
Pursuant to A.R.S. § 38-431.02, notice is hereby given to the members of the Mayor and Council Transit 
Task Force and to the general public that the Mayor and Council Transit Task Force will hold the 

following meeting which will be open to the public. 
 

  

Mayor and Council Transit Task Force 
AGENDA 

Monday, September 10, 2018 at 3:00 p.m. 
Location:  201 N. Stone, 4th Floor 

Tucson, AZ 85701 
    
               SUGGESTED 
TOPICS       TIME ALLOTTED 
 
 

1. Call to Order  
          

2. Introductions / Roll Call              2 Minutes 
 

3. Approval of August 13, 2018 Minutes                       3 Minutes 
 

4. Call to the Audience              5 Minutes 
 

5. Election of Vice Chairperson            5 Minutes  
 

6. Update on Transit/Announcements/Chair’s Report            10 Minutes 
 

7. Security Analysis Review              30 Minutes  
 

8. Proposed Changes to Route 15 – Update          15 Minutes  
 

9. Proposed Changes to Route 10/17           15 Minutes 
 

10. Frequent Transit Network Policy           15 Minutes 
 

11. 5-year Strategic Transit Plan Update           5 Minutes 
 

12. Call to the Audience               5 Minutes 
 

13. Next meeting Date               3 Minutes 
• Monday, October 1, 2018 

 
14. Future Meeting Agenda Items              2 Minutes 

 
15. Adjourn    

 
 
 
 

Action may be taken on any item. 
(Material, if available, can be provided by contacting Karen Rahn at 520-837-6584) 



Pursuant to A.R.S. § 38-431.02, notice is hereby given to the members of the Mayor and Council Transit 
Task Force and to the general public that the Mayor and Council Transit Task Force will hold the 

following meeting which will be open to the public. 
 
 

Mayor and Council Transit Task Force 
MINUTES 

Monday, August 13, 2018, 3:00 p.m. 
Location: 201 N. Stone, 4th Floor 

Tucson, AZ 85701 
          

 
1. Call To Order 

Meeting was called to order at 3:05 p.m. with seven (7) of the eleven (11) members 
present which established a quorum.  

 
2. Introductions / Roll Call 

  
 Members Present: Suzanne Schafer, Chair (Ward 3) 
                                             Robin Steinberg, Vice Chair (city manager) 
                                             Margot Garcia, (Ward 6 
     
 Brian Flagg (Ward 2) 
    Eric Hahn (Ward 5) 
               Lisa Shipek, (Mayor) 
    Dale R. Calvert (City Manager) 
    Gene Caywood (Advisory Member) 
    James McGinnis, (RTA Advisory Member)  
           
 Members Absent: David Heineking (City Manager)   
    Robert Medler (Ward 4) 
    Vacant (CTAC or City Manager)     
    Vacant (Ward 1) 

          
 Staff Present:  Sam Credio, Transit Administrator 
    John Zukas, Transit Services Coordinator 

Steve Spade, Interim General Manager of Sun  
Tran/Sun Van 

    John Wilson, Assistant General Manager of  
    Sun Tran/Sun Van    

     Pat Richter, Director of Marketing and Communication 
     Bob McGee, Sun Tran Scheduling Mnager 
     Davita Mueller, Sun Tran Planning Analyst 
     Sabrina Herrera, Sun Van Operations Manager  
     Daniel Nascarella, Sun Link Supervisor 
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3. Approval of July 23, 2018 Minutes 
It was suggested that the Minutes be changed to include the correct spelling of Jarrett 
Walker’s name. Robert Medler moved to approve the Minutes as amended.  The motion 
was seconded and approved unanimously. 
 

4. Call to the Audience 
Allen Benz – Mr. Benz stated that he was glad to see that there are staff and 
supervisors available for riders at both the Rondstadt Center and at the booth. He also 
mentioned that the Sun Shuttle information was excluded from the English speaking 
portion of the transit guide, but was present in the Spanish portion of the guide.  
 
Misty Ingraham- Ms. Ingraham commented that the No Smoking area at the Laos 
Center is in an unsafe location.  

 
5. Update on Transit/Announcements/Chair’s Report 

Sam Credio reported the $25 for $20 fares have been approved by the Mayor and 
Council.  
 
The Transit Management RFP is going to the interview phase and a selection would be 
made by October 1st. The current contract is valid through December 2018.  
 
The Otter software pilot project for minutes for committee meetings was discussed and 
commented on. 
  
There will be Transportation Director recruitment interviews Tuesday and Wednesday 
at the TCC. Wednesday 10:40 a.m. will be the stakeholders meeting as requested. 
Discussion ensued about the time being difficult for those who are at work at that time. 
Attendance was encouraged by Margot Garcia. RSVPs for that meeting are being taken 
by Rebecca Waid. 
 
Robin suggested that an open forum at a better time would be a good idea for the future  
major hiring decisions that impacts the group.  
 
PAG is hosting the Transit Working Group meeting tomorrow at 11 am. Long Range 
Transit Planning is on the agenda, and they intend to begin to specify enhancements 
and improvements. It was suggested Long Range Transit Planning be added to the TTF 
meeting agenda in upcoming months. 
 
Steve Spade said there are public meetings are being held to discuss the proposed 
changes to Route 15: Quincy Douglas Library, September 6, 2018, 10:30 a.m. -11:30 
a.m.  Follow up and updates will be ready for September meeting.  
 
Steve Spade also indicated that changes in service are effective today and new guides 
for Sun Link, Sun Tran, and Sun Express were distributed. Early feedback has been 
mixed but overall no issues. Sun Tran is still working on a non-rider survey. Sun Tran 
will be testing an articulated bus on Route 18 for possible broader use. These vehicles 
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have about 1.75 times the capacity of a 40 ft. bus at 60 ft long. Robin Steinberg 
mentioned concerns about frequency vs capacity. Discussion ensued.  
 
There is a Transit Connection Focus Group meeting this week and Robin has asked for 
anyone attending to bring information to share at TTF next meeting. Margot mentioned 
there is a need for conversations across groups with common interests such as the PAG 
group and the focus group mentioned above. 
 
 

6. No Smoking Policy Update 
Policy has been in place for 2 weeks. Supervisory staff at transit centers has increased 
and security staff has been briefed to ensure a smooth transition. The Laos and 
Rondstadt Centers need to have those protocols revisited for safety needs. Shelters will 
be installed at a later date. Discussion ensued about posting no smoking signs at bus 
stops. 
 

7. Sun Tran/Sun Van Monthly Operations Report 
Monthly Operations Reports regarding ridership and revenues will be available on the 
website. Sun Tran, Sun Link, and Sun Van will be combined for ease of use, as each 
report currently displays measures in different formats. Sam Credio suggested that for 
best cumulative data, to review the June reports, as the reports are cumulative for the 
fiscal year. Discussion was held regarding simplifying labels for fiscal year to ease 
confusion (e.g., FY 17-18, for July 1, 2017-June 30, 2018 rather than just FY17 or FY 
18). 
 
The audience asked for a definition of ridership per the reports. Steve Spade explained 
that for the purposes of reporting, ridership was defined as the number of rides 
generated, not the number of riders. He also said it was possible to review routes 
quarterly to evaluate resource allocation. 
 
Davita Mueller explained in response to audience discussion about route reviews that 
origination and destination surveys are done every three years.  
 
Sabrina Herrera with Sun Van mentioned that there are no show and cancellation 
issues that are financially troubling. Discussion about potential remedies to this 
ensued.  
 
Misty Ingraham asked about the number of shuttle passengers who transfer to Sun 
Tran. 
 

8. Call to the Audience 
 
Allen Benz asked why there was no information regarding Sun Shuttle in the Monthly 
Operations Report. He also requested a link to the PAG/RTA page for this information.  
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Misty Ingraham asked about the number of shuttle passengers who transfer to Sun 
Tran. 
 

9. Next Meeting Date 
Monday September 10, 2018 
 

10. Future Meeting Agenda Items 
 

 Complete Streets Initiative Updates 
 Flixbus Presentation 
 Frequent Transit Network Policy discussion 
 Safety and Security Analysis 
 Routes 15, 10 and 17 changes 

 
11. Adjourn 

The meeting adjourned at 5:00 p.m. 
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September 10, 2018 
 

Item 4:       Call to the Audience 
 
Issue – This is a standing agenda item to all members of the audience to make comment to committee 
members regarding transit. 
 
Staff Recommendation – None.  This is an information item. 
 
Background – The memo accompanying this agenda item is intended to provide follow up information 
to the Transit Task Force regarding the public inquiries, during the call to the audience agenda items, 
from the previous meeting. 
 
Present Consideration – None 
 
 
Financial Considerations – None 
 
Attachments – None 
 
 
 

 TRANSIT TASK FORCE MEMORANDUM 
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Item 5: Election of Vice Chairpeson 
 
Issue – This agenda item is for Transit Task Force members to elect a Vice Chairperson. 
 
Staff Recommendation – None. This is a member election item. 
 
Background – The Task Force shall elect from its membership a Vice Chairperson. 
 

Vice Chairperson- Responsible for presiding over and conducting any meeting at which the 
Chairperson is not present.  If both the Chairperson and Vice Chairperson are absent, the 
members shall appoint a Chairperson to conduct the meeting. 

 
Present Consideration – Election of a Vice Chairperson. 
 
Financial Considerations – None. 
 
Attachments – None. 

 TRANSIT TASK FORCE MEMORANDUM 
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Item 6: Update on Transit/ Announcements/ Chair’s Report      
 
Issue – This is a standing agenda item to inform committee members of relevant transit 
information within the City of Tucson and around the region. 
 
Staff Recommendation – None. This is an information item. 
 
Background – There are several city departments, interest groups, and committees that are 
discussing various aspects of public transportation.  Committee members as well as staff will have 
the opportunity to share information with the group and give updates on relevant projects.  
 
Present Consideration – A list of projects, committees and stakeholders is provided below for a 
possible update to task force members. 
 
City of Tucson Updates: 
New TDOT Director – Diana Alarcon  
TTF Roster Changes 
Mayor & Council Stuy Session Item – October 9, 2018 
 
Sun Tran, Sun Link and Sun Van Updates: 
No Smoking (Sun Tran) 
Non-Rider Survey (Sun Tran) 
 
Regional Updates: 
Long Range Regional Transit Plan (PAG) 
 
Committees Updates: 
Transit Working Group (RTA) 
 
Stakeholder Group Updates: 

o Broadway Coalition 
o Bus Riders Union 
o Bus Friends Forever 
o Friends of the Streetcar 
o Living Streets Alliance 
o Old Pueblo Trolley 
o Southern Arizona Transit Advocates 

o Boards, Committees, and 
Commissions Stakeholders 

o Transit Connections Focus Group 
o PAG/RTA Citizens Advisory 

Committee 
 

 
Financial Considerations – None 

Attachments –  None 

 TRANSIT TASK FORCE MEMORANDUM 
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Item 7:  Security Analysis Review  
 
Issue – The Transit Task Force requested an agenda item to discuss Safety and Security on buses 
and at the transit centers and bus stops. Staff has prepared a brief presentation on a security analysis 
being conducted.   
 
Staff Recommendation – None. This is an information item. 
 
Background – Sun Tran staff is conducting an analysis of security issues experienced in bus 
operations with the goal to recommend actions that will improve the rider experience and safety for 
passengers and transit employees. 
 
Present Consideration – Sun Tran is responsible to provide safe, reliable and attractive public 
transportation for residents of the Tucson area.  One of Sun Tran’s primary goals is to increase 
ridership.  This effort requires Sun Tran to retain current riders and attract new ones.  System 
security is a key element to both retaining riders and attracting new customers. Sun Tran has 
undertaken an analysis focused on transit system security as it relates to interactions of transit 
personnel with the public in three areas. 

1. At transit centers 
2. At bus stops 
3. On the buses 

This analysis is intended to identify and quantify key issues related to each one of these areas and 
suggest additional activities to improve transit system security.  Sun Tran will present a status of the 
study as well as anticipated next steps.  

Financial Considerations – None at this time 
 
Attachments – None 
 

 TRANSIT TASK FORCE MEMORANDUM 
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Item 8:  Proposed Changes to Route 15 – Update  
 
Issue – Sun Tran is considering Minor Service changes to Route 15 and is requesting TTF input on 
the proposed changes. During this agenda item Staff will provide an update on public input 
regarding the service changes.  
 
Staff Recommendation – It is recommended these service changes be endorsed by the TTF for 
implementation in February 2019. 
 
Background – In Summer 2019, GEICO will be relocating its Tucson corporate office, along with 
2,100 employees, to The Bridges commercial development located at 36th and Kino Parkway. This 
commercial development includes other major employers such as Costco and Walmart. Currently, 
the only bus service provided to the development is Route 25, Park Avenue which only services one 
bus stop near the shopping center. The southern terminus of Route 15 is located in the 
neighborhood near Eastland and Country Club. The proposed service changes present an 
opportunity to attract new riders to the system and increase ridership on an underpeforming route.  
 
Present Consideration – Sun Tran is proposing changes to Route 15 to provide direct bus service to 
this major retail development. Before any further work is done on these service changes, Sun Tran 
staff is seeking input from the Transit Task Force. The proposal includes splitting the route at 
Eastland and Kino Parkway to provide service to both the neighborhood and the commercial 
development. It should be noted Route 15 is part of the Frequent Transit Network (FTN).  
Financial Considerations – The proposed service changes will save approximately $39,000 per year.   
 
Attachments –  

A. Proposed Service Changes Summary and Map 
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Performance Analysis Measurements, Fiscal Year 2017 
 

 Route 15 is less than 80% of the System performance measures average. 

 Route 15 – 15.8 pass/hour – (1207 average daily boardings) 

 Eastland area has 2.6 passengers per hour (123 average daily boardings) 

 20% of northbound trips occur in the Eastland area  
   

 

Anticipated Performance Goals 
 

 Estimated savings of $ 39,000 

 Will improve passengers per revenue hour and maintain ridership 

 Route 15 – 17 pass/hour after one year 

 Project  3% growth in trips after one year  (1370 daily boardings) 

 Will provide transit access to new business development, responding to community growth 
 

 

 

Project Description 
Recommended Change:  Realign Route 15 to serve the Bridges/Marketplace Area. 
 
Realign route to serve The Bridges/Marketplace development area.  Currently the ridership on Route 15 south of 
Broadway is concentrated north of Eastland. This recommendation would split the 15 route at Kino and Winsett 
providing 30‐minute service to the Eastland neighborhood and introduce 30‐minute service to the Bridges.  Route 
segments north of Eastland would continue to have 15 minute service.  This recommendation maintains and increases 
opportunities for transit access to employment, education by serving the Bridges and new development including Geico.  
This recommendation adjusts service levels on a segment that has low ridership and concerns about operating a bus at 
this frequency in a residential neighborhood. 
  

Additional Notes:   
  

 No expected loss of ridership in the Eastland area because there will be sufficient service to maintain ridership. 

 TUSD owns land in the new area to be served that is expected to be a new school at some time in the future. 

 No public process needed to implement.   This is an FTN route.  Part of the route is being realigned but trips are 
reduced by 50% in a low ridership area. 
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September 10, 2018 
 

Item 9:  Proposed Changes to Routes 10/17  
 
Issue – Sun Tran is considering Minor Service changes to Routes 10 and 17. During this agenda 
item, Staff will provide an overview for the proposed changes for TTF Input.  
 
Staff Recommendation – It is recommended these service changes be endorsed by the TTF for 
implementation in February 2019. 
 
Background – Sun Tran Staff was asked to review all routes for proposed improvement, 
efficiencies, and opportunities to increase ridership.   
 
Present Consideration – Sun Tran is proposing changes to Route 10, Flowing Wells, and Route 17, 
Country Club/29th St.  The proposed changes provide an opportunity to better assist the public in 
accessing the main Sun Tran Administration Offices for employment, fare assistance, including 
pass purchase and fare dispute resolutions, and customer service.  The proposed change also allows 
greater access for current employees to travel between Downtown Ronstadt Transit Center (RTC) 
and Sun Tran Administration and Operations Departments.  No stops would be eliminated, as the 
routes would turn at the mutually served intersection.   
 
Financial Considerations – Under the current configuration annual costs could increase by up to 
$37,000 for the Routes 10 and 17, maintaining current interlining of routes.  Costs could be 
mitigated as the final schedules are assembled. 
 
Attachments –  

A. Proposed Service Changes Summary and Map 
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Performance	Analysis	Measurements,	Fiscal	Year	2018	
 

 FY 2018 Performance Measurements  
o Route 10 ‐ passenger per mile ‐ 1.76   
o Route 10 ‐ passengers per hour  ‐ 21.3  
o Route 17 ‐ passengers per mile  ‐ 1.44  
o Route 17 ‐ passengers per hour  ‐ 19.3  

 .   

 Average weekday ridership – 
o Route 10 – 1,083 average daily 
o Route 17 – 2,439 average daily rides 

 

 

Anticipated	Performance	Goals	
 

 Projected  performance improvement  for passengers per mile and hour 
o Route 10 ‐  2.5% improvement ‐ passenger per mile to 1.80 with 22 (21.8) passengers per hour 
o Route 17 ‐  no change   

 Ridership 
o Route 10 – 2% growth 
o Route 17 – no change 

 

 

   

Project	Description	
Recommended 	Change: 		Modify 	transit	service	in 	northwest 	Tucson	on	Routes	17	and 	10 	to	
provide	direct	routes 	from 	Downtown	to	Sun 	Tran	Administrative	offices. 			
 
Currently Route 17 serves Sun Tran Administrative offices but does not travel downtown.  Sun Tran recommends that 
Route 10 be modified to provide direct access from Sun Tran Administrative offices to Downtown.   The change would 
provide direct access for the public and employees to travel from Ronstadt Transit Center and connecting routes to Sun 
Tran.   
 
Routes 17 and 10 intersect at Prince and Flowing Wells Roads.  By switching each of the routes’ termini north of the 
intersection, the change can be accomplished with no elimination of service or stops.  Thus the north end of route 17 
becomes route 10 travelling to downtown.  Route 17 would then terminate at Tohono T’adai Transit Center providing 
transfer opportunities to riders on Route 17.  (see map) 
 
No Title VI Service Equity Analysis required; however, the route has a significant change with the end of line destination 
and public input/outreach is recommended prior to change being implemented.   
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Additional	Notes:			
 

 Improves transit connections to Sun Tran Administrative Offices for the Public and Employees. 

 Increased opportunities for Davis/Curtis area in Unincorporated Pima County to access crosstown routes 
sooner, and connection to Ronstadt Transit Center for routes traveling to employment centers southwest. 

 No change in bus stops, no change in route coverage. 

 Annual costs would increase by no more than $ 37,000.  Final schedules could be more cost effective. 

 These routes are not part of the Frequent Transit Network; frequency would be maintained at 30 minutes 
weekdays and 60 minutes weekends. 
 

Routes currently cross at Prince and 

Flowing Wells Roads.   

 

Routes will continue to have transfer 

connections at Prince and Flowing 

Wells Roads.   

 

End of line would change for both 

routes, connecting Unincorporated 

Pima County on the northwest to 

downtown and Ronstadt Transit 

Center.  Route 17, would be 

connected to the Tohono T’adai 

Transit Center, connecting southeast 

Tucson and Country Club area with 

one of three transit centers.   
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Item 10:  Frequent Transit Network Policy 
 
Issue – The Transit Task Force Chair has requested an agenda item to review and discuss the 
Frequent Transit Network Policy.  
 
Staff Recommendation – None. This is an information item. 
 
Background – The Pima Association of Governments (PAG) approved the contract with Jarett 
Walker and Associated (JWA) on 12/11/14, and completed a regional transit visioning exercise 
titles ‘Framing the Questions’ on 4/23/15.  This was intended to provide the framework for the 
development of a transit vision to be included in their 2045 Regional Mobility and Accessibility 
Plan (RMAP).   

The ‘Transit Choices Workshop Report’ was conducted with the goal of collecting input from a 
variety of stakeholders and members of the public, and completed on 6/11/15.  Participants took 
part in three primary activities that included - answering transit specific questions using silent 
polling devices, playing a transit planning game with a fictional city to learn basic concepts of 
transit planning, and lastly performing the same transit planning activity using the City of Tucson.  
The primary outcomes of the session were a prioritized list of future frequent network 
improvements, a set of potential study corridors for future High Capacity Transit investment and 
several study areas for future coverage expansion. 
 
Staff, with the help of the Transit Task Force, developed a Frequent Transit Network (FTN) Policy. 
The purpose of the FTN policy is to support the long-term goal of developing and maintaining a 
frequent service grid as a basis for providing high quality transit services for the City of Tucson. 
The policy also provides criteria for which routes should be considered for inclusion in the FTN. 
Routes included in the FTN are those that operate with a frequency of 15 minutes or less during the 
hours of 6 a.m. to 6 p.m. This policy was adopted by Mayor and Council on 4/19/17. A copy of the 
policy is attached.  
 
Present Consideration – This agenda items is an opportunity for Task Force members to review and 
discuss the Frequent Transit Network Policy. 
 
Financial Considerations – None at this time.  
 
Attachments –  

A. Frequent Transit Network Policy 

 

 TRANSIT TASK FORCE MEMORANDUM 
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c. Routes not meeting expectations will be considered “under review” and will 
be given three years to meet expectations. 

1. After three years of not meeting expectations, routes will either be 
augmented to improve the route or extended one more year. 

2. If still failing to meet FTN expectations after four years, the route may 
be reduced in frequency to reflect demand. 

d.Routes not currently in the FTN can transition to the FTN after the annual 
review if they meet the required criteria. 

 
C. Public Outreach for the FTN. 

1. The current FTN will be marketed to the public as the routes that meet or exceed 
the following service objectives: 

a. Frequency: Interval of 15 minutes or less between buses. 
b.Hours of Service: 6:00 a.m. to 6:00 p.m. Monday through Friday. 

 
Note: Routes in the FTN may operate at varying frequencies outside the 

6 am to 6 pm hours of service and on weekends. 
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Appendix A: Criteria for Expanding Frequency and Span   
 

The objective of the FTN is to create a cost-effective, high-ridership fixed-route transit network 
by improving frequency and span of service.  Analysis of the current FTN (Appendix B) reveals 
how FTN routes can be viewed in three different tiers, based on the following features, and how 
incremental improvements can be made: 

1. Weekday daytime service: Features 1 & 2. 

2. Weekday evening service; Feature 3 & 4. 

3. Saturday daytime service: Features 5, 6 & 7. 

4. Saturday evening service: Features 8, 9 & 10. 

5. Sunday daytime service: Features 11, 12 & 13. 

6. Sunday evening service: Features 14, 15 & 16. 

 

In the interest of developing the overall utility of the routes in the FTN and thus of the whole 
transit network, evening and weekend service is emphasized alongside Monday through Friday 
daytime frequency in defining the tiers of frequent service.   

This approach leaves room to upgrade a route within the FTN by improving its evening or 
weekend frequency or span, as well as to expand the FTN, either by upgrading existing routes to 
FTN status or by extending the FTN service level area covered by existing FTN routes.   
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Appendix C: FTN Tier Levels and Features Explained 
 

1. Tier One FTN route offers the following service level: 
a. Weekday frequency of 15 min or better from at least 6:00 am to 6:00 pm; 30 

min or better from 5:00 am. 
b. Weekday evening frequency of 30 min or better until midnight (i.e., two 

scheduled bus runs in the 11:00 pm hour). 
c. Saturday frequency of 15 min or better from at least 8:00 am to 5:00 pm (i.e., 

four scheduled bus runs in the 4:00 pm hour); 30 min or better from at least 
6:00 am to 8:00 pm. 

d. Sunday frequency of 20 min or better from at least 8:00 am to 5:00 pm (i.e., 
three scheduled bus runs in the 6:00 pm hour); 30 min or better from at least 
6:00 am to 8:00 pm.  

 
Currently the criteria for Tier One are met or exceeded by Routes 8 (Broadway), 16 
(Oracle/Ina), 18 (S. 6th Avenue), and 700 (Sun Link Streetcar).   
 

2. Tier Two FTN route offers the following service level: 
a. Weekday frequency of 15 min or better from at least 6:00 am to 6:00 pm 
b. Weekday evening frequency of 30 min or better until at least 7:00 pm. 

Saturday frequency of 30 min or better from at least 6:00 am to 8:00 pm.  
c. Sunday frequency of 30 min or better from at least 7:00 am to 8:00 pm. 

 
Currently the criteria for Tier Two are met or exceeded by Routes 4 (Speedway), 11 
(Alvernon), and 12 (10th/12th Avenue) in addition to the Tier One routes.   
 

3. Tier Three FTN route offers the following service level, which is the minimum service 
level for inclusion in the Frequent Transit Network: 

a. Weekday frequency of 15 min or better from at least 6:00 am to 6:00 pm; 30 
min or better until at least 7:00 pm.   

b. Weekday evening frequency of 30 min or better until at least 7:00 pm. 
c. Saturday frequency of 60 min or better from at least 7:00 am to 8:00 pm. 
d. Sunday frequency of 60 min or better from at least 7:00 am to 8:00 pm. 

 
Currently the criteria for Tier Three are met or exceeded by Routes 6 (Euclid/N. 1st 
Avenue), 7 (22nd Street), 9 (Grant), 15 (Campbell), and 34 (/Craycroft/ Ft. Lowell) in 
addition to the Tier One and Tier Two routes.
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Appendix E: Performance Indicators and Grades Defined 
 

Performance Indicators: 
 
1. Passengers per Mile 
2. Passengers per Hour 
3. Fare Box Recovery 
 
 Grades Defined: 

A = At or above the FTN average.  (Above Performance) 
M = 75% of the FTN average up to the average.  (Meets Performance) 
U = Below 75% of the FTN average.  (Under Performance) 

 
4. Cost per Passenger 
5. Subsidy per Passenger 
 
 Grades Defined: 

A = At or below the FTN average.  (Above Performance) 
M = From 133% of the FTN average down to the average.  (Meets Performance) 
U = Above 133% of the FTN average.  (Under Performance) 
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September 10, 2018 
 
Item 11: Five Year Strategic Transit Plan: Subcommittee Update 
 
Issue – Staff will update the Transit Task Force (TTF) on the Five Year Strategic Transit Plan. 
 
Staff Recommendation – None.  This is an information item. 

Background – Staff was tasked with developing a Five Year Strategic Transit Plan.  The plan 
was developed to provide a roadmap for Mayor and Council, while City Staff were provided the 
means to evaluate the performance of the transit system, determine the direction the community 
wants to move in the future, and outline a process to achieve set objectives.  

The Five Year Strategic Transit Plan was drafted by Sun Tran/Sun Van staff and presented, 
reviewed and revised by the TTF.  It was presented to the City Council in November of 2012.  
Council suggestions were included in the revised plan, released January 28, 2013.  

February 6, 2017 
Sun Tran presented a review of the Five Year Strategic Transit Plan.  It was decided that a few 
TTF members would meet with staff before the next TTF meeting and discuss the process and 
timeline for updating the strategic plan.   
 
February 28, 2017 
The TTF Chair and staff met to create an outline on how to proceed with updating the strategic 
plan. 
 
March 6, 2017 
Planning for the first steps of the SWOT (strengths, weakness, opportunities and threats) analysis 
took place.  The Task Force also discussed future plans on when to set the goals and objectives 
of the strategic plan. 
 
April 3, 2017 
Suggestions were taken from TTF, staff, and members of the public for each of the four SWOT 
categories.  After this information was compiled each participant selected the top suggestions in 
each SWOT category.  The final selections were tallied and ranked against each other. 
 
June 5, 2017 
The TTF, staff, and members of the public participated in an exercise to analyze the present 
Goals and Objectives contained in the Strategic Plan.  Each goal was examined and voted on to 
keep the goal, modify the goal, or eliminate it altogether. 
 
June 23, 2017 
The TTF Chair and staff met to create an outline on how to proceed with the Mission and Vision. 
 

 TRANSIT TASK FORCE MEMORANDUM 
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July 10, 2017 
A vision statement exercise was conducted with task force members, staff, and audience 
members.  Each person provided a vision statement for the City of Tucson transit system. 
 
August 7, 2017 
Wrap-up the vision statement and review submitted mission statements. 
 
August 25, 2017 
Subcommittee Meeting #1: Members drafted a vision statement, and decided on key words to 
help frame the mission statement. 
 
September 1, 2017 
Subcommittee Meeting #2: Members drafted mission statements, and began to discuss goals. 
 
September 15, 2017 
Subcommittee Meeting #3: Members updated the draft vision and mission statements, and 
continued to discuss goals. 
 
October 6, 2017 
Subcommittee Meeting #4: Members continued to discuss goals. 
 
October 9, 2017 
Review subcommittee draft vision, mission, and goals. 
 
October 18, 2017 
Subcommittee Meeting #5: Members continued to discuss goals. 
 
November 13, 2017 
Review goals matrix. 
 
November 15, 2017 
Subcommittee Meeting #6: Members continued to discuss goals. 
 
December 4, 2017 
Review updated Mission language and Goals matrix. 
 
January 25, 2018 
Finalized Vision and Mission. Finalized Goals and Objectives Matrix. Staff will complete 
S.M.A.R.T. Section of Matrix. Staff has begun updating the body for the plan.  
 
February 14, 2018 
Staff completed S.M.A.R.T. objectives for Goals 1 and 2. The subcommittee provided input on 
the completed material. Staff will continue to complete the S.M.A.R.T. objectives for  Goals 3-5 
and continue working on the draft Strategic Plan.  
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April 30,  2018 
Staff completed S.M.A.R.T. objectives for all Goals and Objectives. The subcommittee provided 
input on the completed material and revisions were made. Staff will continue working on the 
draft Strategic Plan.  
 
May 29, 2018 
Subcommittee members reviewed the final version of the Goal and Objectives Matrix as 
depicted in Attachment 1.  Staff also presented a draft version of the 5-year Strategic Plan. 
Attachment 2 illustrates the updated table of contents for the document. Staff will present a draft 
5-Year Strategic Plan, depicting the inclusion of the goals and objectives matrix, to the 
subcommittee in July 2018.  
 
August 29, 2018 
Subcommittee members reviewed the first draft of the strategic plan. A copy of the draft plan is 
included in the attachment.  
 
 
Present Consideration – Discussion on the next steps the TTF would like to take regarding 
strategic plan.  
  
Financial Considerations – None 
 
 
 

Attachments –  Draft Strategic Plan 
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Plan	FISCAL	YEARS	2019	–		2023	

[A	 Guide	 for	 Enhancing	 Service,	 Increasing	 Efficiency,	 and	 Achieving	
Sustainability]	

Transit Task Force 
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Executive	Summary	
 
Along with other City of Tucson core services (i.e. Police, Fire, Parks & Recreation, and Streets 
and Traffic Maintenance), the City of Tucson’s Transit Systems, Sun Tran, Sun Van, and Sun Link, 
serve an integral part in how the City of Tucson looks and functions today, and where it will be 
positioned and perform in the future.  
 
In  2008,  Resolution  21023,  the  City’s Mayor  and  Council  approved  the  initiation  of  a  Transit 
Task  Force  (TTF)  whose  function  is  to  “.  .  .  to  evaluate  the  City's Mass  Transit  Fund  and  to 
recommend a fare structure..”    In April 2009, the Mayor and Council “requested that the Task 
Force provide a long‐term strategic plan for fare increases”, Resolution 21298.  Both Resolution 
21741  (May  2011)  and  Resolution  22052  (May  2013)  requested  “time  for  the  Task  Force  to 
continue  with  developing  and  overseeing  the  5‐Year  Strategic  Transit  Plan.”    While 
acknowledging that the City’s transit system serves much of the Tucson Metropolitan Area, the 
vast majority  of  riders  are  City  of  Tucson  residents,  and  the  transit  system’s  operations  are 
funded primarily with City of Tucson funds.   The vision of the Transit Task Force that  informs 
this strategic plan is “A highly used public transit system, vital to the community as the core of 
an integrated regional transportation network”.  
 
The  Transit  Task  Force  aspires  to  work  together  with  community  leaders,  City  Staff,  and 
transportation advocates  to champion a comfortable, convenient, safe, reliable, efficient, and 
economically sustainable transit system within the Tucson Metropolitan Area.  Partnering with 
transit  planning  staff  and  the  public  by  providing  guidance  and  direction  to  the  Tucson 
Metropolitan Area regarding the development of  innovative transportation solutions.   As part 
of this process, the Transit Task Force will utilize resources of  the contracted Sun Tran/Sun Link 
Management  Company,  Sun  Tran/Sun  Link  Staff,  industry  partners,  as  well  as  the  FTA  to 
maintain  full  knowledge  of  current  trends,  and  best  practices  to  overcome  obstacles  and 
challenges in meeting their mission.    
 
To assist in the achievement of the vision and goal of the Transit Task Force, this Strategic Plan 
has been developed to provide a roadmap for Mayor and Council as well as City staff.  This plan 
will provide the means to evaluate the performance of the system, determine the direction the 
community wants to move in the future and outline a process to achieve set objectives and to 
maintain a transit system that is productive, cost efficient and effective.   
 
The  mission  and  goals  of  the  Five‐Year  Strategic  Transit  Plan  incorporates  the  Mayor  and 
Council’s  intent  for  the Transit  Task  force  to,  “evaluate and monitor  the  city  transit  system’s 
finances, expenditures,  ridership data and assumptions, and sources of  funding”.   The City of 
Tucson will ensure these five mission statements are pursued from 2019 through 2023.   
 

1. Develop  a  comfortable  attractive,  and  convenient  transit  network  that  serves  all 

customers, maintaining current and adding new ridership 

2. Build, operate, and maintain a safe and efficient transit system that  incorporates best 

practices and technologies. 
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3. Create  innovative  public  and  private  partnerships  to  promote  and  support  a  robust 

transit system. 

4. Have an affordable, environmentally, and economically sustainable transit system that 

provides reliable transportation choices 

5. Promote an understanding of the value of transit to the economic vitality of the region.   

As a working document, the Five‐Year Strategic Transit Plan will be reviewed on an annual basis 
and modified as the environment and/or conditions evolve.  In addition, the Five‐Year Strategic 
Transit  Plan  may  be  used  to  prioritize  transit  projects  and  provide  input  pursuant  to  Pima 
Association of Government’s long range Regional Mobility and Accessibiltiy Plan (RMAP), Short 
Range Transit Program (SRTP), and Transportation Improvement Program (TIP).  
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Community	Profile	
 
Tucson Metropolitan Area 
 
The 2010 Census listed a population of 520,116 for the City of Tucson, making it the 33rd largest 
city in the nation.  Since its incorporation in 1877, Tucson has grown from two square miles to 
over 227 square miles in area and to a metropolitan area of over 400 square miles.  
 
The  2012‐2016  American  Community  Survey  (ACS)  5‐Year  Estimates  for  the  City  of  Tucson 
projects  a  population  of  527,586 with  a median 
age for residents as 38.1 years.  The ethnicity and 
race  breakdown  in  the  City  of  Tucson  is 
Hispanic/Latino, of any race, 42.6%; Not Hispanic, 
White alone, 45.5%; Black alone, 4.6%; American 
Indian alone 1.8%; or Asian alone 2.9%.   
 
As the primary transportation alternatives to the 
motor  vehicle,  the  public  transit  system  plays  a 
vital  role  in  the  reduction  of  air  pollution  in  the 
Tucson metropolitan area.    Information obtained 
by  Pima  Association  of  Governments  illustrates 
that  riding  transit  can  positively  affect  air 
pollution  levels  in  our  area.    In  Pima  County, 
motor  vehicle  emissions  are  the  major 
humanmade source of air pollution. 
 
“Currently,  air  quality  in  the  Tucson  region  is 
good and meets all of  the  federal environmental 
health  standards.    However,  several  air  pollutants  (ground‐level  ozone,  particulate  matter, 
carbon monoxide) are of key significance in our area.  Of these three, ground‐level ozone is of 
the greatest concern since increasing levels may exceed the total concentrations recommended 
by  the  federal  health  standard.  Although  air  pollutants  are  emitted  from  commercial  and 
industrial  sources,  the  majority  of  manmade  air  pollution  in  the  county  comes  from  motor 
vehicle use.” 
 
Pima County, located in southern Arizona, covers an area of approximately 9,200 square miles.  
Over  85  percent  of  the  county’s  land  is  federal,  state  or  Native  American  owned.    The  San 
Xavier, Pascua Yaqui and Tohono O’odham reservations together account for ownership of 42 
percent of land located in Pima County. The state of Arizona owns 15 percent; the U.S. Forest 
Service  and  Bureau  of  Land  Management,  12  percent;  other  public  lands,  17  percent;  and 
individual or corporate ownership, 14 percent.  
 
From  a  population  of  395  in  1820,  Pima  County  now has  a  population  of  slightly more  than 
980,000,  by  the  2010  Census  count.  The  population  is  projected  to  reach  1.4  million  by 
2041.     The  2012‐2016  American  Community  Survey  (ACS)  5‐Year  Estimates  for  Pima  County 
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notes  the median age  for  residents  is 38.1 years.    The ethnicity and  race breakdown  in Pima 
County  is Hispanic/Latino, of any  race, 36.1%; Not Hispanic, White alone, 53.3%; Black alone, 
3.2%; American  Indian alone 2.4%; or Asian alone 2.6%.   Aside  from our vibrant multicultural 
diversity, we’re also unique in that we’re a very urbanized County, with more than a third of the 
County  population  lives  outside  of  any  incorporated  city  or  town  and  the  majority  of  the 
population  lives  in  the  eastern  half  of  the  county,  which  contains  all  five  incorporated 
jurisdictions and two Native American tribal reservation areas.  
 
The County  led  the effort  to  create  “The Chuck Huckelberry  Loop,”  (urban  loop)  a  system of 
paved, shared‐use paths and short segments of buffered bike lanes connecting the Rillito, Santa 
Cruz,  and  Pantano  River  Parks  with  the  Julian  Wash  and  Harrison  Road  Greenways.    Upon 
completion will be 131 miles where Cyclists,  joggers, walkers and others with active  lifestyles 
can  experience  paths  that  meander  through  some  of  our  most  scenic  landscapes  extending 
through unincorporated Pima County, Marana, Oro Valley, Tucson, and South Tucson 
 
A major commercial and academic hub, Pima County is home to Tucson, the second largest city 
in Arizona and the capital of the Arizona Territory from 1867 to 1877. 
 

  	

Remainder of page 
intentionally left blank 
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Description	of	Current	Transit	Services		
 
Sun Tran – Fixed Route Service 
With more  than  640  employees  and  a  fleet  of  243  buses,  Sun  Tran  provides  award‐winning 
fixed  route  service  within  the  City  of  Tucson,  and  through  intergovernmental  agreements, 
delivers service to unincorporated Pima County, the City of South Tucson, the Town of Marana, 
the Town of Oro Valley, the Tohono O’odham Nation, and the Pascua Yaqui Tribe.  The system’s 
29 fixed routes and 12 express routes cover 296 square miles. 
   
Sun Tran remains committed to the environment by using alternative fuels.  In 2007, Sun Tran 
reached  a  significant  milestone  with  the  entire  bus  fleet  running  on  cleaner‐burning  fuel 
technologies.  Currently, 133 buses run on B5 biodiesel with an additional 57 using B5/Urrea, 45 
run  on  Compressed  Natural  Gas  (CNG),  and  11  hybrid  biodiesel/electric  vehicles.    Hybrid 
technology helps to reduce emissions and saves on fuel by combining a conventional  internal 
combustion engine propulsion system with an electric propulsion system. The current average 
age of the fleet is just over 6.9 years as of July 2017. 
 
In FY 2009, Sun Tran’s annual ridership peaked at 21.6 million passenger trips.  Consistent with 
national  trends,  transit  ridership  has  declined  in  recent  years.    A  number  of  factors  have 
contributued to the decline including low gas prices, service changes , fare increases and labor 
stoppages.    Sun  Tran  provided  16.4 million  passenger  trips  in  FY  2017.    Despite  the  decline, 
transit  system productivity  remains good.   The  system averages more han 21 passengers per 
hour which is also consistent with national averages. 
 
In February 2012, Sun Tran assumed management of the Special Services Office downtown. The 
Special Services Office sells bus passes, qualifies individuals for the Economy Pass Program, and 
adds value to Sun Van passenger accounts. This change provides consistent communication to 
all transit passengers and reduces the number of bus passes sold at City department locations. 
With  a  focus  on  improving  customer  service,  the  average  phone  wait  time  decreased  and 
abandoned call rates declined dramatically.  
 
On June 30, 2013, Sun Tran launched SunGO, the smart card fare payment technology designed 
to make transferring throughout the region easier. Valid on Sun Tran, Sun Express, Sun Shuttle 
and  Sun  Link,  SunGO  allows  transit  passengers  unlimited  transfers  in  a  two  hour  period 
between systems.  The SunGO smart card serves as the fare payment card that can store cash 
value  or  passes  for  passenger  convenience  and  boarding  ease.    Additional  benefits  to  users 
include balance protection for registered cards, allowing for card and value replacement if the 
card is lost or stolen.   
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Frequent Transit Network   
The  Frequent  Transit  Network  (FTN)  was  initially  created  by  routes  that  had  progressively 
overtime  increased  frequencies  to 15 minutes or  less  for most of  the weekday.    Transit  Task 
Force  (TTF)  and  Staff  worked  together,  developing  a  policy  for  the  FTN  in  2016  using  the 
priorities that came out of the Jarrett Walker and Associates workshops and reports.  The policy 
supports the long‐term goals of developing and maintaining a frequent transit service grid as a 
basis for providing high quality service in the more densely populated areas of Tucson and aking 
the most  use out  of  the  community’s  resources  for  transit  as  a  viable  transportation option.  
The FTN was  formally adopted by the City of Tucson Mayor and Council, April 19, 2017.   Sun 
Tran  now  has  11  routes  that  run  every  15  minutes  or  less  between  6  a.m.  to  6  p.m.  on 
weekdays.  These routes and the Sun Link streetcar make up the Frequent Transit Network.   
 
Sun Link – Modern Streetcar 
On  July 25, 2014,  Tucson  introduced  the Sun  Link  streetcar  to  the public,  becoming Tucson’s 
largest and most complex transportation construction project in the City’s history. Construction 
began  in March  2012  and was  substantially  completed  in  just  over  19 months.  The  Sun  Link 
streetcar  consists  of  eight  vehicles  and  24  streetcar  stops.  The  3.9‐mile  route  connects 
passengers to restaurants, shops, and entertainment venues at Main Gate Square, 4th Avenue, 
Downtown,  and  Mercado  San  Agustin,  as  well  as  attractions  and  medical  facilities  at  the 
University of Arizona.   
 
The Sun Link streetcar  is  the  first American made streetcar system  in  the United States  in 60 
years. The Sun Link streetcar serves roughly one million of Tucson’s population each year. 
 
Sun Van – Paratransit Service 
Sun Van provides accessible transportation service to individuals unable to use Sun Tran’s fixed 
route service due to their disability. Sun Van provides complementary ADA service to the Sun 
Tran system with 238 employees and a fleet of 125 ADA accessible vehicles.  This service which 
began operation in 1987 meets the requirements of  the Americans with Disabilities Act (ADA) 
of 1990.  To use the service individuals must submit an application to certify their eligibility  and 
obtain  an ADA Paratransit  Eligibility  Letter  issued  by  the  City  of  Tucson.    Serving  the  Tucson 
Metropolitan area and portions of Pima County in accordance with the ADA, Sun Van provides 
service  to  and  from  points within  three  quarters  of  a mile  along  each  Sun  Tran  fixed  route, 
excluding  express  routes,  during  the  days  and  times  that  Sun  Tran  operates.    Sun  Van  also 
provides optional service, which is paratransit service that goes beyond the stipulations of the 
ADA regulations.  Sun Van’s optional service is provided in areas of the city without fixed route 
Sun Tran service, the largest area being southeast Tucson.   
 
During FY 2017, Sun Van recorded ridership of 529,426 passenger trips,   as well as 4.5 million 
total system miles. Total passenger ridership transported in FY 2017 was 569,637. 
 
Additional  Transportation  Services  Provided  by  Jurisdictional  Partners  (for  informational 
purposes only): 
 
A  copy  of  the  System map  of  the  fixed  route  services,  including  Sun  Tran,  Sun  Link  and  Sun 
Shuttle provided by jurisdictional partners is provided in Appendix I. 
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Sun Shuttle 
Sun  Shuttle  is  the  neighborhood  transit  service  in  Marana,  Oro  Valley,  Catalina,  Sahuarita, 
Green Valley, San Xavier, Tucson Estates and Southeast Tucson/Rita Ranch.  Sun Shuttle is part 
of  the  regional  transit  system.  Funding  is  provided  by  sales  tax  collected  from  the  Regional 
Transportation Authority (RTA).   Since launching the first routes  in May 2009, Sun Shuttle has 
added  service and continued  to  increase  ridership.    Sun Shuttle exceeded 234,000 passenger 
trips  in  the  period  of  May  2011  through  April  2012.    Though  Sun  Shuttle  is  an  RTA  service 
contracted  through  a  separate  private  transit  operator,  Sun  Tran  staff  provides  integrated 
marketing,  planning,  communications  and  customer  service  functions  to  ensure  a  seamless 
regional transit system. The cost to Sun Tran for providing these services is reimbursed to the 
City of Tucson through an Intergovernmental Agreement with the RTA. 
 
Sun Shuttle Dial‐A‐Ride 
Sun  Shuttle  provides  dial‐a‐ride  ADA  services  throughout  the  Tucson  Metropolitan  Area  for 
individuals who begin or end their qualified trip outside of the Sun Van Service Area in relation 
to the Sun Shuttle and Sun Tran fixed routes.  Oro Valley and Green Valley/Town of Sahuarita 
areas also provide dial‐a‐ride services for seniors and the general public to travel within those 
communities.    The RTA  contracts  the Green Valley/Town of  Sahuarita  service with other  Sun 
Shuttle services.  The residents of Oro Valley have dial‐a‐ride service provided by the Town.   
 
Ajo Transit Service 
Weekday service  is provided within  the Ajo community via Ajo Dial‐a‐Ride. Connector service 
from Ajo to Tucson and Ajo to Why allows persons living in the rural areas improved access to 
the metropolitan area.  All services are currently provided by Ajo Transportation Company and 
funded through the Federal Transit Administration and the RTA. 
 
 
Transportation Services in Development: 
Transit Expansion 
Over the years, Sun Tran and Sun Van’s greatest challenge has been to fund service to meet the 
increasing  demand  for  transit.    Transit  expansion  became  a  reality  in May  2006, when  Pima 
County  voters  enacted  a  half‐cent  sales  tax  to  fund  transportation  improvements.    Through 
2026,  the  Regional  Transportation  Authority  Plan  earmarks  nearly  $533  million  for  transit 
improvements,  including  expanding  service  hours,  new  service  areas,  greater  weekday 
frequency, more express  service,  fleet  expansion,  and  the  creation of  the  Sun  Link  streetcar. 
The transit projects are listed in Appendix VII.   
 

Transit	System	Goals	and	Objectives		
 
The Transit Task Force (TTF) worked with City of Tucson and Sun Tran Staff on updating the Five 
Year Strategic Plan in early 2017.  The intent of developing the plan was to provide guidance for 
both  the  Mayor  and  Council  and  Staff  providing  a  means  to  evaluate  performance  of  the 
system,  direct  the  future  of  the  system  outlined  in  an  achivable  set  of  goals  and  objectives 
while maintaining a productive, cost efficient, and effective transit system.   
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 The TTF completed two four hour meetings to discuss and assess the Strengths, Weaknesses, 
Opportunties, and Threats  (SWOT) of  the Sun Tran system and discuss  the existing goals and 
objectives  in  the  2012  Five  Year  Stategic  Plan  (Appendix  II).    The  committee  also  discussed 
creating a Mission and Vision Statement for the new Five Year Strategic Plan that would guide 
all future discussions in setting goals and objectives.  The TTF formed a subcommitte group in 
August  2017  to work with  Staff  on  finalizing  the Mission and Vision  Statements  and develop 
future goals and objectives.  The first subcommittee meeting was August 25, 2017.   
 
The  mission  and  goals  of  the  Five‐Year  Strategic  Transit  Plan  incorporates  the  Mayor  and 
Council’s  intent  for  the Transit  Task  force  to,  “evaluate and monitor  the  city  transit  system’s 
finances, expenditures, ridership data and assumptions, and sources of funding”.   
 
The City of Tucson will  ensure  these  five mission statements are pursued  from 2019  through 
2023.   
 

1. Develop  a  comfortable  attractive,  and  convenient  transit  network  that  serves  all 

customers, maintaining current and adding new ridership 

2. Build, operate, and maintain a safe and efficient transit system that  incorporates best 

practices and technologies. 

3. Create  innovative  public  and  private  partnerships  to  promote  and  support  a  robust 

transit system. 

4. Have an affordable, environmentally, and economically sustainable transit system that 

provides reliable transportation choices 

5. Promote an understanding of the value of transit to the economic vitality of the region.   

 
In developing system goals and objectives,  the Transit Task Force has utilized the  following 
S.M.A.R.T. model: 
 
Specific:  Goals should be written simply and clearly defined 
 
Measurable:  Goals should be measurable such that tangible evidence may indicate the goal 
was accomplished 
 
Achievable:   Goals  should  be  achievable;  they  should  stretch  the organization  slightly  such 
that it is challenged, but defined well enough so the goal may be achieved 
 
Results‐Focused:  Goals should measure outcomes, not activities 
 
Time‐Bound:  Goals should be linked to a timeframe that creates a practical sense of urgency, 
or results in tension between the current reality and the vision of the goal. 
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Mission	Statement	1		
Develop	a	comfortable	attractive,	and	convenient	transit	network	that	serves	
all	customers,	maintaining	current	and	adding	new	ridership

	

Objective 1.1.1 Maintain, improve, and add to high frequency 
network

SMART Target Goals:

•Quartery Route Performance Evaluations

•Routes performing less than 80% of the average will be reviewed for 
efficiencies

•Routes that perform 20% above the average will be considered for service 
improvements.

Objective 1.1.2 Reduce travel time on route for transit rider 

SMART Target Goals:

•Quarteryl Route Performance evaluation for travel time

•Two routes will be identified annually for travel time improvement

•Strategy assessments for possible implementation

Objective 1.1.3 Keep transit centers, vehicles, bus stops, and 
shelters safe, attractive, and clean 

SMART Target Goals:

•Transit Center cleanings increased over previous fiscal year.  

•Safety and security review of the transit centers, selected bus stop 
locations and on‐board issues by September 2018.  

•Sun Tran will implement Smoking Policy at the transit centers by August 1, 
2018.  

Objective 1.1.4 Improve communication at station stops and 
transit centers

SMART Target Goals:

Study of communication materials at stops and Transit Centers

Objective 1.1.5  Update website to be more user friendly

SMART Target Goals:

•Website update, including Sun Tran Sun Link, Sun Van and Sun Shuttle

•Research and identify potential website improvements and use the 
findings to develop budget recommendations for Fiscal Year 2020 funding.     

Goal 1.1 
Improve 
service 

delivery to 
enhance 
customer 

experience so 
they choose 

transit.  
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Objective 1.2.1 Accommodate bicycles on vehicles so as to 
have seamless travel between modes.  

SMART Target Goals:

•Sun Tran will increase the number of 3‐position bike racks on Sun Tran 
vehicles by at least 7 each fiscal year.  

•Three‐position bike racks will be considered for inclusion in 2018/19 bus 
purchases.  

Objective 1.2.2 Improve connections to other networks such 
as bikeways, rideshare, parking, etc. 

SMART Target Goals:

TDOT will facilitate a discussion with the Transit Connections Focus Group 
regarding improved connections to other modes of transportation. 

Objective 1.2.3 Improved integration of mobile application 
technology for all modes of transportation

SMART Target Goals:

•Sun Tran staff will complete a study of transit technology including web 
site, mobile apps and social media by December 1, 2018.  

Goal 1.2 
Achieve a 
seamless 

transportation 
network

Objective 1.3.1 Develop creative ways to promote transit use

Objective 1.3.2 Present Annual Regional Transit Marketing 
Plan to TTF

Objective 1.3.3 Identify champions to promote transit

Objective 1.3.4 Create and promote a "Bus to work" Day

Smart Target Goals:

•Sun Tran will develop a Marketing Strategic Plan each fiscal year

•Quarterly updates on marketing, communications, and outreach

Objective 1.3.5 Keep fares affordable and maintain economy 
fare.

SMART Objectives:

• Conduct a Transit Fare Policy and Stucture Review for Sun Tran and Sun 
Link

• Conduct a peer review, assess current revenue streams, and 
opportunities related to fare structure and policies. 

Goal 1.3 Retain 
current 

customers and 
attract new 

riders
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Mission	Statement	2		
Build, operate, and maintain a safe and efficient transit system that incorporates 
best practices and technologies. 
 

	
	

Objective: 2.1.1  Report on riders per revenue hour.

Objective 2.1.2  Report on‐time performance.

Objective 2.1.3  Report costs.

Objective 2.1.4  Report on vehicle maintenace

Objective 2.1.5  Report on safety record

Objective 2.1.6  Report on farebox recovery

Smart Target Goals

Monthly Reporting with Quarterly updates to Transit Task Force

Objective 2.1.7  Include ingreasing ridership incentives in 
future management contracts

Smart Target Goals:

•TDOT will include performance incentives/disincentives in the upcoming 
Transit Management Request for Proposal (RFP). 

•Results of the performance metrics will be reported annually. 

Goal	2.1		
Share	&	
review	
monthly	
public	

distribution	
of	transit	
system	

performance	
standards
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Objective 2.2.1 Develop ways to provide real time data on 
the website and within mobile applications

Smart Target Goals:

•Sun Tran will investigate current mobile application technology

•purchase mobile application technology, per funding availability

•research and budget for futre mobile application technologies. 

2.2.2  Expand Social Media reach

Smart Target Goals:

•Sun Tran will develop Sun Tran an annual marketing plan

•Targeted marketing and activities will be promoted on social media

•build strategic partnerships and improve use of technology

2.2		Provide	
useful	

Real‐time	
information

Remainder of page 
intentionally left blank
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Mission	Statement	3	
Create  innovative  public  and  private  partnerships  to  promote  and  support  a 
robust transit system. 

 
 
   

Objective 3.1.1  Target businesses along the Frequent Transit 
Network routes

Smart Target Goals:

• Sun Tran will undertake targeted marketing focused on employers and 
apartment complexes on the FTN. 

•Sun Tran staff will develop follow‐up activities

•Quarterly Updates

Objective 3.1.2  Identify and engage ambassadors to champion pass 
provider program

Smart Target Goals:

Recruit and maintain a group of at least 5 ambassadors willing to speak to 
other businesses to recruit organizations to join the Pass Provider Program.  

Objective 3.1.3  Expand the Get on Board Program

Smart Target Goals:

Add a minimum of 4 employers per year to the list of employers supporting 
their staff commuting by transit. 

Objective 3.1.4  Work together with PAG Travel Reduction Program 
to promote pass providers program

Smart Target Goals:

Promote travel by transit to TRP organizations a minimum of 8 times per 
year

Objective 3.1.5  Identify strategic partnerships to promote the use of 
transit

Smart Target Goals:

Establish at least 2 public private partnerships in 2 years such as major 
businesses, educational entities and government organizations

3.1		Identify	
strategic	
partners	to	
increase	
ridership	
through	the	
expansion	of	
the	Pass	
Providers	
Program
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Mission Statement 4  
Have an affordable, environmentally, and economically sustainable transit system 
thatprovides reliable transportation choices.		
	

 

 

Objective 4.1.1 Maintain a region‐wide fare policy 

SMART Target Goals:

• Conduct a Transit Fare Policy and Structure Review for Sun Tran and Sun 
Link

•Conduct a peer review, assess current revenue streams, and opportunities 
related to fare structure and policies. 

Objective 4.1.2 Establish integrated scheduling

SMART Target Goals:

Quartely Sun Tran Scheduling and Service Development Department, 
working with Sun Link and Sun Shuttle to identify opportunities to 
coordinate schedules to improve connectivity and mobility.

Goal	4.1	
Maintain	

cooperation	
between	
transit	

agencies	in	the	
region

Objective 4.2.1 Support regional transit funding in extension 
of RTA

SMART Target Goals:

•Actively participate and provide support during development of RTA 
extension.

Objective 4.2.2 Search for and apply for grants

SMART Target Goals:

Quarterly Sun Tran staff will research FTA  and other applicable grant sites 
for potential funding opportunities and apply when appropriate.

Objective 4.2.3 Identify all revenue streams and project for 5 
years

SMART Target Goals:

Annually Sun Tran will update 5 year financial projections for Sun Tran, Sun 
Link and Sun Van to include revenue and expense projections

Objective 4.2.4 Continue work on concept of regional 
governance model

SMART Target Goals:

Actively participate and provide support during development of regional 
governance model.

Objective 4.2.5 Continue to invest in alternative fuel vehicles

SMART Target Goals:

Sun Tran will undertake an Electric Bus Pilot in Fiscal Year 2019 to test the 
feasibility of electric bus technology for a duration of 12 months.

Goal	4.2	
Identify	and	
adopt	a	

sustainable	
funding	
strategy
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Mission	Statement	5		
Promote an understanding of the value of transit to the economic vitality of the 
region. 
 

 

 

	

Objective 5.1.1 Establish Transit Advisory Committee by City 
Code

SMART Target Goals:

Pending results of the Transit Connections Focus Group recommendations, 
TDOT staff may recommend Transit Task Force become Transit Advisory 
Committee

Goal	5.1	
Create	a	public	

advisory	
board.

Objective 5.1.1 Engage Office of Economic Development to 
identify transit benefits

SMART Target Goals:

Sun Tran staff will engage local economic development officials in a 
discussion of transit value and inclusion in business recruiting efforts in late 
2018/early 2019.

Objective 5.1.2  Include benefits of economic development in 
Regional Transit Marketing Plan

SMART Target Goals:

•Develop and implement strategy to communicate to key decision‐makers 
the importance of transit to economic development of the region.  

•Include this strategy in the Marketing Strategic Plan..

Objective 5.1.3 Collaborate with University of Arizona 
researchers to quantify transit benefits

SMART Target Goals:

•Sun Tran staff will have discussions with U of A staff to identify possible 
opportunities to conduct an economic impact analysis of transit in Tucson.  

•Costs will be obtained for budget consideration in FY20

Goal	5.2	
Stimulate	
economic	

development	
with	transit
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Service	Management	Plan	(Strategies)	
 
 
Route Reviews 
Xxx 
Xxxx 
Xxxx 
Xxxxx 
 
 
 
Fixed/Express Service 
 

 Routing changes 

 Frequency adjustments 

 Running time  

 Infrastructure improvements to bus stops, pedestrian access routes, shelters, etc.  

 
Paratransit 
Xxx 
Xxxx 
Xxxx 
Xxxxx 
 
 
Streetcar 
Xxx 
Xxxx 
Xxxx 
Xxxxx 
 
 
Neighborhood Circulators 
 
Xxx 
Xxxx 
Xxxx 
Xxxxx 
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RTA Plan and Expansion  
 
The RTA has  for six years  funded new and  improved upon transit  service  to  the Tucson area.  
The table in Appendix VII identifies the service frequency and route expansions that have been 
identified for each fiscal year.  These improvements may be reviewed each year to reevaluate 
the priorities and resources available in coordination with the Pima Association of Governments 
(PAG)  Regional  Transportation  Planning  Committee  (TPC)  and  Transit Working Group  (TWG).  
Additionally  these  improvements may enhance  the core services and  increase capabilities  for 
Sun Tran to provide additional services throughout the metropolitan area.   
 
See Appendix VII for Proposed RTA Transit Improvements. 
 

Mode  Program  Lead Responsibility  Timeline 

Fixed Route 
 

Review of Current Routes 
 

Sun Tran  Ongoing/all  routes 
by FY 2015 

Fixed Route 
 

Recommendations for 
Efficiencies 

Sun Tran 
 

Annually 
 

Paratransit 
 

Review of current operating
Policies and procedures 

Sun Van 
 

FY 2014 
 

Paratransit 
 

Recommendations for 
Efficiencies 

Sun Van 
 

Annually 
 

Fixed Route  COA    FY 2014 

Fixed Route  Review of RTA Transit Plan  Sun Tran  Annually 
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Conclusion:	
 
This  Five‐Year  Strategic  Transit  Plan  is  the  product  of  months  of  research,  analysis, 
development and numerous meetings and discussions.  It is the desire of the Transit Task Force 
that  this is a continuation of a successful partnership between Transit Advocates, Community 
members,  City  and  Sun  Tran  Staff,  and  transit  providers  working  together  to  improve  the 
community’s  quality  of  life  by  providing  “a  highly  used  public  transit  system,  vital  to  the 
community as the core of an integrated regional transportation network”. 
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