarrival
at11:50a.m.and a12:15p.m.departure, is maintained as a route feature

— Would increasesto five round tripsonweekdays, two onweekend days
— Would add one mid-afternoonweekday round trip

Adams

— Would increase to five roundtrips onweekdays, two on weekend days
— Would add one morningweekday roundtrip

Carthage/Black River

— Would continue to operate sevendays per week, making three round tripson weekdays, two
onweekenddays

— Would add one mid-day weekday roundtrip

— Would continue to take advantage of additional round trips on the Lowville corridor
Fort Drum/JCC Commercial Express

— Requiresan agreement withthe Fortto provide on-postshuttle service.
— Would increase to three roundtrips on weekdays, two on weekend days
— Would add one mid-afternoonweekday round trip

Gouverneur

— Gouverneurserviceis identicaltothe Phase 1 networkpackage
Lowville/Carthage

— Lowvilleserviceisidentical to the Phase 1 network package

Clayton

— Would connect Watertown viaRoute 12 to Clayton destinations such as Downtown Clayton,
the Paynter Senior Citizens Center,and Samaritan Family Health Center

— Would only operate on weekdays between Labor Day and Memorial Day
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= AlexandriaBay

— Would functionas an expressservice, utilizing I nterstate 81 betweenexits 47 and 49 before
resumingtransit servicealongNY Routes411,180,and 12

— Althoughthecorridorwaslowest performingduringthe screening and ranking process, the
Project Advisory Committee recommended a implementation to test the marketwiththe
service most likely to succeed, operatingonweekends between Memorial Day and Labor Day

Figure 17

Corridor

Weekday
Round
Trips

Weekday
Start

Weekday
Stop

Phase 2 Regional Network Year-Round Composition

Weekend
Round
Trips®

Weekend

Start

Weekend

Stop

Fort Drum/Calcium 10 715AM 8:50PM 6 9:55AM 6:00PM
Dexter/JCC/Airport 5 715AM 7:40PM 2 1M:10AM 6:10PM
Adams 5 8:00AM 6:25PM 2 12:30PM 5:25PM
gif‘/re“r’]ige/ Black 3 9:00AM | 5:35PM 2 9:45AM | 7:35PM
Fort Drum/JCC

Commercial 3 10:50AM | 7:00PM 2 10:50AM | 7:00PM
Express

Clayton 2 9:00AM 7:20PM 0

Gouverneur 2 7:00AM 4:45PM 0]

Lowville/Carthage 2 7:00AM 7:30PM 0

Figure 18 Phase 2 Regional Network Summer Only Service
Weekday
Corridor Round
Trips
Sackets Harbor 4 9:30AM 8:35PM 2 1:00PM 9:15PM
Clayton 2 9:45AM 8:15PM
Alexandria Bay 2 11:00AM 9:10PM

Forecast Performance Analysis

Annualrevenue vehicle mileswere calculated for regional routes similarly to previous regional network
calculations. The Phase 2 regional service package features over 355,000 more annual revenue vehicle
miles thanexisting CitiBus. Regional routes alone are responsible for over 332,000 of those miles, which
wouldrepresent the median ofannual revenue miles provided among studied peer agencies, thoughwell
below the average. Ridership projectionsfor the networkcount over 104,000annual passenger tripstaken
across the sevenregional corridors. The passengers/mile ratio of regional routes is justbelowthe peer
agencyaverage.

9 Round trips on each weekend day

10 Effective service span is lengthened by Lowville/Carthage corridor service
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Figure 19 Benchmark Regional Network Predicted Performance Evaluation

. Annual Annual
Corridor Revenue Passengers/Mile | Passengers/Trip
Passengers .
Miles
Fort Drum/Calcium 38,770 95,472 0.41 6.25
Sackets Harbor 4,363 7,217 0.60 6.49
(Summer)
Dexter/JCC/Airport 15,864 24,360 0.65 5.47
Adams 15,669 41,499 0.38 540
Carthage/Black River 11,192 38,739 0.29 5.89
Fort Drum/JCC 6,378 24,700 0.26 3.36
Commercial Express
Gouverneur 5,744 36,157 0.16 574
Lowville/Carthage 3,944 35,447 0.1 3.94
Clayton 2,586 24,842 0.10 2.33
Alexandria Bay
(Summer Weekend) 36 3,776 0.01 0.32
Total 105,588 | 334,735 0.31 5.31

Forecast Financial Analysis

Capital Requirements and Costs

AsthePhase 2 regional network package still requires seven vehicles (three CitiBus, four regional)
simultaneously operatingduringthe AM and PM peak periods, the regional route vehicle fleetwill require
the same capitalinvestmentas the Phase 1 network, $424,800t0 $499,200.

Aswiththe Phase 1 network, the Phase 2 network requiresa facility that can accommodate six vehicles
includingspares. Thisbuildingcontains 15,000square feet of space and would costover $3.5 million.

Annual Operational Costs
Froman operational cost perspective, the Phase 2 network package includes:

= 7 6weekly additional revenue hoursas part of the CitiBus Expansion

= 37.25regional revenue vehicle hours per weekday between Labor Day and Memorial Day
= 44regionalrevenuevehicle hours per summer weekday

= 16 regional revenue vehicle hoursperweekend day between Labor Day and Memorial Day
= 23regionalrevenuevehicle hourspersummerweekend day

CitiBus expansion once again represents a minimum $300,0000perating costincrease. The Phase 2
regional network package would provide 11,609 annual hoursofregional revenue service. Once again,
operatingcosts are dependentonthe operating agency. I fregional o peration is contracted to a private
operator, the nominal annual operating costis estimated at just under $700,000. Ifthe entire network
wereoperated by CitiBus, operatingcostsofregional routes could be as high as$900,000.
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REGIONAL NETWORK PHASE 3

The Phase 3 regional network packageis created by adding round tripsto the Phase 2 packageand
ultimately extending the service day span. The enhanced package also features seasonal routes. Most
round tripsaddedto the Phase 2 schedulefill in mid-dayandeveninggapsin service. Phase 3 represents
an aspirational level ofservice.

Corridorsserved remain consistentbetweenPhase 2 and Phase 3. Refer to Figure 16, the Phase 2
proposed corridor map. As in Phase 2, some routes are only recommended for o peration during certain
daysand/oralimited portion of theyear.

Composition

The followingare adjustmentsto the corridors included in the Phase 2 regional network package in order
to create the Phase 3 service option. Corridor-by-corridor service characteristicsare summarized in Figure
20 and Figure 21. Adjustmentsto the Phase 2 service package are shaded.
= FortDrum/Calcium
— Requiresan agreement withthe Fortto provide on-postshuttle service.
— Would operate seven days per week; twelve round trips on weekdays, six on weekend days
— Would add two late-evening weekday round trips
= Sackets Harbor

Would againoperate to Sackets Harbor between Memorial Day and Labor Day

— Would operate seven days per week; five round tripsonweekdays, three on weekend days
Would add one late-evening weekday round trip

Would add one mid-afternoonroundtriponweekend days

= Dexter/JCC/Airport

— Would continue to provide a special round trip to the Watertown I nternational Airport,
coordinatedwitha flightarrival at11:50a.m.anda 12:15 p.m. departure

— Would operate seven days per week; six round trips on weekdays, three onweekend days
— Would add one early-afternoon round trip on weekday and weekend days
= Adams
— Would operate seven days per week; six round trips on weekdays, two on weekend days
— Would add one evening weekday roundtrip
» Carthage/Black River
— Would operate seven days per week; four round tripson weekdays, two onweekend days
— Would add one mid-afternoonweekday round trip
* FortDrum/JCCCommercial Express
— Requiresan agreement withthe Fortto provide on-postshuttle service.
— Would increase tofourroundtripsonweekdays, three on weekend days
— Would add one evening weekday round trip
— Would add one mid-afternoonroundtriponweekenddays
= Gouverneur
— Gouverneurservice is identicalto the Phase 2 network package
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= Lowville/Carthage

— Lowvilleserviceis identical to the Phase 2 network package

= Clayton

— Claytonserviceis identical to the Phase 2 networkpackage
= AlexandriaBay

— AlexandriaBay serviceis identical to the Phase 2 network package

Figure 20

Corridor

Weekday
Round

Weekday
Start

Weekday
Stop

Phase 3 Regional Network Year-Round Composition

Weekend
Round
Trips™

Weekend
Start

Trips

Fort Drum/Calcium 12 715AM 11:35PM 6 9:55AM 6:00PM
Dexter/JCC/Airport 6 715AM 7:40PM 3 11:10AM 6:10PM
Adams 6 8:.00AM 8:20PM 2 12:30PM 5:25PM
Fort Drum/JCC

Commercial 4 10:50AM | 9:45PM 3 10:50AM | 7:00PM
Express

gs/retn?ge/ Black 4 9:00AM | 5:35PM 2 9:45AM | 7:35PM
Clayton 2 9:00AM 7:20PM 0

Gouverneur 2 7:00AM 4:45PM 0]

Lowville/Carthage 2 7:00AM 7:30PM 0

Enhanced Regional Network Summer Only Service

Weekday
Round

Figure 21

Weekend

Weekend | Weekend
Round

Weekday | Weekday

Corridor

Start

Stop

Trips

Trips

Sackets Harbor 5 9:30AM 9:50PM 3 1:00PM 9:15PM
Clayton 2 9:45AM 8:15PM
Alexandria Bay 2 11:00AM 9:10PM

Forecast Performance Analysis

Annualrevenue vehicle mileswere calculated for regional routes similarly to previous regional network
calculations. The Phase 3 regional service package featuresover 405,000 more annual revenue vehicle
miles thanexisting CitiBus. Regional routes alone are responsible for over 382,000 of those miles, which
again would represent the median ofannual revenue miles provided among studied peer agencies, but
still be well below the average. Ridership projectionsfor the networkcount over 120,000 annual
passenger trips taken acrossthe sevenregionalcorridors. The passengers/mileratio of regionalroutesis
again just belowthe peeragency average.

" Round trips on each weekend day
12 Effective service span is lengthened by Lowville/Carthage corridor service
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Figure 22 Enhanced Regional Network Predicted Performance Evaluation

: Annual Annual
Corridor Revenue Passengers/Mile | Passengers/Trip
Passengers :
Miles

Fort Drum/Calcium 44,585 110,871 0.40 6.19
Sackets Harbor 5,018 9,322 0.54 578
(Summer)

Dexter/JCC/Airport 18,243 30,240 0.60 5.07
Adams 18,020 48,654 0.37 5.30
Carthage/Black River 12,870 48,934 0.26 5.36

Fort Drum/JCC

. 7,335 33,800 0.22 2.82
Commercial Express
Gouverneur 6,605 36,157 0.18 6.61
Lowville/Carthage 4,535 35,447 0.13 4.54
Clayton 2,973 24,842 0.12 2.67
Alexandria Bay
(Summer Weekend) 42 3,776 0.01 0.37
Total 120,227 | 382,042 0.31 5.16
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Forecast Financial Analysis
Capital Costs

The Phase 3 network package would notneed anadditional vehicle duringthe peak travel period. Its
increased operations largely fill in gapsorextends the serviceday. Thus, the regional route vehicle fleet
will require the same capital investmentas the Phase 1 and Phase 2 network packages, $424,800 to
$499,200.

AswiththePhase 1 andPhase 2 regional networks, the Phase 3 network requiresa facilitythatcan
accommodate six vehiclesincluding spares. Thisbuilding contains 15,000 square feetof space and would
costover $3.5million.

Operating Costs
Revenuevehicle hoursincrease significantly as part of the Phase 3 package, including:

= 7 6weekly additional revenue hoursas part of the CitiBus Expansion

= 45 .5regional revenue vehicle hoursperweekday between Labor Day and Memorial Day

= 51.25regionalrevenue vehicle hours per summer weekday

= 17.25regional revenue vehicle hoursper weekend day between Labor Day and Memorial Day
= 25 regional revenue vehicle hoursper summer weekend day

A CitiBus expansiononce again representsa minimum $300,000 operating costincrease. The Phase 3
regional network package would provide 13,720 annual hours of regional revenue service. Aswasthe case
for other regional network packages, if regional o peration is contracted to a private operator, the nominal
annualoperatingcostis estimated atmore than $820,000. I fthe entire network were o perated by
CitiBus, operatingcostsofregional routescould beashighas $1.06 million.
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SERVICE PLANNING SUMMARY

Each proposed networkservice represents anincrease in capital and operating costs over the existing
CitiBus system. AsCitiBusrouteswould remain as partofany regional network, the increased amounts in
eachrowofFigure24represent additional riders, revenue miles, or costs above the CitiBusbaseline
rather thanan incremental increase. I ncremental increases are portrayedin Figure 25,a phased
implementation summary thatassumes direct stepsfromone network package to the next. Operating
costs arelistedas a range reflecting the differences between private contractoperationversusthe City of
Watertown employmentmodel and its associated cost per operatinghour.

Figure 23 CitiBus Performance (2017)
A I ti
Annual nnta Operating Cost Operating
Passengers REVETIR (Bus Only) Cost/
9 vehicle Miles y Passenger
125,711 114,301 $772,708 $6.15
Figure 24 Network Packages Estimated Performance Comparison
Estimated Additional : : :
Network Additional Annual Estw_n_ated Estlm_a_ted Estmgted
Additional Facility Additional
Package Annual Revenue ;
: : Fleet Cost Cost Operating Cost
Passengers| vehicle Miles
Expanded $62,900 to
CitiBus 48,300 110,750 $81.500 $641,000
MPO $314,500 to $696,000 to
Bounded 90,700 180,150 $407,500 -$3.2M $807,000
Regional $377,400 to $837,000 to
Phase 1 102,500 276,000 $489,000 $3.5M $988,000
Regional $377,400 to $1,000,000 to
Phase 2 127,150 355,300 $489,000 $3.5M $1,199,000
Regional $377,400 to $1,129,000 to
Phase 3 142,850 405,150 $489,000 $35M | 741,364,000

Phased Implementation

While the tablesabove describe operating characteristics of any network should a regional oversight
agencydecideto aggressively launchan advanced regional network, a phased approachas describedon
the following page would feature fairly equal expansionsteps in terms of annual o perating hoursand peak
vehicle requirements. The most significant increase in ridership versus operating cost increase occurs
when atrue regional network withmultiple transfer pointsis realized due to the creationofthe MPO

Bounded Network.

Nelson\Nygaard Consulting Associates Inc. | 31



NETWORK REFINEMENT AND RECOMMENDATION
WATERTOWN-JEFFERSON COUNTY AREA TRANSPORTATION COUNCIL TRANSIT STUDY
New York State Department of Transportation

Figure 25 Phased Implementation Summary

PEAK VEHICLE
REQUIREMENTS

Annual

RIDERSHIP

Annual

PHASE ACTION DETAILS HOURS

the Fort Drum, Adams, and Commer-
cial Express routes

$ = -2,000 service hours

i = -20,000 boardings
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AGENCY GOVERNANCE/
ORGANIZATIONAL
STRUCTURE

Organizationally, the Watertown-Jefferson County Area Transportation Council (WJCTC) canenhance
serviceto the City of Watertown and the surrounding county using resourcesthatalready exist and/or
contract out the service either as awholeorin parts. The organizational structure ofthe new service
dependson the existing contract/relationship between CitiBus and the City of Watertownand WJCTC'’s
preparednessto startanew. The key to providing quality serviceis to have:

= Clear expectationsofserviceandscope of work

= Key performance indicators

= Anexcellent relationship betweenthe operator and the Transportation Councilto modify and
enhanceserviceas needed

POTENTIAL OPERATING ORGANIZATIONS

Possibilitiesfor future regional transit networkoperational structuresinclude:
= CitiBus
= Operationby anewly created public agency
= Operationby anotherexisting public agency
= Contracted private operator
= Contracted non-profitoperator

CitiBus

CitiBus s currently partofthe Department of Public Worksfor the City of Watertownandreportsto the
SuperintendentofPublic Works. They provide fixed route public transportation, emergency evacuations,
and special shuttles. CitiBusalso performs intergovernmental coordination of transportation servicesand
agreements. They are already providingaffordable, equitable, sustainable, and safe public transitfor
Watertown. At present, CitiBushasa collective bargainingagreementthat protectsthe workersalongwith
the other represented employeesforthe DPW. The agreementdoesnotrequire buy-infromthe union
representatives norarightoffirstrefusal forexpanded routes. However, it is recommended thatthe City
discusstheseissueswith CitiBusanditsrepresentationtoavoid labor relations disputes.

Newly Created Public Agency

WJCTC has the optionto supportthe creationofa transit authority chartered by statute as a quasi-
governmental agency or corporationby the State of New York. The authority’s missionwould beto solve
problemsrelated to transitissuesand provide service withinthe boundaries of the WJCTC. Itwould have
the power to obtainproperty, impose taxesto fund operating costs, and the ability to operate
independently of Jefferson County.
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Other Existing Public Agency

While Jefferson County doesnot have a central countywide transitoperator, through the work ofits
Planning Department or Transportation Department, they can coordinate the servicesofan operatoror
providetheservice forthe County.

Additionally, o perating authority in Jefferson County is granted in the charter of the Central New Y ork
Regional Transportation Authority (Centro). The Jefferson County legislature mustvoteto be partofthe
authority, triggering a mortgage recording tax funding stream. If Centro wasto take over service provision
in Jefferson County, Centro itselfwould solely determine the corridorsand level of service provided based
on projected funding. Centro is notauthorized to operateavehicle in St. Lawrence or Lewis Countiesas
theseareasareoutside oftheir transitdistrict.

Contracted Operator

Private Operator

The routes outside of the City of Watertown are eligible to contract out to a service provider in a
competitive process through a transparent Request for Proposals. As a recipient of tax payer money, it will
be necessary to offer a competitive wage and benefits to the workers. A benefitof contracted operationis
efficiency and oversight through financial leveraging that holds private companiesaccountable for
deliveringservice. This doesnot mean, however, thatthe private contractor will necessarily be more cost
efficientoraccountable. Asidentified by the Eno Center for Transportation’s A Bid forBetter Transit—
Improving Services with Contracted Operations, successrequiresthat:

1. The government cannot contractoutthe public interest;
2. Clear contractsalignthe contractors’ profit motive withagency goals, and
3. Symbiotic agency-contractor relationshipsimprove operationsandfoster innovation.

As statedin the report,government and private companies have different operatingmodels. The
government is publicly subsidized to provide a service and a private company’sgoalis profit.
Nevertheless, contractingout the rural servicesin Jefferson County allowsforexpansion andan
opportunity toadvance the County’s goalsto provide service toa mix of villages and rural townsanchored
by the City of Watertownandthe Fort Drum military installation, as wellas regional services facilitiesand
cultural attractions.

To overcome the competinginterests ofa private service provider and public works departments, any
contractor mustbe overseenby anauthorizing or administeringentity. Thatentity mustdefineaclear
contract that alignsthe contractor’s profit motive withagency goals. Expectationsofsucha contract
agreementare listed below. Itis recommended thatany administering entity identify itsgoals and
expectationsalong with performance indicatorsso that the contractis clear and the partiesdevelopa
strongworking relationship.

A strongly reciprocal agency-contractor relationship is recommended to improve operations and foster
innovation as the service is newand introduced to the public. This type of relationship starts fromthe
beginningwith direct language, regular face to face meetings, anda mechanism for managementthat
simplifies the update processto the newservice duringtheinitial implementation period.

Non-Profit Operator

Contractingout the services to a non-profitorganizationis a newmodel in use by transportation
authorities. Kennebec Explorer Public Bus Service in Maine servesthe Augusta-Waterville Area. The
serviceis operated by the Kennebec V alley Community Action Program and largely funded by private
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businesses, non-profit organizations, and municipalities. I tis a flex-route public busthat providesservice
using comfortable, accessible, air conditioned buses operated by professional drivers. I ts routesare
designedto offera convenient, affordable meansoftransportation to the general public, whichincludes
commuters, elderly passengers, and passengerswith disabilities.

While thegoalofnon-prdfits is traditionally to provide resourcesandservices, it is importantto maintain
the clear contracting language thatis also required of for-profitbusinessesas wellas public unions.

Contracted Operator Expectations

= Provideserviceaccording to Scopeof Workby  date.
= Experience providingbus service onfixed routes
= Providerequiredinspections, preventative maintenance, and b reak-down maintenance on buses
= Experiencedevelopingscheduled maintenance systems and planning
= Provideon roadserviceandtowservice for break-downs
= Facility forhousing buses in protected environment
= Experienceworking withWJCTCand CitiBus
= Experience complyingwith Key Performance I ndicators, suchas
— Total Ridership
— Mean Distance Between Failures
— Percentoftotalscheduledbustripscompleted, total and by busdepot
— VehicleMiles
— Collisionswith Injury Rate
— Customer Accident I njury Rate
— Total Paratransit Ridership
— BusPassenger Wheelchair Lift Usage

POTENTIAL OPERATING FACILITIES

The studyteamresearched currentthe varioustransitoperations and conducted visits to five
organizationsthatoperate transportationservices in and near Jefferson County. They include public
transit agencies CitiBus and Centro, non-profitssuchas Jefferson Re habilitation Center (JRC) and the
Volunteer Transportation Center (VTC) operatingas North Country Mass Transit, and the private
contractor Freeman Bus. All have different missions, markets, and provide differentservicesas they
represent a sample ofthe current services provided.

Watertown CitiBus

CitiBus is Watertown’spublic busservice that is governed under the Department of Public Works. They
haveafleetoffive buses (two spares) and one paratransit vehicle. Thereis a total staff of seven full-time
and five part-time employees operating outof a central garage and maintenance complex. Maintenance
facilitiesinclude a dedicated lift and a buswash station.
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Jefferson Rehabilitation Center (JRC)

JRCis a non-profitagency dedicated to enhancingthe quality of life and maximizing the potential of
personswith disabilities. At present, they have twelve 24-person capacity busesand have a newvehicleon
order. JRC operatesten buses, reserving two spare vehicles, ondedicated routes to pick up participants
and returnthemto theirhomes attheend of the day. JRC hasa dedicated garage bay for maintenance
and has the spacetoaddanotherbay if it were to expand. Subsequentto site visits, the JRCand St.
Lawrence NY SARC merged into a unifiedagency known asthe ARC Jefferson —St. Lawrence NewY ork.
AsofMarch, 2019, no changeshad beenmade to consolidate agency transportation departments.

North Country Mass Transit

Volunteer Transportation Center (VTC), a non-profit agency dedicated to the wellness for the community
by ensuring accessto medical appointments and other necessitiesfor people withno other meansof
transportation, currently provides door-to-door servicesusingover 225 volunteer driverswho are
reimbursedforthe use oftheir own private vehicles. Under the guidance of V TC, a new non-profitnamed
North Country Mass transithasbeen formedand is poised to expand operationsto addressrural public
transit issues across Jefferson County.

Freeman Bus/Clarence Henry Coach

FreemanBus is a school bus contracting and charter service witha currentfleetof 50 school buses and
charterbuses. They have 14 covered bays and a heated garage, as well as 10 maintenance baysandabus
wash. Freeman Bus offers:

= School bus contracting

= Charterservices

= Maintenanceservice

= Emergencyservices

= On-Call for any companywho needsbusservice
= Busengineoverhauls

= Buscleaning

FreemanBus held the Watertown City School Districtbus service contract from 1964 through 2018.
During that period, they retained 65 employees. They recently lostthe contractto First Student. Since the
study team’svisitwith Freeman, the business has beensoldto the owner of Norfe Systems of Connecticut,
whichfocuses on computer-based commercial databases designed for bus and motorcoach companies.
The new corporation will continue its contractwith the Community Action Planning Council and Clarence
Henry Coachoperations.

Central New York Regional Transportation Authority

The Central New York Regional Transportation Authority (Centro) is the public transportation provider
for Onondaga, Oswego, Cayuga, and Oneidacounties, whichincludesthe cities of Sy racuse, Oswego,
Fulton, Auburn, Rome and Utica. Theyalso provide inter-city service between certaincombinations of
thesecities, Syracuse, and a number of communitiesin between. They havea fleetof238buses and 638
(including part-time) employeesand operate a full-service facility in Syracuse thathandlesall
maintenance and busoverhauls. Aspreviously explained, Centro is notcurrently authorized to operate
transit service in Jefferson County. Legislative action on the partofthe Countyis required.
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Figure 26 Potential Operating Facilities Strengths and Weaknesses

Ability to .

o Turnkey Room to Needs Needs Transit
Facility : : Perform :

Ready Accommodate Expansion Construction . Experience
Maintenance

CitiBus No Yes Yes Yes 2 3
JRC No Yes Yes Yes 2 2
VTC No Yes No Yes (0] (0)
Freeman Yes Yes No No 3 1
Centro Yes Yes No No 3 3

The visited facilitiesvary tremendously in size and ability to accommodate maintenance and storage
operations as shown above. They range fromhavinga volunteer fleetofcarsand drivers to a large transit
facilitythat serves Syracuse and itslarge metropolitan region. Some are turn-key ready whereby the
management structure and facility already existto accommodate newbusesand routes.

All ofthefacilitieshave roomto accommodate the newfleetof buseswith eitherindoor or outdoor
parking. While interior parking is recommended because of consistent below-freezing te mperatures
duringthewinter; it is not necessary. Itis possible to keep the engines adequately heated usingblock
heaters, as JRC does, to preventdamage to the combustion chamber and cylinder headsifthe diesel fuel
wereto gel dueto low temperature.

None ofthe facilities would have to expand their footprintsto maintainbuses, but JRCwouldneedto add
another maintenance bayand VTCwould have to converttheir property into a viable maintenance facility.

The studyteamrated the facilitiesontheir ability perform maintenance. Basedon a scaleof O to 3, zero
indicates thatit has no ability to perform maintenance atthis time. A rating of 3 indicatesthatit hasthe
facilities, infrastructure, and operationalability in place to provide maintenance, includingscheduled and
unscheduledrepairs. A ratingof2 means that the service area would have to be enhanced and/or
additionalstaff trained to maintain the vehicles.

Transitexperienceis based on the facility’s current experience of providing fixed route service on a scale
of0 to 3. Zeroindicatesthat the facility does not currently, nor has previously provided fixed route
service. Oneindicatesthatit haspreviously provided fixed route service butno longer does so. Two
indicates providersof client-specific fixed route service (paratransit). Three indicates that the provider
currently operates true fixed route service ona full-day schedule.
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POTENTIAL FUNDING SOURCES
Federal Funding

The USDOT Federal Transportation Administration (FTA) “Fixing America’s Surface Transportation”
(FAST) Actthat was signed into lawin December 2015 provides funding for existing and new public
transportationeffortsby reauthorizing programsand changesto improve mobility, streamline capital
project constructionand acquisition, and increase the safety of public transportation systemsacross the
country.B It provides predictable formulafunding and competitive grantsfor transit agencies to manage
long-termassets, suchas buses and infrastructure and address state of good repair needs. A number of
grants offered through FAST provide formulaand competitive funding for MPOs such asthe Watertown
Jefferson County AreaTransportation Council (WJCTC).

WJCTCis the Metropolitan Planning Organization (MPO) designated by the Governor of the State of New
Y orkforthe City of Watertownand surroundingareain Jefferson County. It has the responsibility of
developingand maintaining botha Regional Transportation Plan and a Transportation Improvement
Programforthearea's federal aid eligible highway and public transitfacilities. The Councilwas
establishedin 2014 whenthe populationof the Watertown urbanized areaexceeded 50,000 as
determined by the 2010 Census. It wasdetermined that the geographic areaforthe Council's
transportation planningwould be limited to the adjusted urbanized area.

The Councilconsistsof three principal working groups —the Policy Committee (PC), the Highway
Technical Committee (HTC) and the Transit Technical Committee (TTC). The Policy Committeeis
responsible for reviewingand approvingall planning undertaken by the Council and its staff. The
Technical Committeesare responsible for coordinating transportation planning activitiesand providing
technical advice to the PC. The Technical Committees are composed of professional/technical staff
representatives from each of the member governments. The HTC focuseson highway/bridge issues, while
the TTCwill focusontransitissueswithin the WJCTCboundary.

5303-5304-5305 Program - Metropolitan and Statewide Planning

These programs provide fundingand procedural requirementsfor multimodal transportation planningin
metropolitanareas and statesthatis cooperative, continuous and comprehensive, resulting in long-range
plans andshort-range programs of transportation investment priorities. The programsare jointly
administered by FTA and the Federal Highway Administration (FHWA), which provides additional
funding.

Eligible Recipients: Statesand MPOs

Eligible Activities: Develop transportation plans and programs, plan, design, and evaluate a public
transportation project, and conduct technical studies related to public transportation.

Performance Based Planning Process:
= RequiresMPOs and Statesto develop transportation plans and transportation improvement
programsthrough a performance-driven, outcome-based approachto planning.

= RequiresMPOs to establish performance targets thataddress both the surface transportation
measures setforthin 23 U.S.C150(c), in coordinationwith the state and public transportation
performance measuresin coordinationwith providersof public transportation, to ensure

13 Federal Transit Administration. https://www.transit.dot.gov/FAST
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consistencywith performance targets related to transitasset management and transitsafety, as
setforthin49 U.S.C.5326(c) and 5329(d).

=  MPO plansmustinclude performance targets that address performance measures and standards
and a sy stem performance report

= Transportation Improvement Programs (T1P) must include a descriptionofthe anticipated
progressbroughtaboutby implementing the TIP toward achieving the performance targets.

= MPO’s continue to develop Unified Planning Work Programs, Metropolitan Transportation Plans,
Transportation I mprovement Programsand Public Participation Plans.

= FTA and FHWA certify the metropolitan planning process in Transportation Management Areas.

FundingLevels: Federal Share 80%witha required 20%localmatch

Formula Details: Fundsareallocated by formula to States, which then sub-allocate the funding to
MPOs.

5307 Urbanized Area Formula Program

The Urbanized Area FormulaFunding program (49 U.S.C.5307) makes Federal resourcesavailable to
urbanizedareas andto Governorsfortransitcapital and operating assistance and for transportation
related planning in urbanized areas. An urbanized areais a Census-designated areawith a populationof
50,000 or more as determined by the U.S. Departmentof Commerce, Bureau ofthe Census.

Eligible Recipients: Public bodieswiththe legalauthority to receive and dispense Federal funds.
Governors, responsible local officials and publicly owned operatorsoftransitservicesare requiredto
designatea recipienttoapply for, receive,and dispense fundsforurbanized areas pursuantto49U.S.C.
5307(a)(2). The Governor or Governor’s designee is the designated recipient for urbanized areasbetween
50,000 and 200,000.

Eligible Activities: Eligible activitiesinclude planning, engineering, designand evaluation of transit
projectsand other technical transportation-related studies; capital investmentsin bus and bus-related
activitiessuchas replacementofbuses, overhaul ofbuses, rebuildingofbuses, crime preventionand
security equipmentand construction of maintenance and passenger facilities; and capitalinvestments in
new and existing fixed guideway systems including rolling stock, overhaul and rebuilding ofvehicles,
track, signals, communications, and computer hardware and software. All preventive maintenance and
some American with Disabilities Act complementary paratransit service costsare considered capital costs.
For urbanizedareaswith populationsless than 200,000, operatingassistanceis an eligible expense.

Recipients must maintainequipmentand facilities in accordance with their transit asset management
plan. See FTA Transit Asset Management.4 Recipients are required to submitan annual report listing
transitimprovementprojects (formerly 1% requirement) thatwere carried outin preceding year.

FundingLevels:

= Federal Share is nottoexceed 80% ofnetprojectcost.

= Federal sharemaybe 90%forcost of vehicle-related equipmentattributable to compliance with
Americanswith Disabilities Actand the Clean Air Act.

= Federal share maybe90%forprojectsor portions of projects related to bicycles.
= Federal sharemaynotexceed 50% of netprojectcostofoperatingassistance.

14 https://www.transit.dot.gov/TAM
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= FormulaDetails: Forareas 0f50,000t0 199,999 in population, formulabased onpopulationand
density.

= Fundsareavailablefortheyearappropriated plus five years.

Other: The matchingfundscan come fromotherfederal (non-DOT) funds. Local communities can
implementprogramswith 100% federal funding. Mustoffer halffare or reduced fareto peoplewith
disabilities and seniors during off-peak hoursfor fixed-route services.

5310 Enhanced Mobility for Seniors and Individuals with Disabilities

Section 5310strives to improve mobility for seniorsand individuals with disabilitiesby removing barriers
to transportationservice and expanding transportation mobility options. Thisprogram supports
transportationservices planned, designed, and carried outto meet the special transportationneedsof
seniors and individualswith disabilitiesin all geographical areas. Eligible projectsinclude both traditional
capital investment and nontraditional investment beyond the Americans with Disabilities Act (ADA)
complementary paratransitservices.

Asregional plans for Jefferson County become more concrete, smaller servicesthat actas feeder services
to the busroutes may beeligible for Section5310 funding for some v ery specific uses, suchas for
employmentcommuting or senior services.

Eligible Recipients: Formulafundsare apportioned to direct recipientssuch as States for rural and
small urban areasand designated recipients chosen by the Governor of the State for large urbanareas.
State orlocal governmentalentitiesthatoperate a public transportation service may alsobea direct
recipient.

Eligible Activities: Direct recipients have flexibility in howthey select subrecipientprojectsfor funding,
but theirdecision processmustbe clearly notedin a programmanagement plan. The selectionprocess
may be formula-based, competitive, or discretionary and subrecipientscan include statesor local
government authorities, private non-profitorganizations, or operatorsof public transportation.

Fifty -five percentof programfunds mustbe used oncapital or traditional 5310 projects, suchas:

= Busesandvans; wheelchair lifts, ramps, and securementdevices

= Transit-related information technology systems including scheduling/routing/one-call systems
= Mobility managementprograms

= Acquisitionoftransportationservices undera contract, lease, or other arrangement

Both capital and o perating costsassociated with contracted service are eligible capital expenses. User-side
subsidiesare considered one formofeligible arrangement. Funds may be requested for contracted
services covering a time period of morethanoneyear. The capital eligibility of acquisition of servicesas
authorizedin 49 U.S.C.5310(b)(4) is limited to the Section 5310 program.

The remainingprogrammed 45 percentis for nontraditional projects. Under MAP-21, the programwas
modified to include projectseligible under the former 5317 New Freedom program, described as Capital
and operating expensesfor new public transportationservices and alternatives beyond those required
by the ADA, designed to assistindividualswith disabilitiesand seniors. Examplesinclude:

= Traveltraining

= Volunteerdriver programs

= Busstopaccess construction

= Improving signage andwayfinding
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= Incremental costofprovidingsameday service or door-to-door service
= Purchasingvehicles to supportnew accessible ride sharingand/or vanpooling programs

5311 Formula Grants for Rural Areas

This program providescapital, planning,and operating assistance to statesand federally recognized
Indian tribesto support public transportationin ruralareas with populations lessthan 50,000, where
many residentsoftenrely on public transit to reach their destinations. Italso provides funding for state
and national training and technical assistance through the Rural Transportation Assistance Program.

Principles:

= Maintain existing transitneedsby dedicating capitaland operatingfundsforvital projects.

= Provideand maintaina flexible program by assuringthat the program of projects continuesto be
developedthrougha cooperative, between NY SDOT and the Section5311 applicants.
= A continuedefforttodecrease dependency on Section5311 fundsfor transit. Requiringapplicants
to actively seekalternative funding sourcesto supporttheirtransitoperationscan be a valuable
safeguardagainshortage of programfunds.
= Maintainamulti-year programofprojects in orderto foster planning of withinthe constraints of
availablefederal funding.
= Maintain timelyuseoffunds, NYSDOT requires thatall FTA Section5311fundsbe obligated
within 2 years of programming to avoid lost funds.
Eligible Recipients: States, I ndiantribes, groupsor communitiesidentified by the Bureauof I ndian
Affairs(BIA).Subrecipients may include state or local governmentauthorities, nonprofit organizations, or
operatorsofpublic transportationorintercity busservice that receives fundsindirectly througha
recipient.

Eligible Activities: Eligible activitiesinclude planning, capital, operating, job accessand reverse
commute projects,andtheacquisition of public transportationservices.

FundingLevels:

= Federal shareis notto exceed 80% of capital project cost.
= Federal shareis notto exceed 50% of operatingcost.
» Federal share maybe 80%for ADA non-fixed-route paratransit service.

Other: Each state mustspend no less than 15 percent if its annual apportionmentfor the development
and supportofintercity bus transportation, unlessit can certify, after consultation with intercity bus
service providers, thatthe intercity bus needsofthe state are being adequately met. Indeterminingthe
amountofthe unsubsidized portion of connecting feeder service that is eligible asan in-kind local match,
all operating and capital costscanbe included without revenue offset.

Revenuefromthesale of advertisingand concessions may be usedas a portionofa local match.
Recipientsmay use up to 20% oftheir5311allocation (previously 10%) for the operationof paratransit
service, ifcertain conditionsare met.

5339 Bus & Bus Facilities Infrastructure Investment Program

The Bus &Bus Facilities I nfrastructure I nvestment Program (49 U.S.C.5339) makes federal resources

availableto states anddirect recipientsto replace, rehabilitate and purchase busesand related equipment
and to construct bus-related facilitiesincluding technological changes or innovationsto modify loworno
emissionvehiclesor facilities. Funding is provided through formulaallocations and competitive grants. A
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sub-program, the Low-or No-Emission Vehicle Program, provides competitive grantsforbus and bus
facility projects that support lowand zero-emission vehicles.

Eligible Recipients: Designated recipientsthat o perate fixed route busservice or that allocate funding
to fixed route busoperators; state or local governmental entities; and federally recognized I ndiantribes
that operate fixed route busservice that are eligible to receive directgrants under 5307 and 5311.
Subrecipients include eligible recipients thatreceive grantfunding under the formulaor discretionary
programs may allocate amounts from the grant to subrecipients thatare public agencies or private
nonprofit organizations engaged in public transportation.

EligibleActivities:

= Capitalprojectsto replace, rehabilitate and purchase buses, vans, and related equipment,andto
constructbus-related facilities, including technological changesor innovationsto modify lowor
no emissionvehiclesor facilities.

= Grantees mayuseupto0.5%oftheir5339allocationonWorkforce Development activities.

FundingLevels:

= Federal Share 80%net capital cost witha required 20% local match

= Fundsremainavailableforobligation for4 fiscal years. Thisincludesthefiscal yearin whichthe
amountis made available orappropriated plus 3 additional years.

= Sub-programcompetitive grantfor Lowor no emissionsbus deployment
Congestion Mitigation and Air Quality Program (CMAQ)

CMAQprovides fundingto areasin nonattainmentor maintenance for ozone, carbon monoxide, and/or
particulate matter. States that have no attainment or maintenance areasstill receivea minimum
apportionmentof CMAQfunding for eitherair quality projects or other elements of flexible spending.
Funds maybeusedforany transitcapitalexpendituresotherwise eligiblefor FTAfunding aslong asthey
havean air quality benefit.

Surface Transportation Block Grant Program - 23 USC 133

This flexible funding program provides funding thatmay be used by states and localities for a wide range
ofprojectsto preserve andimprove the conditions and performance of surface transportation, including
highway, transit, intercity bus, bicycle and pedestrianprojects.

State Funding
State Operating Assistance (STOA)

The New Y ork State Departmentof Transportation distributesabout $3.0 billion annually in Mass
Transportation Operating Assistance (MTOA), and other transportation assistance, to approximately 130
transit operators.

The MTOA fundwas created by Section 88-aof State Finance Lawand is subdivided into upstate and
downstate dedicated tax fund accounts. The upstate account providesfundingto all transitsystems
outside the 12-county metropolitantransportation commuter district. A portion of the Petroleum
Business Tax is the sole dedicated revenue source for the upstate account.

Serviceseligible for operatingassistance include busrevenue services, available to the publicona regular
and continuing basis, having predetermined and publicly posted faresand service hours. Fixed route or
routedeviationservicesshall also have printed schedules. Demand-responsive servicesmusthave
publishedservice areas, hoursofoperation, fares and the phone number to arrange for service.
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The STOA paymentformulaprovides40.5 centsper passenger in additionto 69 cents per revenuevehicle
mile andrequires a 100% local match for any assistance payment received.

Example Operations and Funding Structure
St. Lawrence County

St. Lawrence NY SARC operates public transportationin St. Lawrence County under contract withthe
County. Transitoperationsare notroute-deviated or mixed with NY SARC, butratherinterlined, where a
vehiclethat dropsoffa clientbecomesscheduled public transitfor the returntrip, in order to streamline
staffing and schedulingand maximize vehicle revenue miles for funding purposes. Vehicles belong toand
are housedand maintained by St. Lawrence NY SARC. The administering public agency in thistype of
contracted arrangementwould require a mobility manager onstaff who acts asa conduit between

NY SDOT, County and/or Local Municipal Governments, the contracted operator,and publicand private
humanservices agencies.

In 2017, St. Lawrence County Public Transportationexpended over $600,000 of o perating funds (Figure
27).Discussions with St. Lawrence County mobility managementyielded insightinto their o perational
model and revenue sources.

The systemreliesheavily on State and Federal funding. Almost60%of 2017 o perating expenseswere
reportedasstate funds. This is possible due to a large receipt of end-of-year supple mental state
assistance. Thisextrastateaidis known as STOA Clean-Up Fundingand result froma requirement that
the stateallocate all available transit operating assistance dollars. Unlike formula funds, this money is not
appliedfor,butis distributed proportionate to the size of STOA formulaawards. According to the County
mobilitymanager, the systemreceived $219,000from thissecondary distribution in 2017. Federal
assistance in the formof 5311 formula grants for rural areasaccounted for an additional $104,000 of
operations revenues. Note that a heavy reliance on non-formula-based funding representsa sizable risk to
an administering public agency.

Due to thesize of State and Federal funding, the contribution by local sources wasapproximately
$40,000in 2017. This funding modelis flexible with respectto the source ofthe local contribution. St.
Lawrence NYSARC itself provided the local fundinglistedin 2017. However, dependingonthetermsof
the contract, thiscontribution may come fromthe administeringagency. Beginningin 2019, St. Lawrence
County will make a $60,000 contributionto operations. The termsofthe contract, in which the operator
may assume some financial risk, mustbe made clear during the Requestfor Proposals process.

Figure 27 2017 Revenue Summary for St. Lawrence County Public Transportation

Contribution
$39,644

Costs Revenue Assistance Assistance Funding
$610,572

Operating Fare Federal State Other | Local

$68,174 $104,000 $360,870 $37,884
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RECOMMENDATIONS
INITIAL RECOMMENDATION

Based onfeedbackreceived from the Project Advisory Committee, stakeholders,and WJCTC's Transit
Technical Committee, a phased approachto implementing regional transit service is recommended. The
first phase would see CitiBus expand to serve Fort Drumas wellas additional destinationsjust west ofthe
City onRoute 3.

Governance and Operations

As describedearlier,the NewY ork State Departmentof Transportation’s Safety Bureauwould needto be
contacted in order for CitiBusto operate further outside of city limits. The State would initiate a 30-day
commentperiod before stating theirapproval or rejectionofthe application. Thisexpanded service, which
includesonly one regional route, would continue to operate as CitiBus, a division of the Department of
Public Works of the City of Watertown.

Financial Requirements

CitiBus’ operatingexpenses per revenue vehicle hour for fixed-route busservice was $77.13in 2017. This
figureis usedto estimate the costofexpandedservice as it accountsfor the fundamental of CitiBus
employee contracts. The Ex panded CitiBus service package would provide 83% more weekly revenue
service hours. Expanded o peration, including Sunday service in and immediately outside of Watertown,
accounts fora40%revenue hours increase over the existingsystem, while solelyaddinga seven days-a-
week Fort Drumroute would increase revenue hours43% over currenttotals. Annual operating costs
wouldincrease by approximately $641,000 over the reported $772,708 spent onfixed-route busservicein
2017 toaccount for the increase in service time.

An expanded CitiBus would operate four buses simultaneously atcertain timesofday, requiring an
additionto thefleet. The corridoridentification memo previously identified body-on-chassisminibuses as
an appropriate vehicle to handle the envisioned passenger loads. Common modelsrange in cost from
$62,900to0 $68,300pervehicle. Twenty passenger fully accessible vehicles canbe purchased for
approximately $81,500, reflectingthe markup associated with the installationofa wheelchair rampor lift.

While CitiBuswould not needto constructa new o perationsfacility to accommodate thisexpansion,
overnightstorage ofan extravehicle,and the associated costs, should be considered as an additional
potentialcapital expenditure.

In exchange for assuminggreater operating costsand burden, Watertownresidents are likely to realize
greater levelsofaccess to employment, shopping and services,and continuing education. Additionally, the
communityis likely to stimulate additional economic activity (gyoods and services) from newaccess from
outside Watertown, especially consumersfrom Fort Drumwhere thereis a large carlessadultpopulation.

Eligible Funding Sources

While the newFort Drumroute largely travelswithin the urbanareaboundariesdefined aseligible to
receive operational cost reimbursement viaFormula5307, thereareareas alongRoute 11 and Route 26
wherethe route leavesthese boundaries. Accordingto New Y ork State DOT, as long as stops are not
servicedin these areas,and stopsalongthe Route 26 non-urbanized area are not practicaldue to the
presenceof Fort Drumboundary fences oneitherside of the corridor, the entirety of this route would
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gualify for 5307 reimbursement. CitiBus is currently in the processofapplyingfor reimbursementofa
portionofoperatingcosts from previousyearsthroughthe newly-created MPOandthe 5307 formula
program.

The extensionto Towne Center and BOCES is eligible for reimbursementunder the Formula 5311
program. Applicants mustidentify what portion or percentage of their revenue vehicle miles occur outside
ofthe FTA urbanareaboundary. Thisextension would represent207 of 4,112 weekly revenue miles or 5%
ofthe expanded system.

It should be noted that collected fares constitute a significant revenue source. While hard to estimate due
to uncertainty regardinga fare structure for regional routes, CitiBusreceived 14%oftheir 2017 bus
operatingfunds, over $100,000, frombusrider fares, equal to $0.85 per rider. Peer regional agencies
recoveredarange of $0.76 to $1.26 per rider via the farebox.

Potential Operations Funding Structure

To understandthe possible necessary contribution by the City of Watertown to the operationofan
expanded busservice, anassessmentof pastand likely future fundingsources and levelswas performed.

The ratioofbus fare collected to riders on the current CitiBus system is maintained at roughly
$0.85/rider, resultingin roughly $41,000 additional fare revenue collected by an expanded system. While
the federal 5307 and 5311 formula programs nominally provide upto 50%of o perating costs, peer
agencies wereonly able to recoup between 17%and 31% of fixed-route bus o perating costs through federal
sources in 2017. Thus, predicted federal reimbursementis limited to just over 25% of o perating costs.

In 2017, State of New York and other funding sourcesaccounted for over $150,0000fthe revenuesused
to operate CitiBus. According to the State Operating Assistance formula, just under $130,000 of that total
is attributableto STOA formula funds. However, accordingto the budget ofthe City of Watertown, the
New Y ork State Departmentof Transportation sendsadditional aid to offsetcosts related to the City’s bus
system.

Other fundingsources provide an additional $41,400 to CitiBusoperations. These include:

= STOA Clean-UpFunding

= Aduvertising revenue ($14,950)

= Contributionsfromthe Jefferson County Office of the Aging ($5,600).
Notingfixed revenue sourcesas wellas the uncertainty regarding supplemental state assistance, the City
ofWatertown's contribution to an enhanced CitiBus network that extends Route B—Arsenal, adds
Sunday service, and connectsto Fort Drum, would need to increase by between $135,000 and $171,500to
anew totalofbetween$630,000 and $666,000. I fan Expanded CitiBus network did notincludesservice
to Fort Drum, and merely extended Route Band created Sunday service, the required local contribution
wouldbereducedtoarange ofapproximately $482,500 to $507,400.
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Figure 28 Anticipated Revenue Breakdown for Expanded CitiBus Service

Formula

C't'Bu.s Fare Federal State Other iy Ceneral
Opereitiig Revenue | Assistance | Operating | Funding S
Costs . Contribution
Assistance
2017 Fixed-
Route $772,708 | $106,738 $0 $129,781 $41,398 $494,791
Operation
Expanded
CitiBus Network | $1,413,752 | $147,740 | $353,438 | $225,764 $§§65858 $$66269é929§0
Estimates ’ ’
Expanded
CitFiJBus $20,550- | $482,524 -
$1,078,344 | $125,926 | $269,586 $154,878 $45.430 $507.404
(No Fort Drum) ’ ’

SECONDARY RECOMMENDATION

When ready to expandto a regional networkservice package, it is recommended thatan overseeing public
agency crafta Request for Proposals for private operation of regional routes. The Enhanced CitiBus
network establishedin theinitial phase may remainunder the purview of the City of Watertownorit may
be includedin the regional proposal. Further integrationand coordinationwith regional routes into a
single systemis recommended, though this may require a City system redesign.

Governance and Operations

Firstandforemost, the RFP mustclearly state the Scope of Work, service levels, and identify the
expectationsassociated with maintenance. Any private operator of regional service mustdemonstrate the
possessionofa facility thatcanhouse and provide required inspections, preventative maintenance,and
break-downmaintenance onbusesin a protected environment. A selected operator shouldalso have
previous experience providingbusservice onfixed routes, have experience developing scheduled
maintenance systemsandplanning, and be able to provide onroad service andtow service for break-
downs.

Financial Requirements

Average operating expenses per revenue vehicle hour for the fixed-route busservice of reviewed peers
ranged fromwasroughly $50in 2017. Thisfigure, adjusted 20%to $60 to accountforidiosyncrasiesin
staffing needs for serviceasenvisioned and scheduled, is used to estimate the costof regional service
providedby a private contractor. Annual operating costsare dependenton the scale of the chosen network
(Figure24), ranging froman additional $696,000 (MPO Bounded Network) to $1,129,000 (Phase 3
Regional Network).

Regional networks would require additional vehiclesin service simultaneously during peak o perational
periods. Again, capital costs are dependentonthescale of the network chosen. The MPO Bounded
Network would require three additional vehicles plustwo spares, costing between $314,500 and $407,500
while the unbounded regional networks would require an additional vehicle, raising the capital cost range
to between $377,400 and $489,000. Note once more that the private contractor would be responsible for
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providingan operationsfacility, alleviatingthe need to the public entity to constructa newfacility suchas
that described in Figure 12.

NTD Reporting

Any expansionto true regional service is limited by available capitaland o perating funds, whichincludes
fundingfromthe FTA, NYS, and localgovernments, suchas the City of Watertown. Asthe MPO prepares
an RFP, the scope ofworkis limited by itspotential fundingfor the current and ensuing years. For
illustrative purposes, the FTA identifies the amounts attributable to each State and estimated allocations
for operatingassistance based onthe percentage of populationattributed to the States in the UZA as
determined by the 2010 Census.’s For 2018, Watertown’sapportionmentis $1 million. Asthisamountis
limitedto operating funds, it is necessary forany funding to be matched by the State or local government.
All matches must be consistentwith Section 5307 statutory requirements. Itwill be necessaryforthe
MPO to identify and project itsfunding sources.

To receivefunding, the operator willbe required to reportonall datarequired by the National Transit
Database (NTD). The NTDis the nation’sprimary source for informationand statisticson the transit
systems of the United States. As stated by the FTA, statute requires thatrecipientsor beneficiariesof
grants fromthe Federal Transit Administration (FTA) under the Urbanized AreaFormulaProgram
(85307) or Other thanUrbanized Area (Rural) Formula Program (§5311) submitdata to the NTD. Thus,
any service provider mustbe compliantwith NTD reporting requirementsso thatthe funding is not
jeopardized. The NTD requiresinformation on fundingsources, inventories of vehicles and maintenance
facilities, safety event reports, measures of service provided and consumed, and dataontransit
employees. This information feeds publicly available agency profiles (Figure 28).

15 https://www.transit.dot.gov/funding/apportionments/table-3a-fy-2018-section-5307-operatin g-
assistance-special-rule-operator-caps
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Figure 29 CitiBus 2017 NTD Agency Profile

Watertown CitiBus

bitp:ffwww. watertown-ny.govl

245 Washington Street
Suite 206
Watertown, NY 13601-3381

2017 Annual Agency Profile

General Information

Urbanized Area (UZA) Statistics - 2010 Census

Financial Information

Sources of Operating Funds Expended

Operating Funding Sources

Capital Funding Sources

‘Watertown, NY Fare Revenues $131,183 14.5%
41 Square Miles Local Funds $470,346 52.1%
57,840 Population State Funds $285,526 NT%
455 Pop. Rank out of 498 UZAs Federal Assistance $0 0.0% 31.7% %
Other Funds $14,950 17%
Total Operating Funds Expendex $902,005 100.0%
Service Area Statistics 145%
17 Square Miles Sources of Capital Funds Expended
28,266 Population Fare Revenues $0 0.0%
Local Funds $161,860 100.0%
Service Consumption State Funds 30 0.0% T
135,006 Annual Unlinked Trips (UPT) Federal Assistance 30 0.0%
Other Funds 30 0.0% 52.1%
Service Supplied Total Capital Funds Expendec $161,860 100.0%
141,191 Annual Vehicle Revenue Miles (VRM)
12,937 Annual Vehicle Revenue Hours (VRH)
Database Information
NTDID: 20215
Reporter Type: Reduced Reporter
Modal Characteristics
Operation Characteristics
Vehicles Operated
at Maximum Service
Uses of
Directly Purchased Operating Fare Capital Annual Annual Vehicle Annual Vehicle Average Fleet Age
Mode Operated Transportation Expenses Revenues Funds Unlinked Trips Revenue Miles Revenue Hours in Years®
Demand Response - 2 $129,297 524,445 $65,066 9,295 26,890 2919 55
Bus 3 $772,708 $106,738 $96,794 125711 114,301 10,018 128
Tota 3 2 $002,005 $131,183  $161,860 35,00¢ 141,191 2,937
Performance Measures
Service Efficiency Service Effectiveness
Operating Expenses
Operating Expenses per Operating Expenses per per Unlinked Unlinked Trips per Unlinked Trips per
Mode Vehicle Revenue Mile Vehicle Revenue Hour Mode Passenger Trip Vehicle Revenue Mile  Vehicle Revenue Hour
Demand Response $4.81 34429 Demand Response $13.91 03 32
Bus $6.76 $77.13 Bus $6.15 11 125
Tota $6.39 $69.72 Tota $6.68 1.0 10.4
Operating Expense per Vehicle Revenue Mile: Unlinked Passenger Trips per Vehicle Revenue Cperating Expense per Vehicle Revenus Mile: Unlinked Passenger Trips per Viehicle Revenue
Bus Mile: Bus Demand Response Mile: Demand Response
$6.00 1.50 $6.00 .40
$5.00 [ O== —— — — — e _ o eg® | By 8
.00 1.00 $4.00 oo
:,:s 0.50 $2.00 010
. 0.00 $0.00 0.00
12 13 L] 15 16 w 12 13 12 15 16 17 12 13 14 15 16 17 12 13 14 15 16 17
Notes:

2Demand Response - Taxi (DT) and non-dedicsted flests do not report flest age data.

ADA Paratransit Services

AswithCity routes, any newregional routes mustinclude provisionof complementary ADA paratransit
services Per Federal Regulation Title 49, Subtitle A, Part 37. Servicesare defined as flexible route service
or demand response origin-to-destinationservice within 32 mile oneither side ofa fixed route. This
criteriawould require a change to the current CitiBus paratransit operating contract, oranentirely new
contract. Paratransit capital and operating expensesareeligible for funding through Federal Section5310
aswell as formulastate o peratingassistance, described earlier in this document. Asa pointof
comparison, paratransitrepresented over 14%of CitiBus total operatingexpensesin 2017. Peer agencies,
such asthe Schuylkill Transportation System, and especially the Kennebec Valley Community Action
Program, saw expensesrelated to demand response service exceed those of the fixed route transit
program. Thisis largely tied to governance and operational structure. A thorough peer review of each peer
agency, includingstatistics related to their paratransitoperations, will beincluded in the finaltransit
study.
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Eligible Funding Sources

Funding programeligibility ofa contracted regional network is dependent on the network service package
chosen. The MPO Bounded regional network is completely eligible for Formula5307 funds while the
larger more truly regional networkswould require an accountingof Formula 5311service miles. All routes
wouldbeeligible for State operatingassistance and would be able to recover some amount of operating
costs through fare collection, the structure of whichwould need to be determined dependingonthessize
and shape ofthe regional networkchosen.

Potential Operations Funding Structure

In orderto understand the possible necessary contributionby a local agencyto the operationofa
contracted regional service, a financial assessment of likely future funding sources and levels was
performed.

Asdiscussed under Financial Requirements, $60 is used to estimate the hourly costof regional service
providedby a private contractor based onpeer data aswell ascertain assumptions regarding scheduling
and staffing.

Again,theratio ofbus fare collected to riders on the current CitiBus system is used to estimate likely
farebox recovery. At approximately $0.85/rider, fare revenue rangesfromalmost $58,000for the MPO
Bounded Network to justover $102,000for the full regional system buildout. Again, because peer
agencies wereonly ableto recoup between 17%and 31% offixed-route bus o perating costs through federal
sources in 2017, predicted 5307 and 5311 contributionsare limited to just over 25% of o perating c osts.

Based onpredicted ridership, calculated revenue v ehicle miles,and the current State Operating
Assistance service payment rates, STOA paymentswould exceed necessary local funding, which violates
the 100%local matchpolicy. Assuch, STOA paymentsare adjusted down while the local contributionis
adjusted upwardto equalize those sourcesand ensure all conditionsare met to receive the state assistance
pay ments.

Required annual operational contributionsto regional transitoperations by a localagency range from
$117,000to $257,000 dependent on the level ofservice of the network chosen. Note again that STOA
receiptsare limited by the local match requirement, but that end-of-year STOA Clean-Up Funds described
earlierare likely to further reduce direct local funding payments.

Figure 30 Anticipated Local Contributions Needed for Contracted Regional Service (Excl.

CitiBus)
Regional Formula State Local
Operating Fare Federal Operating Funding
Costs Revenue Assistance Assistance (Match)

MPO
Bounded $390,000 $57,843 $98,031 $117,063 $117,063
Releiz] $531,000 $67,846 | $133,473 $164,840 $164,840
Phase 1
Regional
Phase 2 $694,860 $88,766 $174,662 $215,716 $215,716
Eﬁg's‘;”;' $823170 | $102,082 | $206,914 $257,087 $257,087
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The figuresabove only quantify the needs for regional network routes operated under contract and
assume that CitiBuscontinues separate operation. Should the entirety of City and regional operationsbe

includedin proposed contract operations, the following projectionsapply.

Figure 31 Anticipated Local Contributions Needed for Contracted Regional Service (Incl.
CitiBus)
OAgpaut?rlm Fare Federal Formula State Local
P 9 Revenue | Assistance Assistance Funding
Cost

Enhanced

EBws, e Fert $838,830 $125,926 $209,708 $154,878 $348,319
Enhanced

CitiBus, with $1,099,740 $147,740 $274,935 $225,764 $451,300
Fort

MPO Bounded $1,228,830 $183,769 $307,208 $271,941 $465,913
Regional Phase 1 $1,369,830 $193,772 $342,458 $319,718 $513,883
Regional Phase 2| $1,533,690 $214,692 $383,423 $370,594 $564,982
Regional Phase 3| $1,662,000 $228,008 $415,500 $411,965 $606,527
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NEXT STEPS

A seriesof public engagementevents will be held in Watertown, at Fort Drum, and at Jefferson
Community College to receive commentsand concerns regardingtheinitialand secondary
recommendations.

This feedback, as well asresultsofa similar previous visitanda pair of public surveyswill be incorporated
into thefinal transitstudy report.
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