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Message from Transit Task Force and Tucson Department of Transportation
Mayor and City Council Members:

We are pleased to present a first draft of a Five-Year Strategic Transit Plan and herewith submit it to you for input and review.  Your comments and suggestions on the Plan will ensure that transit meets the travel and mobility needs of the Tucson area.  Once you have provided your input we will make revisions and issue a final Five-Year Transit Strategic Plan.  The Transit Task Force sees this plan as a working document which provides a framework for monitoring the progress of transit in our community.  The Plan does not directly answer all your questions or address all of your concerns, but it does outline additional tasks needing to be completed to do so.  Thus the Transit Task Force requests that it be given permanent status to ensure continuity in the transit planning and review process, and enabling it to further develop policies identified in the Plan as needing more work.

We would like to thank everyone who has participated in this process thus far – you have been instrumental in shaping the future of transit in our community.  Specifically we would like to thank the members of the Transit Task Force, Tucson Department of Transportation staff, Sun Tran and Sun Van staff and transit advocates who took their time to attend meetings and provide comments.
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Gene Caywood, Chair Transit Task Force
[image: image43.jpg]IS yiel

[T 01T

Abmpboig

€102 o] 5
Bujwioo 3

$9210O

AaiB3 vay g saolnias [poads

HY JO Wnasnyy uoson|

jJuswipodag ali4 uoson]

juswipodaq 82104 uoson|

J2JUa D SIOHSIA UOSON]

/2BD]IA BJIoD|d BT

(todaQ oUOJsIH) UOHDIS JLIWY

18lUa) UOIIUSAUOD Uoson]

asNoOYHNOD DIspe4

Buipling 840} DUOZIY

JETIUETg)

JUSWUIBA0D AJUNOD buwid

25nNoYLNOD AjUNOD PWId PIO

Apigi 21|gnd Uloyy uoson]

loH AlD

Buipling U0 M 2lland AND
1S3YALNI 4O SINIO

ai=]=)

QOGS COSee®

1avISNOY

Y3IN3IO
lISNVL

= oAy Yi9

e

Sl [ sl puozLY

I°W ¥ O

wnppRUD|d £102 2fo]
nnIpunj4 Buiuios

uipw
PIO

uolun
juspnis *shopijoy 1o

SpuSY9aM Uo
und jou op X501
B X501 ‘Xe€0L
Xz01 seunoy

(Z10Z jjo{ Bupuiod)
[ouDy DIY/UoSIN] ISDAYINOS  OGY
IBIADX UDS O
S8IDJs UoSIN]  OSy
lopauuo) nyupnyps/Ae||pp uselg |z
0L-I/oubioyy g1
1Ay /8|ppAutoy] |
[[8qieAlIS/0ID10) | |§
oup/homuy oy
DuliD)/BpDIO N LOF

:s9Jn0Y SPNYS ung

(¢10z ejo] BuioD)
e S SR CIREIRNE [ T[]

"9DIAISS PUSHOIM 10
ADPPIW OU ‘PBAISSO
a1 sdojs ssaidxg
AUO “s8inol ssaidx3]

SIN0I BIINYS UNS |HEEER
©iN0J JO UoloalId K

Z10TZ ‘Tt 4snbny JAILDIHHT

ssaldx] ouoyol-A8||DA 010 X7 & == BAY YIZ L

ssaldx] yind 018y-A8||DA 010 XEOT
ssaldxg yInd 018Yy-ISaMYLION XZ0T
$sa1dx] y1nd 018y-opIsisny
$s910x3 uMoJUMO(-YouDy DIIY
ssa1dxg umojumo(-AmH puljpiD)
ssaldx] umojumo(-Anmpoolg
ssal1dx] umojumo(-Aaf|pp 010
$sa1dx] umopumoQ-s||1yl004
$sa1dx3 UMOJUMO(-DUDIDYY
$5910%3 UMOLUMO(-ISBMYLION
ssa1dxq y-Isamyliop
$sa1dx3 umojumo(-syul §jog
Djjoys b7
Aop oly
ouDjung
[|8M07 "1 /4jonADI)
DIUB|DA
"PY H1bd B[DAPIY
Aomybiy uosusg

*2bupby> o} joafqns aib sajnpayds pub sanoy

ulod JoJsupi]
STV

|

:$3}noy UpJ] ung '$39}noY UDIL UNg , ¢ «I&%f:é
%

~ ~ o o 'S [
0 -~ (2 o ~N el
= o o o o =
oS S oS =] oS oS
m m m m m m
ADOTONHDAL
2 ION3IDS ¥N
$3TW NI 3TVIS
HONYY V1 1Y
TIYW 1¥2I3wW
L3IANONYD 1 0
| S
H " X
B L
: %, E| M
H L
iz AN
s z
e
]
[}
[l
[
[l
[l
[
B
]
2102 liod Buiwios o
05y 9inoy sjjnys ung E]
- 2
' ES
L | % «
: | e
. “ ;wSmtﬂEn
5 um
.wl"ll‘ P
Sa ‘o g g
5 g Y%,
... ONYAID i
Sy jxeig 98
| Fe %,
AN
[
L] ]
C¢ suolpIsUS 5
SSIAIIN SPINY
s3|noY S|dINVY
3SUNOD4109
DINTO YOIV
NYHINOW-SIAVQ UN0D4109
QUVHONYIE
mo*:oz ho—: moz mu 3jup|pos] Im Q
3
UuosSON] UMOJUMO( - =
@ H 35v8 30404 41V
a 1 e NYHINOW-SIAYQ
LI ]
e i :
i
Q XLOL |H_|l _—
T = STHFEES -
y U109 ve WOk
] . RS .
o -
=8 IS UleZ
1 - 14 sH
8pisp opd
7 1
e Z IS puzZ

v

g

fowim

ATIVA ,
040 — =~ =

DMPDOIg 8

=

palssar

jElepusicy - VLdSOH
—H— QAN

(1]
L |

g
s WLISOH
S HIFSOT 1S

oupjupyg

Xsol || |NE1 X10Z|

|2 Aompeads

uoIssIyy
apuDIg

uojybnoy
uoswiny
0285 oUIWDY

yoindoiy

:nwu_za

Apmppoig

IS uis

| RESIRLSEN)

- B AamvA N33eo lecd
& 3 3 2 Bl /VIRvOHYS 335 = 3 8 & 2
o S S NN S =1 S S S S S
S = 32 = = = g s = =
00 B - it L $0068
> i “ A sndwp) Wy
o m &
o ss800y saybny = “ “ = ..
% ] 83 §
= n
: z 127 | 8z %
g @ [ s L *
5 ¢ B B g
]
= ] (] &
NOHIAVY £ ] ‘hﬁllﬁ §
= ““ﬁtsx uws B " $0018
3 HIUNID 1) 000) L 1B1ADY UDS  J§
e s i :
TO0HDS ¥ NOKSIV B
% ‘00. OVE THQ HAAYX NVS H 2
MV 04y LN y per g | I g
e, s U worepo
"PAIg HiRd oleY L4 .. ] wismibje] \r m
43NQIVENOR I ES = onmand | 2
- Z = wisnypge] [ 1NOVA g
.. 8 m vAosyd | & $00¢L
.. s@|pay so] - SR
sa|pay s0] V4 g
I E
!4 L4O4YIV TVNOILYNYIINI IS .. o M
NOSONL - H -: . L
2 &
. =k £ m’
= e 108 19Q
g El onisvo
9 [ $0059
) nponsoshossEenEEREEEEESEDHEnEnE R 7
- S = DIDUBIDA z
RIDUBDA a | | 2
S n n =
% B
g : & i :
5 = 7 u ] g 8
3 g
3 : H H e = N4V NO!
g s Adiig o [l a < Ny
spishiung n wisin WS = BupuyB11 g
B3sa :
! “ 92d lexsig | H Azo7
I T pEEE $0048 5% oxeiq
B |exeiq ES
loxa1q 2
=
g g
: 3 3 £
X10T| ks m H
g g =
o 8
® E]
9 = 9 o ]
‘%Y 5 w g : =
- 1 S006¥
ol Z wpum
z ‘_ uojBuAl 4 2
& g
! n3
B p nuv
18nBiw uogq 3|ipd s

15 ea

spiap o[od

WY xa1am00

SIHOdS
Juspisalg

o
5
o BN WIEW 13
) SAlvA ¥ SNVAZLIA FE
5
= o o T
2] 2o é
s El WN SAUYIST NOSONL
g sl 2
s =
mu svonoe
> o 2ONITO
& ‘s uige

IS uige

1S PIEE

plIoYD PY

1S isig

0440 1504 74

‘IS puze

U0 4109 |-
HOIWN TG

€102 @4o) Bujwod
Juijuns

U100 4109
HA10GNYY

uoieiowBeh
poomssnaig

wppjuy

TWUUISOH

SAIVW IS s ATTVA
NF3IO 40

H| i 9010 AUNAOD

6l
P

qn|o Aunod
o~

i

[[2q1eA|IS/ssa1buoy “p
S||'H POOAAUOI| AUDIY “pp
3U0JS
IS Yl6z/anp) Anunoy
8010/ OAY Yig 1
[|18qdwn)
UOUIBAJY
s|jem Buimol
jupig
“any Y19 "S/Aompooig
1S puze
DAY IS N/ oAy Hind 'S
Abmpasds 1 /owid
Aompeads !

HowIp/IS yig mojmnag o yp0;
suapIDg ojgend 020jq fouebay ot g1y 'L L
UDmMS/uus|9 SNOTIAY X

apiep anbup]

X401

(7}

uoAup?) oulgpg

502019 507 UMDY

uoung ipag

oupjung

Wl
N 5

%,

G104 GNY

siesul IoleC I S'e9WNN 201G 006C M 0 .._.u., SR,

SI9]U8D) UolIoaIoay @ $8SINOD 40D _H_ Ad|IOA 0IO

pBuiddoys ooy |
soLpIaI Q : : _
SOIlISISAIUN

5107 opit 2 4od [ 2 sobojor NI uoson) uinos ,4 : vaquo]

siopdsoH [
A3l dVW

WO UBJJUNS MMM HISIA 1O
2226-Z6L (0ZS) 1IP3 ‘Butuup|d dii} 10 uolpWIOjUl S|NPIYIS 104

! DURIOW
f|[op, DRy

sy

suod [ vosonio Auo Ny . g 1nd

uosuDMS sofouy sl @

iy h
alooyy BT
n

dVW lLISNVAUl 3AIM-WILSAS ueiduns PURIEW

upmg.

SH
SHo04
DUYDIS

ssuung

H
[
[}
H
H
VYNOINY 40 [= === ol H
m_- : ALISYIAIND [ :
Apmpasds " /&799
— n &4%
ompaads |
s o
&
S
o
2 . \ % 1 5
oy H3INID TYOIIW \ 5 2 ] =
ALSHIAINA \V.\ﬁ “ =

e ga bl

By our

uus|9
wlbin

SIIW SI2PIN ) w
i - I \ COOhw W saling U
5 /ojonyos S
e i G
TIGYIAUS O_O_ _m

s2ulg

$IDIHHO v
FAULVAUSININGY BIYMIE TIVH NMOL
VUIVOHYS

DpDUD) D]

s|lem Buimoly

VLNYNHYS

RV DIV
VISYAHYS

"BAY IS

ppoYRg P

NOANVD V71D

7
XS
d]
aAr0ig 8bupiQ

:

UNIUSNIAYINOSYA
7 LAV
L3HANCYYD
71
3SHN0D 410D

i
L]
ONISYD -1 n SUIYy puiy
ONOWYIQ 133530 n

10JUt0(]A2)u13) ISUDI] 007 Wol4/o] B

$IANID
L WO 4
ssamizson L

8A045 3BURIO

| |
|
Xt

uouupyg

DpUoIDIS
-‘uﬂf%- ! YNYIYW

il

5 71
> n i
=
' o
2 (=}
X21gf! nm. w
7 He i
Ia) i° ~ b
o
ES 5 1
ANV A 04O ] «
¥ o 217
i, [
==. — = B snomiave e
ﬂv B “ N\ Thozdv K>
o
nE 2aBny Xeod) i & Sy
= >
S H »
g | 3 [
g 2 ]
2B B g
n 1HOW 1Y | | IHOW LY UN0D109
B ESNITFIOVHO NIXW anNzoNvIOL B J3SNI YNV 335 S3INId IHL

$0092

$00¢1

$-Q¥3Z
N-O¥31

NooLL

Noore

Nooze

Noooy

NO00Sy

N009S

NOOY9

N00ZL

14 1V JISNI
YNVIYW 335





Transit Task Force Members
Mayor
Michael Wall

Ward 1
Peggy Hutchison

Ward 2 
Rob Blizzard

Ward 3
Carolyn Campbell
Ward 4
(Vacant)
Ward 5
Eugene Caywood
Ward 6
(Jeremy Papuga *resigned effective 10/2/2012)
CTAC
Linda Dobbyn

CTAC
Sami Hamed

CTAC
Farhad Moghimi
CTAC
(Vacant)
Table of Contents 
Message from Transit Task Force and TDOT……………………………..1
Executive Summary………………………………………………………..3
Community Profile………………………………………………………...5
Description of Existing Services and Resources…………………………....7
Related Plans, Programs and Policies………………………………………11
Transit System Goals and Objectives established by the Transit Task Force.13
Financial Plan………………………………………………………………25
Service Plan………………………………………………………………...30
Marketing Plan…………………………………………………………….33
Conclusion…………………………………………………………………38
Appendices


Appendix I – Regional Service Interconnectivity Map


Appendix II – Sun Tran and Sun Van Current Fleet Lifecycle Plan


Appendix III – Sun Tran Recommended Fixed Route Performance




Standards


Appendix IV – Five Year Financial Plan


Appendix V – Sun Tran Routes by Wards Served


Appendix VI – Sun Van Service Area Map


Appendix VII – Proposed RTA Transit Improvements


Appendix VIII – Sun Tran and Sun Van Five Year Performance Trends
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 Mass Transit System serves 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, the City’s Mayor and Council approved the initiation of a Transit Task Force (TTF) whose function is to “. . . evaluate and monitor the City transit system’s finances, expenditures, ridership data and assumptions, and sources of funding.”  In 2009, the Mayor and Council amended Sections 5 of Resolution 21023 to read “The Transit Task Force shall evaluate and monitor the City transit system’s finances, expenditures, ridership data and assumptions, and sources of funding, and analyze the long term viability and control of the transit system as a regional entity.” 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.  It is the vision of the Transit Task Force to make public transportation, in its various forms, a viable transportation of choice.  

The Transit Task Force aspires to work together with community leaders, City Staff, and transportation advocates to champion a safe, reliable, and economic public transportation within the Tucson Metropolitan Area; and lead public transportation planning and innovation 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 Veolia Transportation, 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.  
Along with defining goals, setting specific objectives, and establishing a policy framework for the City’s transit system, 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”.  It also incorporates the guiding principles approved by Mayor and Council at the City Council Meeting on June 5, 2012:
· Efficiencies of Vehicle Types

· Maintaining Farebox Recovery Rate at Above National Average

· Segregating operating vs. capital:  including financing mechanisms

· Segregation of Modes:  Fixed Route, Paratransit, Streetcar and Express

· Segregation of projected revenues for various Modes

· Build Ridership
· Conducting a Comprehensive Operational Analysis (COA) within a two year period

· Independent Audit of management company on a regular basis to ensure sound fiscal management of system within the first six months of FY 2013
· Evaluation of options for insurance and risk management, and 
· Documented service analysis from areas of the City that do not have the same ridership opportunities. 

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 Short Range Transit Program (SRTP) and Transportation Improvement Program (TIP). 
Community Profile

Pima County, located in southern Arizona, covers an area of approximately 9,200 square miles.  The April 2010 Census population count was 980,263, with 353,264 or 36 percent residing in the unincorporated area.  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.  Pima County’s population is projected to reach 1.45 million by 2041. Nearly 85 percent of the county’s land is federal, state or Native American owned. The median age for residents is 35.7 years.  The race and ethnicity breakdown in Pima County is: White 57.2%, Hispanic/Latino 32.8%; Black 3.1%; American Indian 2.5%; Asian 2.4%.

[image: image44.jpg]c1oz/Ln/et ¥T JO g o8ed Juawnoog SUBOM

'198pnq ysuel] ssejp
3yl Aq paainbal JUBWISIAUI pUN4 |BISUSL) 3Y} 9INPaJ 0} Ue|d 1ISUBl] 2189111 JBIA SAI{ BYI U] SUI[INO SE “S3INSEIW UO }JOM ||IM JJB1S
pue 32104 yse] ysuel] ay] ‘Aepol Sunesado si waisAs 9yl Yolym Japun suoidwinsse ay) Uo 3jing sl 1SeI3104 Al SIY} ‘DA0GR PIRLS Sy

'sieaA SUIA[INO aY3 Ul JUSWISIAU| pUN4 |EIBUS L) U} 4O JUNOWE 3Y} SASEIIOU] ddUBUUIEW pazijeydeds
Ul 41Ys Y3 01 UOILIPPE Ul 92INOS 9NUIASI UL SSO| SIY| "91eGa1 DND 31 JO SSO| 31 104 000009$ Jay10ue pue || 4¥17 ‘4v11 Yysnoiyy
paAldal Ajsnoinaid snuaaal ul 000‘000°cS AlRewixoldde 10| sey 198png 1suel] Sse|p 3y} ‘sieah aal 1sed sy3 1sAo ‘uonippe u|

'suea pue sasng Ajuewrid ‘quawdinba |eudes jo aseyoind ayy 1oy pawweiSoid usaq sey spuny 3say} Jo asn ainind saoAd
198pnq aal 1sed ay) 10} dUOp U3 SeY 1BYM S| YdIym sasuadxa adueualulew jo uofriod ulelsad e azijended 01 9|qe ale saoualy
'saseyaund |ended Joy s1 Suipuny siy] "siseq [enuue ue uo spuny ZOES |B1apay ul siejjop uol|iw ¢T Aplewxoidde saaladal HsURL] SSEA

'921A19s Hsueieled Jo Yimois ay) pue ‘sasnq isuely
"9'] ‘saunypuadxa [endes 1of pazijin Sulaq siejjop |eiapad 0} anp Aliewiid aie JUSWISIAUL puUN [BIBUID By} 0} Sasealou| 1a8pnq
1sueld] SSe|A| 9U3 JO %8 Ajorewixoidde ag 01 aNUIUOD ||IMm $)SOD spied pue [any ‘10qe| “4Seda10) 1eaA DALY B3 OJUI pIemio) SUIAOA

's3509 Sunesado yur] uns ayl Jo uoIppe 3yl pue s1s0d Sunelado uep UNS Ul 3sEaIdUl BY] ‘SUBA pUR sashq Juawade|dal 01
?oueualulew aanuasald wouy Suipuny w4 ul WHYs ay3 o1 anp Ajliewd st siy] 198png paldope £TOT 1BIA |BISIH WOy %QT 10
‘0£T'29T°LS Aq aseanul T 1B3A [BISI] WO %8T 10 ‘O£ /9T LS AQ 9SBa10UI HTOT 1B3A [BOSIH 10} SNUBASI pUN [RIBUSD Y]




Tucson Metropolitan Area
The 2010 Census lists 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, the center of a metropolitan area over 400 square miles.  The median age for Tucson residents is 33.0 years.  Race and ethnicity in Tucson include: White 47.2%; Hispanic 41.6%; Black 4.5%; Asian 2.7%; American Indian 1.7%.

As the primary transportation alternative to the motor vehicle, our 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 as an alternative to single occupancy vehicle use; convincing motorists to ride Sun Tran can positively affect air pollution levels in our area:

“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 air pollution in the county comes from motor vehicle use.”


[image: image1]
Description of Existing Services and Resources
Sun Tran – Fixed Route Service

With more than 600 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 into 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 40 fixed routes cover 296 square miles.
Sun Tran remains committed to helping the environment through the use of alternative fuels.  In 2007, Sun Tran reached a significant milestone with the entire bus fleet running on cleaner-burning fuel technologies.  Currently, 173 buses run on B5 biodiesel, 69 run on Compressed Natural Gas, and one hybrid biodiesel/electric vehicle was added to the fleet in 2010.  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 6.6 years.  Later this year, Sun Tran will accept shipment of 23 replacement vehicles and 12 additions to the fleet.  Of these 35 vehicles, 25 will run on Biodiesel and 10 will be run on hybrid technology.
In FY 2009, Sun Tran’s ridership peaked at 21.6 million passenger trips.  Although ridership has declined since that time due to a 2010 strike and 2011 fare increase, Sun Tran provided 19.9 million passenger trips in FY 2012.  Per Mayor and Council direction, Sun Tran’s goal for FY 2013 is to increase ridership by 10 percent.  The SunGO implementation date is scheduled for early 2013.  It is anticipated that staff will be able to provide more specific ridership information beginning in FY 2014. Of particular interest is the percentage of City of Tucson residents utilizing the transit system compared to residents of surrounding jurisdictions.
In February 2012, Sun Tran assumed management of the Special Services Office downtown, which improves efficiencies, 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 is decreasing and abandoned call rates are down dramatically. The Special Services Office sells bus passes, qualifies individuals for the Economy Pass Program, and adds value to Sun Van passenger accounts.
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Sun Van – Paratransit Service

Sun Van, Tucson’s Paratransit agency since 1987, meets the standard set under the Americans with Disabilities Act (ADA) of 1990 and provides transportation service to those individuals unable to use Sun Tran’s fixed route service due to their disability.  The service is available to persons with disabilities whose disability prevents them from riding the fixed route bus (Sun Tran) and who have a current ADA Paratransit Eligibility Card issued by the City of Tucson.  Serving the Tucson Metropolitan area and portions of Pima County, and 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 above and beyond the stipulations of the ADA.  Sun Van’s optional service is provided in areas of the city without fixed route Sun Tran service, the largest area being southeast Tucson.  
With 238 employees and a fleet of 125 ADA accessible vehicles, Sun Van provides complementary ADA service to the Sun Tran system.  During FY 2011, Sun Van recorded ridership of 484,373 passenger trips, an increase of 4.4 percent over the previous year, as well as 4 million total system miles. Total passenger ridership in FY 2012 was 520,320 an increase of 35,947 passenger trips or a 7.4% increase over FY 2011. 
	Sun Van
	Total
Sun Van ADA
Passenger Trips
	% Increase over Previous Year
	Total
Sun Van Optional
Passenger Trips
	% Increase Over Previous Year
	Total Passenger Trips
	Total % Increase Over Previous Year

	FY 2011
	446,398
	4.80%
	37,975
	-.03%
	484,373
	4.4 %

	FY 2012
	475,687
	6.60%
	44,633
	17.50%
	520,320
	7.4%


Downtown Loop
The downtown-area circulator provides free transit service to improve access to community service, government offices, courts, educational facilities and area businesses.  The service is partially funded by a Federal Transit Administration Job Access Reverse Commute (JARC) grant. 
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Additional Transportation Services Provided by Jurisdictional Partners (for informational purposes only):

A map of the fixed route services provided by jurisdictional partners connecting to Sun Tran is provided in Appendix I.

Sun Shuttle
Sun Shuttle is neighborhood transit service in Marana, Oro Valley, Catalina, Sahuarita, Green Valley, San Xavier, Tucson Estates and Southeast Tucson/Rita Ranch.  Provided with funding from sales tax collected from the Regional Transportation Authority (RTA), Sun Shuttle is part of the regional seamless transit system.  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 regional seamless system. The cost of 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 service for individuals traveling in Oro Valley.  Service areas vary for seniors, persons with disabilities, or the general public.  Currently this service is provided by the Town of Oro Valley.

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 allow 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.
RTA Special Needs Transit

RTA Special Needs Transit is the advance reservation door-to-door transportation service provided by the RTA to persons who have disabilities and who reside within the special needs eligibility area.  The eligibility area comprises parts of Pima County including Central Tucson and portions of Marana and Oro Valley.  Currently, this service is handled by Handi-Car and is funded through the Federal Transit Administration and the RTA. 

Transportation Services in Development:

Sun Link
Sun Link, the Tucson modern streetcar, is the product of an extensive transit study and was included in the RTA Plan approved by voters in 2006.  The 3.9-mile streetcar will connect major centers of social and economic activity where more than 100,000 people live and work within a half-mile of the streetcar route, including the University of Arizona and downtown Tucson.  The streetcar is part of the area transportation system, and will be integrated with other jurisdictional transit operations including Sun Tran.  Sun Link is expected to be in revenue service in late 2013.  
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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 modern streetcar.

Related Plans, Programs and Policies
· PAG’s Transit Improvement Program (TIP)
A five-year schedule and budget of proposed transportation improvements within eastern Pima County.  
http://www.pagnet.org/Programs/TransportationPlanning/PlansandPrograms/TransportationImprovementProgram/tabid/172/Default.aspx
· PAG 2040 Regional Transportation Plan (RTP)

http://www.pagnet.org/Programs/TransportationPlanning/2040RegionalTransportationPlan/tabid/809/Default.aspx
· Regional Transportation Authority Plan 

A $2.1 billion, 20-year multi-modal transportation plan approved by Pima County voters in 2006, funded by a 1/2-cent excise tax, along with other regional and local dollars, such as developer impact fees. 

www.rtamobility.com
· Clean Air Act
Federal law that defines the Environmental Protection Agency’s responsibilities for protecting and improving the nation's air quality and the stratospheric ozone layer.
http://www.epa.gov/air/caa/
· RTA Regional Paratransit Study
Paratransit service evaluation conducted by the RTA Transit Working group to avoid duplication of service, improve efficiency, and standardizes fares and policies
· Title VI of the Civil Rights Act of 1964
Provides for equitable distribution of public transportation resources.
http://www.fta.dot.gov/documents/FTA_Title_VI_FINAL.pdf
· Environmental Justice

Provides equal protection for all environmental status and regulations without discrimination.
http://fta.dot.gov/documents/FTA_EJ_Circular_7.14-12_FINAL.pdf
· City of Tucson Resolution 15460

Defines the City of Tucson’s public participation process in the event of transit fare increases or services changes.

Transit System Goals and Objectives established by the Transit Task Force on October 4, 2012
In developing system goals and objectives the Transit Task Force has utilized the following model:
Mode – identify the transit mode by fixed route, express route, paratransit and streetcar;
Program – the goal or tactic that has been identified to be accomplished:
Lead Responsibility – the entity responsible for taking the lead responsibility for the identified program
Timeline – identifies that frequency of reporting, completion of goal or tactic and/or identifies when the goal/tactic will be fully evaluated and recommendation provided to decision making bodies.  

Goal 1 – Improve Service Delivery and Enhance Amenities to Retain Current Customers and Attract Riders 
Objective 1.1 - Expansion of Service Area

Improve services such as frequencies and realignment of bus routes as necessary to provide additional service on major transportations corridors such as Broadway, Oracle, Speedway, Grant and 22nd Street, while maintaining core services.  Core services include the number of days per week, minimum bus frequency, time spans, and routes that provide the majority of Sun Tran ridership.  
Maintain or improve bus routes and schedule adherence through operational improvements as identified in route reviews, on-time performance reports, and/or Comprehensive Operations Analysis (COA).  
City of Tucson, Department of Transportation (TDOT) is to coordinate with Pima Association of Governments (PAG)/Regional Transportation Authority (RTA) and surrounding jurisdictions to expand the existing service area and customer base, implementing transit improvements that are outlined in the RTA 20-year transit plan elements.  

	Mode
	Program
	Lead Responsibility
	Timeline

	Fixed & Express Route
	Route Reviews
	Sun Tran
	Quarterly

	Fixed & Express Routes
	RTA Plan Expansion
	Sun Tran/TDOT/ RTA Transit Working Group
	Quarterly

	Fixed Route
	COAS
	Sun Tran
	FY 2015

	Express Route
	COA
	Sun Tran
	FY 2015

	Fixed Route
	Market Research
	Sun Tran
	FY 2015

	Paratransit
	Customer Research
	Sun Tran
	FY 2015

	Fixed Route/Paratransit
	RTA Coordination via TDOT/RTA Transit Working Group
	Sun Tran
	Quarterly

	Paratransit
	Review of ADA Paratransit Eligibility Process and Policies
	TDOT
	FY 2015

	Streetcar
	Develop Operating Plan
	Rail Activation Committee
	FY 2013

	Sun Shuttle
	Coordinate connecting RTA service with RTA
	RTA/TDOT
	Quarterly


Objective 1.2 - Enhanced Connectivity

Enhance local and area transit connectivity by developing transit stations/park and rides where major transit corridors intersect such as Broadway at Wilmot and the Pima Community College campuses.  Plans should also include the integration of transit routes and mode connections with corresponding service schedules to facilitate efficient passenger transfer transitions.  Care should be taken to improve the interconnection of Sun Tran fixed-route system with the area network of transit services including Sun Van, Sun Shuttle, and Sun Link. 
	Mode
	Program
	Lead Responsibility
	Timeline

	Fixed Route


	Identify Park and Ride/

Transit Station Needs
	TDOT/Sun Tran


	Annual



	Paratransit
	Meet ADA requirements
	TDOT/Sun Tran
	Quarterly

	Streetcar
	Identify Route Coordination between Modes
	TDOT/RTA/Sun Tran/Sun Link
	FY 2014


Objective 1.3 Infrastructure Improvements
Implement transit capital improvements that support the community’s land-use and development goals.  Review Transportation Plans to plan and recommend facilities and infrastructures along future routings to insure success of service.  
· Support collaborative land use and transportation planning efforts that ensure the community can develop in an efficient and sustainable way. 
· Maintain, replace, and upgrade current facilities, infrastructure, equipment, and systems based on ongoing condition assessments, industry standards, ADA requirements and City of Tucson policies and procedures and capital resources available. 

· Encourage expanded use of Park and Rides within the metropolitan area.  

· Improve transit passenger facility access, shelter lighting, bus stop locations, and other amenities to enhance the waiting area and offer a safe environment. 
Sun Tran staff will provide recommendations to jurisdictional staff on needed infrastructure and amenities at each bus stop.  The requests and recommendations will be based on rider and community communications, and spacing bus stops at one-quarter mile increments wherever possible.  As of June 30, 2012, (FY 2012) bus stops and amenities include:
	Bus Stops:
	Total  2225 

	1615 have one or more of the amenities noted below:

	· Bus Stops with shelters

	937, additional seating at 190

	· Bus Stops with only benches

	506

	· Bus Stops with lighting

	464

	· Bus Stops with trash cans
	1128

	

	Park and Rides, Sun Tran specific:
	Total
25


	Mode
	Program
	Lead Responsibility
	Timeline

	Fixed Route


	Review Bus Stop

Program
	TDOT/Sun Tran


	Annual



	Fixed Route


	Review of Park and Rides, Sun Tran Contracts
	TDOT/Sun Tran
	Annual

	Fixed Route
	Passenger Amenities
	TDOT/Sun Tran
	Annual


Objective 1.4 - Analyze and implement cost efficiencies
· Utilizing smaller and larger vehicles based on productivity and inter-connectedness of routes to maximize efficiencies based on vehicle types.  Future replacement and expansion of bus and paratransit fleet should be consistent with service projections and operating characteristics of the system.  A current Fleet Lifecycle Status Report is located in Appendix II.
· Alternative Fuel (Biodiesel/CNG/Hybrid).  Achieve more efficient and energy friendly operations with features including efficient propulsion systems and non-traditional fuels. 
· Paratransit efficiencies – use of smaller 8 to 12 passenger vehicles/taxi voucher program – Replace and expand paratransit vehicles to support efficient operations. – Evaluate software programs to increase paratransit efficiency. 
· ADA Paratransit eligibility program – Review and revise as needed to include application process, training, and policy development and enforcement.   
· Work to implement Bus Rapid Transit as called for in the Regional High Capacity Transit Plan.  
	Mode
	Program 
	Lead Responsibility
	Timeline

	Fixed Route 
	Vehicle and Fuel Analysis 
	Sun Tran
	FY 2014

	Paratransit 
	Analysis of Sun Van trips
	Sun Van
	FY 2013

	Streetcar
	Bus/Rail Interface
	TDOT/RTA/Sun Tran/Sun Link
	FY2016


Goal 2 - Create a plan to capture markets to increase ridership on all modes of transit open to the general public 
Objective 2.1 - Conduct Market Research
Issue an RFP and secure funding to engage a contractor to conduct full market research study to achieve the goals of:
· Expanding TDOT and Sun Tran’s staff’s knowledge of existing and potential ridership market so that strategies and programs may be aligned to satisfy customer needs and increase ridership.
· Determining awareness levels and image of the transit system and its services.
· Determining public perceptions and attitudes about the role and direction of transit in the community
· Determine effective strategies to help condition-eligible paratransit customers use fixed route for some of part of their trips 
· Determine ridership by Ward and Jurisdiction
	Mode
	Program
	Lead Responsibility
	Timeline

	Fixed & Express
	Market Research Study
	Sun Tran
	FY 2015

	Paratransit
	Customer Research
	Sun Tran
	FY 2015

	Streetcar
	Market Research Study
	Sun Link
	FY 2016


Objective 2.2 - Develop Integrated Marketing Plan
Based on market research, develop an annual integrated marketing plan that includes:
· Outreach and community events
· Advertising
· Enhanced Customer Communications
· Public relations efforts
· Building meaningful relationships with the community that result in support for future initiatives.
	Mode
	Program
	Lead Responsibility
	Timeline

	Fixed Route
	Customer Information
	Sun Tran
	Ongoing

	Fixed Route
	Advertising Revenues
	Sun Tran
	FY 2013

	Paratransit
	Customer Information
	Sun Van
	Ongoing


Objective 2.3 - Promote Use of New Technologies

Promote use of new technologies that enhance customer convenience:
· Smart Card
· Trip Planning
· Live Bus Tracking
· QR (quick-read) Codes, two-dimensional codes readable by QR scanners, mobile phones with a camera, and smart phone.
· Mobile Phone Applications

	Mode
	Program
	Lead Responsibility
	Timeline

	Fixed Route
	SunGO
	Sun Tran
	FY 2013

	Fixed Route
	Real Time
	Sun Tran
	FY 2013


Goal 3 – Identify a Sustainable Funding Strategy 

Goal 3.1 Secure funding sources
· Identify and pursue opportunities for joint development with private sector (public-private partnerships)
· Support changes in gas tax legislation. 
· Support efforts made by public agencies and jurisdictional entities to develop local funds for transit purposes.
· Determine favorability of various options for increasing local funds for transit, including options for an additional sales tax to finance transit improvements. 
· Evaluate and recommend possible service improvement districts along the streetcar line, and in the central city for providing enhanced transit service.
· Develop an advertising plan to increase revenue.
	Mode
	Program
	Lead Responsibility
	Timeline

	All


	Identify a Dedicated Funding Source


	TTF/TDOT/Sun Tran

Sun Van/Sun Link
	To be evaluated


	All


	Encourage Public/Private Partnerships


	TTF/TDOT/Sun Tran

Sun Van/Sun Link
	FY 2013



	All


	Research and evaluate Service Improvement

District
Opportunities
	TDOT/TTF/Sun Tran

Sun Van/Sun Link
	To be evaluated

	All


	Develop Advertising Plan to increase advertising revenues

	Sun Tran/Sun Van

Sun Link
	FY 2013




Goal 4 – Develop a System Wide Fare Policy
The goal of a fare policy is to establish guidelines for setting a uniform, fair and equitable fare structure with revenue-producing requirements and established budgets.  A fare policy needs to consider financial and Title VI impacts of a fare change upon ridership, service provisions and operating budgets.
Fare Increases will be based on Consumer Price Index, transit cost indicators and the ability to meet farebox recovery goals. 

Objective 4.1 – Establish regular reviews of Fare Structure and Policy
Fare Structure and Policy will be reviewed annually. 
All impacted jurisdictions must be included in the process. 
Transit Task Force shall review and provide fare recommendations as part of the annual budget process, and if needed at other times for special circumstances.

Mayor and Council shall review and provide input on proposed changes to the fare structure and solicit public input in accordance with City Charter. 
Public notice of fare changes shall be provided as legally required, including written notice on all public transit vehicles, and legal notices to newspapers.  The public will be provided with an opportunity(ies) to comment on proposed fare changes in accordance with the Tucson Code of Ordinances.
Transit Agencies will continue to look for ways to make it easier for the general public to purchase fares online.  

	Mode
	Program
	Lead Responsibility
	Timeline

	Fixed & Express
	SunGO program
	Sun Tran
	FY 2013

	Paratransit


	Voucherless Fare Payment

Program
	Sun Tran


	FY 2014



	Streetcar
	SunGO program
	Sun Link
	FY 2014

	All Modes
	Develop Fare Policy
	Transit Task Force/TDOT
	FY 2013


Goal 5 - Maintenance and Monitoring of System Performance Standards

Objective 5.1 - Monitor and Report System Standards

Performance measures are used by transit systems for the following reasons:  

1. Systems are required by local, state, and national regulatory agencies to report on various performance measures, (e.g. the National Transit Database Base, Federal Transit Administration and OSHA).  
2. Systems utilize performance standards to identify how well and how efficiently service is provided.  Performance standards provide the basis for self-improvement for various elements including specific financial performance, departmental performance, customer satisfaction and safety. 
3. Performance measures provide decision making entities with information that help them make decisions on the level of service that needs to be provided and decisions on how to improve service.  They also provide the means to inform the public of the valuable benefits transit and paratransit provides to the community.

It is important that TDOT, Sun Tran, Sun Van and Sun Link are held accountable and responsible for the financial health of the system, the service quality impact of long-term commitments as well as managed growth and environmental stewardship.  To ensure accountability system performance indicators shall be maintained, reported and reviewed by the Transit Task Force committee on a quarterly basis.  

The following performance indicators are reported in Sun Tran/Sun Van’s monthly operations report:
· Ridership 

· Passenger Revenue 

· Passenger per Total Mile 

· Passenger per Hour

· Revenue per Passenger 

· Revenue per Total Mile 

· Farebox Recovery Ratio 

· Cost per Passenger 

· Cost per Mile 

· Miles between Road Calls 

· Miles between Bus Inspections 

· Vehicle Accidents per 100,000 miles 

· Complaints per 100,000 Passengers

· Demand 

· Cancellations 

· No-Shows 

· Passengers per Revenue Hour

· Passengers per Service Hour

· Trip Length

· Trip Time

· Pick Ups

· Pick Ups before Significantly Late 
· On-Time-Performance

· Missed Trips

	Mode
	Program
	Lead Responsibility
	Timeline

	Fixed & Express Route
	System Performance

Standards
	Sun Tran
	Qrtrly Reviews

	Paratransit
	System Performance

Standards
	Sun Van

	Qrtrly Reviews

	Streetcar
	Develop Performance

Standards
	Sun Link


	FY 2013

	Streetcar
	System Performance

Standards
	Sun Link


	Qrtrly Reviews

	Fixed & Express Route
	Review and Revise

Goals
	Sun Tran


	April



	Paratransit
	 Review and Revise

Goals
	Sun Van


	April 


Objective 5.2 - Establish Route Performance Standards

Other tools for measuring performance and determining changes in service levels and areas include Comprehensive Operational Analysis studies and Passenger Surveys.

Performance indicators such as ridership, farebox recovery rate and comparable energy consumption are utilized to evaluate individual routes (See Appendix III Sun Tran Route Profile used for Route Evaluation Purposes).
Objective 5.3 - Conduct COT Independent Audit of Transit System
Sun Tran and Sun Van are reviewed by the Federal Transit Administration, the National Transit Database, and Department Of Labor.  TDOT is responsible for ensuring that the operation of the systems meet all federal transit administration regulations and guidelines.  Beginning with FY 2013 Sun Tran/Sun Van will participate in a review with the City of Tucson Independent Audit and Performance Commission.  
Annual Reviews
The Transit System currently undergoes numerous regulatory reviews performed by external agencies on a periodic basis.  These reviews include:

· FTA Triennial – last performed in FY 2011

· FTA Financial Management Oversight - last performed in FY 2011

· Single Audit of Grantee (per Circular A-133) – Performed Annually

· FTA Drug and Alcohol – Last performed in FY 2011 

· National Transit Database Review – Performed Annually
· Parts Inventory Audit – Performed Annually
There are also additional reviews that are performed in-house and others that are performed in conjunction with the City of Tucson, (e.g., fare box collection review, annual facility inspections that address employee and public safety issues, work environments and a review of work practices and safety programs). The Transit System operation is also subject to the City’s annual independent financial audit. 

The Transit Task Force recommends that the Mayor and Council’s Independent Audit and Performance Commission (IAPC) perform an independent review of the system during fiscal Year 2013 to ensure sound fiscal management, and then as often as deemed necessary.  This review would include an examination of financial and system performance data in addition to external audit reports, findings, and corrective actions. 
On January 9, 2013, the IAPC concluded the requested review exceeded the IAPC’s capabilities.  However, the IAPC will undertake a detailed review of the Five-Year Financial Forecast at a later date and provide a report to Mayor and Council.  The full text of this report is located in Appendix IX.
	Mode
	Program
	Lead Responsibility
	Timeline

	Fixed Route
	Independent Review
	IAPC
	FY 2013

	Express
	Independent Review
	IAPC
	FY 2013

	Paratransit
	Independent Review 
	IAPC
	FY 2013

	Fixed Route/Paratransit
	FTA Triennial Review
	Sun Tran/TDOT
	FY 2014

	Streetcar 
	Independent Review 
	IAPC
	FY 2014


Financial Plan 

Overview

The City of Tucson City Council approved Sun Tran/Sun Van’s FY 2013 operating budget in June 2012. 
For 2013, Sun Tran’s expected total operating cost is approximately $58.7 million.  Sun Van’s expected total operating cost is approximately $14.1 million.  The operating budget is made up of General Fund Investment, farebox revenues, IGA revenues and operating grants. The City Council also approves funds for Mass Transit's capital expenses. For Fiscal Year 2013, the Mass Transit planned capital expenditures are approximately $118.7 million. The CIP budget includes Federal funding, RTA funding and General Fund Investment. Of this amount $24.1 million funds Sun Tran's replacement and expansion buses and the CNG fueling upgrade at the South Facility, $321,000 fund Sun Van's expansion vans, $6.6 million fund two new Park and Ride facilities and the Downtown Intermodal/RTC improvements, and $87.6 million fund the Streetcar project.
History of Sun Tran/Sun Van Funding 

1969  
City took over Sun Tran
1977
Fare Increase from $ .25 to $ .35
1980
Fare Increase, base to $ .50

1981
Local Transportation Assistance Fund established by Arizona Legislature based on voter approval of lottery in 1980 election. 
1985
Fare Increase, base to $ .60

1987
Sun Van established in accordance with Americans with Disabilities Act
1992
Fare Increase, base to $ .75

1994
Fare Increase, monthly pass increase only

1997
Fare Increase, base fare to $ .85

1998 
LTAF II - program was funded by Powerball earnings, due to state budget cuts program was eliminated in 2010.
2000
Fare Increase, base to $1.00
2006 
Voter approved one-half cent sales tax for RTA implemented
2009 
Fare Increase, base to $1.25; no economy fare increase
2011 
LTAF II funds eliminated (averaged $860,000/year)

(Funds eliminated in 2010; additional funds were made available in FY11 in the amount of $436,400)
2011
CNG Rebate eliminated (December 31, 2011 - Rebate averaged $700,000/year)
2011 
Fare Increase, base fare to $1.50

Contractor/Management-Executed Efficiencies

While the largest contributing factor to the increased farebox recovery in FY 2012 was the July 1, 2011 fare increase, there were a number of efficiencies created in FY 2012 and prior years that helped the system contain costs.  Currently 83.7% of Sun Tran costs consisting of labor, fuel and bus parts. 

Though the list below illustrates the fact the Sun Tran/Sun Van organizations have implemented a broad variety of measures to contain costs.

FY 2012
· Continued vacancy management 

· Administrative employee wage freeze

· Solar Power generation at new facility reduced electrical costs

· Exempt management employees worked nights and weekends to staff UA football shuttles, saving on operational costs

FY 2011
· Layoff of administrative employees, closure of transit center booths

· Vacancy management

· Operated with a 22 percent reduction in administrative staff compared to budgeted staffing levels for FY 10

· Increased use of part-time coach operators

· Negotiated lower rates for administrative employee health care policies, which resulted in health and welfare benefit reductions (employees bearing costs of higher co-pays, reduced pay-outs, fewer covered services)

· Exempt management employees worked nights and weekends to staff community event shuttles

· PTM/Veolia management fee held flat for previous three years

· New labor agreement negotiated resulting in additional cost savings

· Deferred purchase of capital expenditures (replacement buses)

FY 2010
· Negotiated decrease in administrative health care premiums

· Deferred purchase of capital expenditures (replacement buses)

· Reduced the Marketing budget by 12 percent and partnered with RTA to promote regional transit use

· PTM opened a second Sun Tran transit facility, saving deadhead miles by geographically deploying buses throughout the region

· PTM decreased overtime at Sun Tran by 60,000 hours over a three-year period

· PTM researched and instituted use of new products for graffiti deterrent and abatement, saving both time and materials in our maintenance department

Highlights of the 2013 Budget
The budget for FY 2013 was adopted in June 2012.  The FY 2013 budget reflects Sun Tran and Sun Van’s ongoing efforts to control costs and deliver the most value possible for the public’s tax and fare dollars. Through discussions between Sun Tran, Sun Van and TDOT, just over $1 million of new operating efficiencies were incorporated into the FY 2013 budget. 
Sun Tran included the following efficiency measures in the FY 2013 adopted budget:

· Decreased the budgeted cost per mile from $ 0.47 to $0.44 due to anticipated savings from the use of newer vehicles. Further decreased the budgeted cost per mile to $0.42 in order to reduce the general fund contribution, saving a total of $193,000

· Saved $60,000 from the new management contract 
· Coordinated between private security and TPD in regards to the hours Tucson Police Department  was present at the centers, resulting in a savings of $83,200

Sun Tran continues to seek cost-saving measures beyond those allocated in the FY 2013 budget:

· Facilitated an agreement between Gillig and Cummins to replace/repair the diesel particulate units on the 2700 and 2800 Gilligs.  The project is completely funded by Gillig and Cummins, and will save Sun Tran approximately $150,000 a year relative to out-of-service buses and labor costs
Though Sun Tran has identified further savings in FY 2013 as mentioned above, it is important to note that there may be certain unplanned costs that will attribute to the expenditures coming in over budget.  
Sun Tran/Sun Van’s Financial Situation
Since FY 2010 Sun Tran/Sun Van has experienced a loss of funding i.e. LTAF, CNG rebate as stated prior on an annual basis this accounted for over one million dollars a year. 
Sun Tran and Sun Van have managed this difficult financial situation and core service has been preserved.  Steps taken to manage the financial situation include practicing vacancy management, lay-off of administrative staff, and finding efficiencies within the budget.
The City Council approved two fare increases in the past four years, for a total fifty percent increase to regular base fare.  In August 2009, the base fare increased 25 percent, while there was no increase to the economy fare.  In July 2011, the base fare increased 20 percent and the economy fare increased by 25 percent.  
Budget Planning

Sun Tran, Sun Van and Transit Services have been identified as “Program Areas” of the City of Tucson’s Department of Transportation in recent annual adopted budget documents.  It is anticipated that Sun Link will be identified similarly in future City budgets.  Typically, administrative and financial staff members who oversee program areas are responsible for preparing their own budgets and submitting them to appropriate City departmental staff. To develop a budget, Sun Tran/Sun Van forecasts expected revenues from fares and other sources, and expected expenditures for fuel, wages and benefits, inflation, and costs for services. Based on these assumptions and established financial policies, Sun Tran/Sun Van makes and submits budget recommendations.  Current funding sources include the City of Tucson General Fund, Farebox Revenue, Advertising Revenue, Intergovernmental Agreements, and Capital Grants. 
City staff reviews Sun Tran/Sun Van’ proposed budget and may modify it before compiling it into the whole TDOT budget. City staff submits the proposed TDOT budget to the Budget Office within the scheduled budget submission time frame.  Per City Charter, the City Manager submits the Recommended Budget to the Mayor and Council on or before the first Monday in May of each year, or on such date in each year as fixed by the Mayor and Council.  The Mayor and Council reviews and amends the budget before adopting it on or before June 30th for the fiscal year beginning July 1st. 
Five Year Operating Plan

Beginning in 2011, Sun Tran/Sun Van has been required to annually prepare a five-year operating plan.  
A draft Five Year Operating Plan for FYs 2014-2018 is included as Appendix IV; it is important to note that these projections are provided in a working document.  Staff will continue revising these Operating Plan projections as updated information becomes available during development of the Recommended FY 2014 operating budget and the FYs 2014-2018 Capital Improvement Program budget.    

Per Mayor and Council direction, this Operating Plan working document segregates the following summary and detail information:

1. System Modes: Fixed Route (Sun Tran), Paratransit (Sun Van), Express (Sun Tran) and Sun Link (Streetcar)

· Revenues

· Expenditures

2. Operating vs. Capital Budgets, including funding mechanisms

	Mode
	Program
	Lead Responsibility
	Timeline

	Fixed Route
	Budget Development
	COT/TDOT/Sun Tran 
	FY 2013

	Paratransit
	Budget Development
	COT/TDOT/Sun Van 
	FY 2013

	Express
	Budget Development
	COT/TDOT/Sun Tran 
	FY 2013

	Sun Link
	Budget Development
	COT/TDOT/Sun Link 
	FY 2013


The Five Year Operating Plan projections currently include the following assumptions for FY 2014:
· Passenger revenues increase 3% 
· Advertising revenues increase 5% 

· Raytheon revenues increase slightly based on FY 2012 actuals

· Other (miscellaneous) revenues decrease up to $500,000 each year due to no longer receiving federal fuel tax credits. 
· Sun Link operations will start in latter FY 2014

· PTM/Veolia will work with TDOT on an alternate liability reserve structure
Federal Transit Administration (FTA) Funding:
Majority comes from Section 5307 – Urbanized Area Formula Funds.  The Formula is based on the following:

· 50% Bus revenue vehicle miles
· 25% Population

· 25% Population X Population Density

2010 Census Map of Urbanized Area (UA)
The Federal Register dated August 24, 2011 provides detailed criteria relative to the 2010 Census urbanized areas, and defines urbanized area as “A statistical geographic entity consisting of a densely settled core created from census tracts or blocks and contiguous qualifying territory that together have a minimum population of at least 50,000 persons.”
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According to the March 27, 2012 Federal Register, as a result of the 2010 Census, there are 497 urbanized areas in the United States.  Within this same Federal Register, the Tucson urbanized area is defined as having an Urbanized Area population of 843,168 and is ranked
52nd in U.S. population.  
Service Plan 

Current service provided can be found under Description of Existing Service and Resources of this document.  Sun Tran currently operates 40 routes throughout the Tucson metropolitan area.  Appendix V lists Sun Tran routes and the Wards that are serviced and provides a current system map. Also found in Appendix VI is a map of the Sun Van service area.  
Service Studies recommended to be performed:

Comprehensive Operations Analysis (COA)
Purpose:

· Evaluate the performance of individual routes and system wide operations

· Evaluate schedule adherence of individual routes

· Provide information on boarding’s and alighting’s by route and stop

· Provides recommendations on operational improvements

Route Reviews
Staff has committed to complete a review of all routes, starting with routes that have been identified as underperforming, as documented in the Sun Tran Route Profile (Appendix III), or identified to have service issues.  The profile focuses on four areas: Ridership (passengers per hour), financial (farebox recovery) and energy (pounds of CO2 per passenger).  These measures and their standards were suggested by staff and approved by the Transit Task Force.  Underperforming routes are those routes not meeting the standard on two out of the three categories.  Staff will review a minimum of one route per month.  The entire system will be completed within a three-year period.  Specific routes may be reviewed more than once if need be.  Changes to the Sun Tran system may have an effect on other modes.  The following opportunities for efficiency will be reviewed:  
Fixed/Express Service

· Routing changes

· Frequency adjustments

· Running time 

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

Paratransit

Implement changes to service areas and hours due to adjustment and upgrades to the fixed/express system and review ADA optional service, e.g. taxi voucher system.
Investigate expanding the use of Conditional Eligibility for Sun Van ADA eligible clients when possible and appropriate.  Encourage use of Sun Tran for trips that an individual is not conditionally eligible. Identify and address conditions that are determined to be environmental barriers that prohibit passengers with disabilities from riding Sun Tran.   

Streetcar

Opportunities to become more efficient/cost effective by integrating other modes with the streetcar via transfers or shifting of service area to the streetcar line

Neighborhood Circulators

Replacing 40-foot bus service from neighborhood streets and replacing with smaller buses which would feed fixed route service on main arterials.  Advantages include:
· Smaller buses traverse narrower side streets better than larger buses and are general more acceptable by neighborhoods than larger vehicles

· Main street routes operate at a higher rate of speed and become more cost efficient

· Circulator routes can be operated in many different fashions such as fixed, flex or dial a ride service
· Service can be implemented in new areas with potential ridership.  As need increases the expanded area would be moved to larger buses
Cost savings realized in the review process will be reallocated to service areas in need or to provide new or upgraded service. 

RTA Plan and Expansion 

As the RTA Plan was developed prior to 2006, it should be reviewed annually to determine current needs of the community.  Staff will prepare recommendations for updates to the plan as well as a reprioritization of the plans projects.

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


Marketing Plan
The purpose of a marketing plan is to develop a road map that assists the system grow.  The plan identifies objectives and marketing strategies. Marketing ensures that current and potential customers are aware of the services available and how to use them. 
These objectives will steer the annual development of all marketing activities, including communications, public relations, promotions, and advertising campaigns. 

Objectives: 

1. Increase awareness of integrated seamless area transit options to increase ridership
Background

Though ridership on Sun Tran has fluctuated in the past five years, it increased 14.9% between FY 2006 and FY 2009.  In FY 2009, with the help of later weeknight and weekend service additional express routes and rising gas prices, the system peaked with ridership of 21.6 million passenger trips.  In FY 2010 and FY 2011, the national recession, two fare increases, and a labor strike negatively affected ridership.  In FY 2012 ridership loss was predicted to fall as much as 10 percent due to a July 1, 2011 fare increase.  Surprisingly, ridership slipped only 2.5 percent to 19,971,230 passenger trips. 

Though no RTA-funded services are scheduled for implementation in FY 2013, the system expects to attract new riders and expand its discretionary rider base with the launch of the new SunGO SmartCard fare payment system. 

Sun Van ridership grew by 11% between FY 2006 and FY 2012, peaking at more than one-half million rides, an all-time high for the paratransit system. Approximately four of five passengers qualify for the economy fare, and economy ridership growth is outpacing regular fare ridership growth.

Due to the high cost of providing paratransit trips, Sun Van does not actively market to increase ridership on the system.  However, efforts can be made to encourage paratransit riders with conditional eligibility to use Sun Tran when possible.

Strategies

· Promote Get On Board program and expand employer outreach

· Promote U-Pass college program and expand campus outreach

· Communicate benefits that Sun Tran provides to individuals and families
· Encourage Sun Van riders with conditional eligibility to ride Sun Tran, when possible 

· Communicate the availability of new transit services

· Conduct community outreach
· Coordinate with City of Tucson and RTA to develop marketing plan for launch and ongoing promotion of Sun Link

Timelines

· Ridership goals should be determined by mode on an annual basis, considering a variety of factors including but not limited to: historical ridership, anticipated changes in service levels and fares, status of labor negotiations, the state of the general economy and consumer fuel trends.

· Based on the available human and financial resources, the annual marketing plan shall determine the activities best designed to meet the annual ridership goal.

	Mode
	Program
	Lead Responsibility
	Timeline

	Fixed Route, Express, Streetcar
	Get On Board


	Sun Tran
	Annually



	Fixed Route, Express, Streetcar
	U-Pass
	Sun Tran


	Annually



	Paratransit


	Promote START program to Sun Van riders
	Sun Tran/Sun Van


	Annually



	Fixed Route, Express, Streetcar
	New service promotions
	Sun Tran/Sun Link
	As new service is implemented

	Fixed Route, Express, Streetcar, Paratransit
	Community outreach
	Sun Tran
	Annually


2. Attract and retain riders by boosting confidence, enhancing convenience and building relationships with customers

Strategies
· Promote SunGO fare payment system

· Capitalize on improved communications and information technologies such as a mobile website, real time information, online fare payment system, etc.

· Support internal programs to foster customer-focused service
· Enhance internal communications to inform employees of company priorities, goals and initiatives
Timelines
· The SunGO fare system is scheduled to launch in early 2013
· Sun Tran’s mobile version of the website is scheduled to be completed in the fall of 2012.

· If sufficient funding is available, an update of Sun Tran’s current website should occur in FY 2014. 

· Customer-focused internal programs and communications efforts should be assessed and adjusted on an annual basis.

· Communication technologies change very quickly.  At minimum, an annual assessment should be made to determine priorities and available resources to implement programs.

	Mode
	Program
	Lead Responsibility
	Timeline

	Fixed Route, Express
	SunGO


	Sun Tran
	Early 2013



	Fixed Route, Express
	Mobile website
	Sun Tran


	Fall 2012



	Fixed Route, Express
	Open Data Feed/Google Transit (static data)
	Sun Tran/Sun Van


	Early 2013


	Fixed Route, Express, Paratransit
	Internal communication enhancement
	Sun Tran
	FY 2013, updated annually

	Fixed Route, Express, Streetcar, Paratransit
	Website upgrade
	Sun Tran
	FY 2014

	Streetcar
	Incorporate streetcar info into Sun Tran website, trip planning, Web Tracker and other collateral pieces
	Sun Tran
	FY 2014


3. Improve public perception and support of Sun Tran’s family of transit services
Strategies

· Promote organization’s focus on customer service and reliability
· Communicate transit’s benefits to the city and surrounding area residents
· Communicate organization’s financial and operational efficiencies
· When communicating to the public about transit improvements, emphasize how they are delivered in relation to city or jurisdictional initiatives, voter-approved plans, timelines and/or budgets

· Build relationships with key stakeholders

· Position Sun Tran as a mid-size transit industry leader
Timeline
· Specific tactics to meet these objectives should be included in the annual marketing plan.
	Mode
	Program
	Lead Responsibility
	Timeline

	All
	Public and Media Relations
	Sun Tran
	Evaluated and updated annually

	All
	Outreach
	Sun Tran


	Evaluated and updated annually

	All
	Monthly Compliance Reports, Monthly Operational Reports, Annual Reports
	Sun Tran/Sun Van


	Monthly and annually


4. Obtain current demographics, attitudes and awareness measurements for riders and non-riders to effectively implement and market transit services

Strategies

· Conduct market-wide research
· Conduct customer satisfaction studies

Timeline
· Major market studies should be undertaken every three to five years, depending on funding availability.  The RFP for the next major market study will be written in FY 2013, anticipating a contractor will be engaged to conduct the study in FY 2014.  
· Customer satisfaction studies should be conducted by mode, and gauge perception of the current rider base.  Optimally, customer satisfaction surveys for Sun Tran should be conducted every one to two years, based on available funding.  Sun Van should conduct customer satisfaction surveys every two to three years.
	Mode
	Program
	Lead Responsibility
	Timeline

	Fixed, Express, Streetcar
	Market Research
	Sun Tran
	FY 2014

	All
	Customer Satisfaction Studies
	Sun Tran


	FY 2014-2015


5. Increase advertising revenues


Background
Sun Tran currently has four buses with full bus wraps. The chart below provides information regarding advertising revenue over the past seven years.
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Advertising products available to the public are being reviewed and expanded on in order to increase the amount of advertising revenue.  FY 2013 goal is to increase advertising revenue by 77 percent over FY 2012 revenues.
Strategies
· Evaluate product mix

· Contact new and existing clients on a regular basis
· Develop sales tools to provide information to clients

· Provide valid research on impact of bus advertising

· Conduct market research

Timelines
· Revenue targets should be analyzed on an annual basis. 

	Mode
	Program
	Lead Responsibility
	Timeline

	Fixed
	Bus Advertising exteriors, interiors and collateral materials
	Sun Tran
	FY 2013

	Paratransit
	Evaluate revenue potential and level of community support
	Sun Tran/Sun Van
	FY 2014


In 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 Staff and transit providers working together to improve the community’s quality of life by providing safe, efficient, reliable, customer-focused public transportation.  
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Sun Tran Active Fleet as of August 2012:
# of Buses Model Year Average Age Average Miles

2 1994 17.84 624,093
24 1997 14.80 649,051
45 2001 10.90 459,241
38 2005 6.95 378,271
12 2007 5.51 285,251
65 2008 4.20 122,978
25 2009 2.57 80,121
20 201 0.91 44,517
12 2012 0.08 2,802

243 Total 6.34 Years 272,285

Sun Tran Expected Active Fleet as of January 2013:
# of Buses Model Year Average Age Average Miles

45 2001 11.22
38 2005 7.32
12 2007 5.37
65 2008 4.93
25 2009 3.62
20 2011 0.99
12 2012 0.08
35 2012 0.00
252 Total

*Includes 12 expansion buses purchased in 2012.

Sun Tran Expected Active Fleet as of June 2014:
# of Buses Model Year Average Age Average Miles

18 2001 12.72
38 2005 8.82
12 2007 6.87
65 2008 6.43
25 2009 512
20 2011 2.49
47 2012 1.58
27 2014 0.00
252 Total

Sun Tran Expected Active Fleet as of June 2015:
# of Buses Model Year Average Age Average Miles

38 2005 10.32
12 2007 8.37
65 2008 7.93
25 2009 6.62
20 2011 3.99
47 2012 3.32
27 2014 1.50
43 2015 0.00
277 Total

*Includes 25 expansion buses to be purchased in 2015.
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Sun Van Active Fleet as of July 1, 2012:
# of Buses Model Year Average Age Average Miles

1 2007 5.03 148,448

77 2009 2.98 108,644
47 2011 0.63 23,741
125 Total 2.12 Years 77,039

Sun Van Expected Active Fleet as of June 30, 2013:
# of Buses Model Year Average Age Average Miles

1 2007 6.03

77 2009 3.98

47 2011 1.63

2 2013 0.00
127 Total

*Includes 2 expansion vans to be purchased in 2013.

Sun Van Expected Active Fleet as of June 30, 2014:
# of Buses Model Year Average Age Average Miles

36 2009 3.62

47 2011 2.63

2 2013 1.00

42 2013 0.00

2 2013 0.00
129 Total

*Includes 2 expansion vans to be purchased in 2014.

Sun Van Expected Active Fleet as of June 30, 2015:
# of Buses Model Year Average Age Average Miles

47 2011 3.63

2 2013 2.00

44 2013 1.00

2 2014 0.00

36 2014 0.00
131 Total

*Includes 2 expansion vans to be purchased in 2015.

Sun Van Expected Active Fleet as of June 30, 2016:
# of Buses Model Year Average Age Average Miles

19 2011 4.21

2 2013 3.00

44 2013 2.00

38 2014 1.00

28 2015 0.00

2 2015 0.00
133 Total

*Includes 2 expansion vans to be purchased in 2016.

Sun Van Expected Active Fleet as of June 30, 2017:
# of Buses Model Year Average Age Average Miles

2 2013 4.00

44 2013 3.00

38 2014 2.00

30 2015 1.00

19 2016 0.00
133 Total

C:\Users\mjoseph1\AppData\Loca\Temp\GWViewer\Sun Van Revenue Vehicles Life Cycle 5 yr Plan Updated 9.25.12Sun Van Life Cycle
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Recommended Fixed-Route Performance Standards

Standards imply accountability, comparison, and remediation in the event of non-
compliance. Standards should be straight-forward and derwved from a rational, transparent
basts. The performance standards recommended below are related to the effectiveness and
sustainability of Sun Tran’s fixed-route system. These performance standards reflect an
approach that seeks to improve the system’s performance as it relates to its riders, the
environment, and taxpayers.

Performance Standard 1: Ridership

Ridership 1s a basic indication of a transit route’s effectiveness in serving the community.
There may be a dialogue about serving a particular facility, geography, or community, but if
the result is a route that has little or no ridership, cleatly this goal is not met. It may be that
the service 1s designed poorly or that densities do not justify fixed-route bus service. Only
by having a minimum performance standard can these routes be fairly evaluated and
remediated.

Productivity is 2 measure of riders per revenue hour and is used as the framework for the
ridership standard.

Regular Routes Ridership Standard

The annual performance standard 1s produced based on the most up-to-date actual annual
riders per revenue miles. For regular Fixed-Route Service in Tucson the best indicator of
potential performance is a route’s relation to downtown, referred to as the Central Business
District (CBD). A route that ties into downtown has more connectivity than other routes
and 1s expected to meet a higher standard. This type of route 1s referred to as a Radial Route
under the existing Sun Tran performance monitoring program.

Current considerations:
For routes traveling into the CBD, the current performance standard 1s 75% of the

systemn average considered as meeting the standard. For all other routes, the current
standard 1s based upon different percentages of the system average, differing
between feeder and connective routes. There has been confusion about the
classification of routes, using this standard.

Recommendation:
To simplify this process, it 1s recommended that the standard for Radial Routes be
18 passengers per hour. The recommended standard for Non-Radial Routes 1s 16
passengers per hour.

Sun Tran Fixed-Route Performance Standards
8/16/11
Page 1 of 4
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From a performance evaluation perspective, the Express Routes have the benefit of
not being in operation in off-peak times when travel demand is lighter. Express
Routes typically have longer route miles, with a higher percentage of the miles (both
revenue and non-revenue) being non-productive since they generally pick up
passengers in the outer areas of service and travel without stopping through the
service area to the CBD. For this reason the productivity expectation for Express
Routes should be based upon ridership per trip.

Current considerations:

The existing standard is that a route would carry 20 — 24 passengers per trip to be
considered as meeting the standard. This is an extremely high standard, especially
for fairly newly implemented service.

Recommendation:

It 1s recommended that an Express Route is considered as meeting the standard
when carrying a range of an average 14 to 18 passengers per trip. It is also
recommended that the Express Routes which include Reverse Commutes be noted,
as while these types of trips are useful, they tend to bring down the route’s average.

Performance Standard 2: Comparable Energy Consumption

Since the 1970’s, there has been recognition of the value of mass transit as it pertains to
environmental sustainability and energy conservation. Often missing from this recognition
are any measurable outcomes other than trips avoided. Because they are larger and heavier,
transit vehicles actually consume more energy per vehicle mile traveled than private
automobiles. In order to reap any benefit as it pertains to energy consumption, looking at
energy consumed per passenger mile is the easiest to obtain and likely the most effective in
measuring outcomes. A common measure of energy usage is miles per gallon, (MPG)..

A minimum standard for MPG’s per passenger mile is useful in evaluating the performance
of routes in a different way than the previous standard. MPG’s per passenger miles speak to
energy consumed or saved for a particular vehicle type given a particular trip pattern.

At the very minimum, a bus route should perform equally to the private automobile i terms
of energy consumed per mile traveled for each passenger. The average passenger vehicle
averages 21.7 miles per gallon. While routes will have trips that fall under this standard, no
route should be worse than an automobile when judged from the cumulative service
provided.

In utilizing this performance standard the average load factor, or passenger miles would be
divided by platform (vehicle) miles, thus providing information on how many people are
served for every mile of travel. Sun Tran’s National Transit Database report for its fiscal year
2010 indicates 76,200,599 passenger miles and 7,940,148 miles operated. Tt will be
mmportant to re-evaluate this standard as new propulsion sources come on line. The
established standards would need to be amended to reflect those sources. Carbon-based fuel

Sun Tran Fixed-Route Performance Standards
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[image: image11.jpg]sources have different concentrations of energy. Electrified systems use generally less energy
and therefore may have different ratio which would be a2 minimum standard m the event
such vehicles are added to Sun Tran’s fleet.

Current considerations:
Comparable Energy Consumption 1s not a current performance consideration.

Recommendation:

If 2 Comparable Energy Consumption route performance indicator is of interest to
the sub-committee; it 1s recommended that we analyze the fuel cost of transporting
passengers on public transit vehicles versus mdividual operating private vehicles. In
other words what 1s the fuel cost savings realized by the community by providing
public transportation alternatives.

Performance Standard 3: Fares

As a mmimum standard of performance, routes shall have a farebox recovery no less than
one-half the system average.

An mmportant performance indicator for medium- to large-sized transit systems 1is fare
revenues. While small agencies often find that the cost of collecting fares 1s equal to or
exceeds the fares potentially collected, Sun Tran collects millions of dollars annually from its
riders for services rendered. Farebox recovery for the performance standard 1s the total
fixed-route revenue collected as a percentage of the total | fixed-route operating cost. It is
valuable as a metric since both fares per passenger and cost per hour are not equal for every
route. Two routes may have exactly the same ridership but have different farebox
recoveries, due to the type of riders/fare media on a particular route. One route may have
more full fare riders or monthly pass riders than another that carries more economy
passengers. This would affect the farebox recovery on routes with the same ridership.

The current average YTD farebox recovery rate 1s 20%.

Current considerations:
The current farebox standard for Express Routes is 25%. The current farebox
system does not provide actual route revenue information; mstead this information

has been calculated based upon system wide calculations.

Recommendation:

It is recommended that Sun Tran pursue a2 Route Farebox Recovery rate only after
the Smartcard system 1s implemented and at least 6 months data has been gathered
for evaluation.

Performance Reporting

Sun Tran recommends that by December 30 of each year, the Service and Scheduling
Department report on both the performance of each route for the previous two years and
the standards that applied for those years. Sun Tran recommends that new service be

Sun Tran Fixed-Route Performance Standards
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[image: image12.jpg]evaluated following its development period, typically 18 to 24 months. Further more any
route that falls below the mmimum standard for any one of the two performance standards
for two consecutive years will be considered out of compliance with the standards. A partial
year of operation will not be counted against a route’s compliance with these standards.
This provides for at least two and not more than three years for a route to mature before any
cotrective action is required.

The annual report will offer reasons why the route may be below standard and offer
preliminary concepts for remediation.

Remediation

Remediation 1s not simply about eliminating poor performing routes, but instead considering
both the route’s relationship to the system and other possible system changes that could
ultimately improve the entire system. Remediation does not necessarily mean elimination of
the route, as there can be other reasons to maintain a route other than its indwvidual
performance.

Non-compliance of routes with respect to performance standards 1s typically an indication of
a route being designed mconsistent with the design principles or adopted service design
policies.  There may also be changes in land use or changes in the system which
unintentionally deteriorated service or demand. Remedial efforts should identify how
proposed improvements will better align with design principles and adopted policy and
provide a rough projection of the relationship to performance standards.

Sun Tran Fixed-Route Performance Standards
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APPENDIX IV
Five Year Financial Plan
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APPENDIX V
Sun Tran Routes by Ward
[image: image27.jpg]Routes by Ward
Wards
Routes Name 1({2]3]|4|5]6
1 Glenn/Swan X[X]X X| X
2 Pueblo Gardens X| X
3 6th St./Wilmot X| X X X
4 Speedway X[ X X X
5 Pima/W. Speedway X[X]X X
6 S.Park Ave./N. 1st Ave. X X| X
7 22nd St. X X[X[X
8 Broadway/S. 6th Ave. X[ X X| X
9 Grant X[X]X X
10 Flowing Wells X X X
11 Alvernon X|X X|X
15 Campbell X X|X
16 12th Ave./Oracle X X X|X
17 Country Club/29th St. X|X|X]|X
19 Stone X X X
20 W. Grant/Ironwood Hills X X X
21 W. Congress/Silverbell X X
22 Grande X X
23 Mission X X| X
24 12th Avenue X X
26 Benson Highway X
27 Midvale Park X X
29 Valencia X X
34 Craycroft/Ft. Lowell X|X|X]|X|X
37 Pantano X X
50 Ajo Way X X
61 La Cholla X
101 Golf Links-Downtown Express X X|X|X
102 Northwest-UA Express X X X
103 Northwest-Downtown Express X X X
104 Marana-Downtown Express X X X
105 Foothills-Downtown Express X[X]X X
107 Oro Valley-Downtown Express X X X
108 Broadway-Downtown Express XX XX
109 Catalina Hwy-Downtown Express | X [ X X
110 Rita Ranch-Downtown Express X XXX
201 Eastside-Aero Park Express X[ X X|X|X
202 Northwest-Aero Park Express X X X|X
203 Oro Valley-Aero Park Express X X X| X
312 Oro Valley-Tohono Express X
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APPENDIX VII
 
[image: image30.emf]P48 - Weekday Frequency and Service Area Enhancements - Feb 2013 (Phase I)

Route Number-Name Vehicles

Annual 

Hours Annual MilesOperators

8-Broadway (Improvements/Extension Tanque Verde) 3             15,515   187,294        8

4-Speedway - Frequency -          8,925     120,309        5

P50 - 4-Kolb/PCE & Speedway/Houghton 3             5,667     74,419           6

Total Annual Core Service 6             30,107   382,022        19

P48 - Weekday Frequency and Service Area Enhancements- May 2013 (Phase II)

Route Number-Name Vehicles

Annual 

Hours Annual MilesOperators

3-6th Street/Wilmot - Frequency 3             6,375     87,529           4

7-22nd Street - Frequency 4             7,650     105,035        8

P50 - 39-Houghton 4             16,230   253,581        8

Total Annual Core Service 11           30,255   446,144        20

P48 - Weekday Frequency and Service Area Enhancements - August 2013 (Phase III)

Route Number-Name Vehicles

Annual 

Hours Annual MilesOperators

16-Oracle/12th Frequency 5             13,338   171,793        7

6-Park/1st - Frequency -          12,113   153,351        2

312X - Frequency 5             9,550     110,685        5

Total Annual Core Service 10           35,001   435,829        14

P48 - Weekday Frequency and Service Area Enhancements - February 2014 (Phase IV)

Route Number-Name Vehicles

Annual 

Hours Annual MilesOperators

11-Alvernon - Expansion to TTC 3             7,650     98,532           4

9-Grant - Frequency 2             6,034     86,201           2

11-Alvernon - Frequency 3             11,392   115,412        6

Total Annual Core Service 8             25,076   300,145        12

P49 - Weekday Frequency and Service Area Enhancements - May 2014

Route Number-Name Vehicles

Annual 

Hours Annual MilesOperators

10-Flowing Wells - Frequency 3             7,013     91,590           4

15-Campbell - Frequency 2             4,463     56,903           3

19-Stone - Frequency 2             6,375     64,579           4

15-Campbell - Extension to TIA along Campbell 5             6,375     64,579           7

Total Annual Essential Service 12           24,226   277,651        18

P50 - Service Area Enhancements - August 2016

Route Number-Name Vehicles

Annual 

Hours Annual MilesOperators

P50 - 40-S. Kolb (10 years of Service) 4             12,690   173,571        7

Total Annual Area Enhancements 4             12,690   173,571        7

Year 11  Budget 16-17

Year 12  Fiscal Year 17-18  NoTransit Service Improvements Implemented

Year 13  Fiscal Year 18-19  NoTransit Service Improvements Implemented

Year 14  Fiscal Year 19-20  NoTransit Service Improvements Implemented

Proposed RTA Transit Improvements

Year 7  Budget 12 -13

Year 9  Fiscal Year 14-15  NoTransit Service Improvements Implemented

Year 10  Fiscal Year 15-16  NoTransit Service Improvements Implemented

Year 8  Budget 13-14

Year 15  Fiscal Year 20-21  NoTransit Service Improvements Implemented

Year 16  Fiscal Year 21-22  NoTransit Service Improvements Implemented

Year 17  Fiscal Year 22-23  NoTransit Service Improvements Implemented

Year 18  Fiscal Year 23-24  NoTransit Service Improvements Implemented

Year 19  Fiscal Year 24-25  NoTransit Service Improvements Implemented


APPENDIX VIII
Five Year Operating Trend Charts
[image: image31.jpg]FY 2012 Sun Tran Statistics
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[image: image35.jpg]FY 2012 Sun Van Statistics
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APPENDIX IX 
[image: image39.png]City of Tucson Independent Audit and Performance Commission
January 9, 2013

Subject: Report to Mayor and Council - Independent Audit and Performance Commission
Review of the Sun Tran/Sun Van Transit System

Honorable Mayor and Council:

In the draft Five Year Strategic Transit Plan document (dated October 5, 2012), the Transit Task
Force (TTF) recommends to Mayor and Council that the Independent Audit and Performance
Commission (IAPC) “perform an independent review of the system during fiscal year 2013 to
ensure sound fiscal management, and then as often as deemed necessary. This review would
include an examination of financial and system performance data in addition to external audit
reports, findings, and corrective actions.” The TTF recommendation also lists IAPC with the
lead responsibility for the review of fixed route, express, paratransit and streetcar modes.

The IAPC identified three potential areas of interest relative to an independent review of the
transit system which could add value to its operation, financial management and planning, and
ensure compliance with guidelines and regulations. Therefore, on November 27, 2012 an IAPC
subcommittee met to discuss what audit/review processes are currently in place (by whom and
how), the formulation of the transit system’s annual budgets, and information included in the
Five Year Financial Forecast (“working document”) as included in the draft Five Year Strategic
Transit Plan dated October 5, 2012. The following subcommittees’ findings and observations
were reported to the full IAPC on December 5, 2012.

1. Audits and Reviews

The City’s mass transit system is already subject to a large and extensive number of regularly
recurring audits/reviews conducted by external auditors for the Federal Transit Administration
(FTA) and internal audits/reviews conducted by Sun Tran/Van Tran staff and City Internal Audit
staff.

The IAPC Subcommittee conducted a cursory review of the following significant audits/reviews
conducted in fiscal year 2011 by FTA contracted auditors: Financial Management Oversight
Review, Procurement System Review, and a Triennial Review. The Subcommittee also
reviewed the City’s responses for corrective action. The Transportation Department monitors
the implementation of the City’s corrective action and provides progress reports to the FTA.
Accordingly, the IAPC does not believe that it could add value to what has already been
performed by those professional auditors.

2. Annual Budgets (Operating and Capital)

The budget development process is a collaborative effort between Sun Tran/Sun Van, the
Department of Transportation (TDOT), and City staff. Sun Tran/Sun Van staff develop the
budget following the City of Tucson’s budget process. Staff develops and recommends a
budget based on anticipated service levels, ridership, and operating and capital costs and
revenues. This information is presented and discussed in detail with TDOT management before
it is included as a component of the overall TDOT budget for consideration by the City Manager,
Budget Office, and Mayor and Council prior to budget adoption.

It appears that the Sun Tran/Sun Van budget is subject to appropriate scrutiny before
submission for final approval and the IAPC has no recommendations at this time for
strengthening the process.




[image: image40.png]3. Five Year Financial Forecast

The IAPC Subcommittee reviewed the Five Year Strategic Transit Plan document which
contained the Five Year Financial Forecast (Appendix V). After discussions with City and
Veolia staff, the Subcommittee identified several important aspects of the Forecast:

e The Five Year Financial Forecast “working document’ included in the Five Year
Strategic Transit Plan basically reflects status quo transit operations, with the exception
of the addition of projected financials for the Sun Link Streetcar. Operational services
are maintained at current levels over the years of the Forecast with varying yearly
assumptions generating changes to revenues and expenses. While the Five Year
Strategic Transit Plan identifies Goals and Objectives, such as expansion of the service
area, details as to how they will be met and the resulting additional costs (or savings)
have yet to be determined and therefore are not reflected in the Five Year Financial
Forecast.

e City staff considers the Five Year Financial Forecast to be a draft and an on-going
working document. Staff anticipates continuing to revise the projections as updated
information becomes available over the next 4-6 months. Information related to the
streetcar operation, both revenues and expenses, is expected to become more solid in
the coming months.

» Discussion and agreement between Veolia and City staff regarding the recommended
budget of potential annual General Fund investment in transit operations (which is
projected in the Five Year Financial Forecast as increasing from $40.5 million in FY
2013 to $61.6 million in FY 2018) had not yet occurred prior to issuing the Five Year
Financial Forecast (dated October 5, 2012). '

e To date, it is our understanding that a defailed review of the Five Year Financial
Forecast by the Transit Task Force has not taken place.

The IAPC recommends that it will undertake a detailed review of the Five Year Financial
Forecast, and its underlying assumptions and projections, once the City and Veolia have
generated a more solid forecast that clearly indicates its relationship to short-term goals and
objectives established in the Five Year Strategic Transit Plan. The IAPC believes that to begin a
review at this time, while that forecast is still under development, would be more disruptive than
beneficial.

Conclusion

The IAPC would like to inform the Mayor and Council that, after due consideration, the IAPC
believes that the TTF recommendation exceeds the IAPC's capabilities. |IAPC members are all
volunteers with limited time available for projects of this magnitude, and while their diverse
backgrounds include various types of financial expertise they do not include professional audit
experience. The IAPC will, however, undertake a detailed review of the Five Year Financial
Forecast (i.e., projected revenues and expenditures) at a later date and provide a report to
Mayor and Council of its findings and recommendations.

Respectfully Submltted

T s oo G T - : - _...-»—

\»
Michael McDonald
IAPC Chair
¢: Richard Miranda, City Manager
Kelly Gottschalk, Assistant City Manager
Albert Elias, Assistant City Manager
Daryl Cole, Transportation Director
Carlos de Leon, Deputy Transportation Director
George Caria, Transportation Transit Administrator
Kate Riley, Sun Tran and Sun Van General Manager




�Revised Financial Plan inserted on December 17, 2012.
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		Proposed RTA Transit Improvements

		Year 7  Budget 12 -13

		P48 - Weekday Frequency and Service Area Enhancements - Feb 2013 (Phase I)

		Route Number-Name		Vehicles		Annual Hours		Annual Miles		Operators		Daily		Bidded		EXBoard		Total

		8-Broadway (Improvements/Extension Tanque Verde)		3		15,515		187,294		8		62.56

		4-Speedway - Frequency		- 0		8,925		120,309		5		35.99

		P50 - 4-Kolb/PCE & Speedway/Houghton		3		5,667		74,419		6		22.85

		Total Annual Core Service		6		30,107		382,022		19		121.41		- 0		- 0		- 0

		P48 - Weekday Frequency and Service Area Enhancements- May 2013 (Phase II)

		Route Number-Name		Vehicles		Annual Hours		Annual Miles		Operators		Daily		Bidded		EXBoard		Total

		3-6th Street/Wilmot - Frequency		3		6,375		87,529		4		25.71

		7-22nd Street - Frequency		4		7,650		105,035		8		30.85

		P50 - 39-Houghton		4		16,230		253,581		8		65.45

		Total Annual Core Service		11		30,255		446,144		20		122.00		342		89		431

		Year 8  Budget 13-14

		P48 - Weekday Frequency and Service Area Enhancements - August 2013 (Phase III)

		Route Number-Name		Vehicles		Annual Hours		Annual Miles		Operators		Daily		Bidded		EXBoard		Total

		16-Oracle/12th Frequency		5		13,338		171,793		7		53.79

		6-Park/1st - Frequency		- 0		12,113		153,351		2		48.85

		312X - Frequency		5		9,550		110,685		5		38.51

		Total Annual Core Service		10		35,001		435,829		14		141.14		359		86		445

		P48 - Weekday Frequency and Service Area Enhancements - February 2014 (Phase IV)

		Route Number-Name		Vehicles		Annual Hours		Annual Miles		Operators		Daily		Bidded		EXBoard		Total

		11-Alvernon - Expansion to TTC		3		7,650		98,532		4		30.85

		9-Grant - Frequency		2		6,034		86,201		2		24.33

		11-Alvernon - Frequency		3		11,392		115,412		6		45.94

		Total Annual Core Service		8		25,076		300,145		12		101.12		376		81		457

		P49 - Weekday Frequency and Service Area Enhancements - May 2014

		Route Number-Name		Vehicles		Annual Hours		Annual Miles		Operators		Daily		Bidded		EXBoard		Total

		10-Flowing Wells - Frequency		3		7,013		91,590		4		28.28

		15-Campbell - Frequency		2		4,463		56,903		3		18.00

		19-Stone - Frequency		2		6,375		64,579		4		25.71

		15-Campbell - Extension to TIA along Campbell		5		6,375		64,579		7		25.71

		Total Annual Essential Service		12		24,226		277,651		18		97.69		393		82		475

		Year 9  Fiscal Year 14-15  NoTransit Service Improvements Implemented

		Year 10  Fiscal Year 15-16  NoTransit Service Improvements Implemented

		Year 11  Budget 16-17

		P50 - Service Area Enhancements - August 2016

		Route Number-Name		Vehicles		Annual Hours		Annual Miles		Operators		Daily		Bidded		EXBoard		Total

		P50 - 40-S. Kolb (10 years of Service)		4		12,690		173,571		7		51.17

		Total Annual Area Enhancements		4		12,690		173,571		7		51.17		399		83		482

		Year 12  Fiscal Year 17-18  NoTransit Service Improvements Implemented

		Year 13  Fiscal Year 18-19  NoTransit Service Improvements Implemented

		Year 14  Fiscal Year 19-20  NoTransit Service Improvements Implemented

		Year 15  Fiscal Year 20-21  NoTransit Service Improvements Implemented

		Year 16  Fiscal Year 21-22  NoTransit Service Improvements Implemented

		Year 17  Fiscal Year 22-23  NoTransit Service Improvements Implemented

		Year 18  Fiscal Year 23-24  NoTransit Service Improvements Implemented

		Year 19  Fiscal Year 24-25  NoTransit Service Improvements Implemented

		Year 20  Fiscal Year 25-26  NoTransit Service Improvements Implemented
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