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Figure 9-4 Draft Lincoln Plymouth Commuter Route Map
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Figure 9-5 Draft Schedule for Lincoln Plymouth Commuter

Depart _ _ _ Arrive Arrive
Plymouth Arrive Arrive Depart Arrive Plymouth Plymouth
Town Hall Campton Lincoln Lincoln Campton Town Hall (Wal-Mart)

Morning Service

6:15 am 6:30 am 7:00 am* 7:15am 7:45 am 8:00 am 8:15am
8:30 am 8:45 am 9:15 am* 9:30 am 8:45 am 9:00 am 9:15am

3:00 pm 3:15 pm 3:45 pm 4:00 pm
4:.00 pm 4:15 pm 4:45 pm* 5:00 pm 5:15 pm 5:45 pm 6:00 pm
6:00 pm 6:15 pm 6:45 pm* 7:00 pm 7:15 pm 7:45 pm

Assumes vehicles are stored in Plymouth. Monday — Friday only; 50 weeks per year
* May allow some deviations off route in Lincoln to serve select, pre-scheduled pick-ups.

Implementation Requirements

Assuming the DAR service is up and running, some efficiency may be achieved by building on
experience and success achieved through the DAR service and sharing resources between
services. The fixed or flex route service, however, will require some dedicated amenities, such as
information materials (including print and electronic formats) about how to use the service, which
will need to be created, managed and updated. The following outlines key implementation
required to sustain commuter service.

Staffing

o A General Manager to develop program guidelines and oversee service operations;
manage finances and reporting requirements; and lead outreach/marketing efforts.
Because many of the duties overlap with the DAR service, one person may manage both
services. If, however, one person is responsible for the DAR service and mobility
management program, an additional staff person may be needed.

o Dispatch services are also required for fixed-route services and are essential for flex-
services, which are a reservation based service at the destination end. When commuter
services are introduced, the dispatcher may evolve into a full-time position.

e At least two full-time or up to four part-time drivers are required to staff the commuter
service. The schedule requires at least two drivers for each route or a single driver
working a split shift. Driver schedules, however, may also be coordinated in conjunction
with the DAR service to be more attractive to potential drivers.

o Assuming the fleet will expand from two vehicles to four, it may be appropriate to hire an
in-house mechanic to manage vehicle operations and maintenance. This will depend on a
variety of factors, including the cost-effectiveness of the DAR vehicle maintenance
arrangement.
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Capital Equipment Needs

e Operating two commuter routes requires two vehicles. The demand suggests the same
small transit vehicles used in the DAR service will be sufficient. Assuming the DAR
service is also operating, a spare vehicle is warranted.

¢ Vehicles will also need a location for overnight storage as well as vehicle cleaning and
washing. As discussed, these services may be contracted out or shared with another
organization that maintains fleets locally, such as a public works department.

o Passenger amenities such as shelters, bus stop signage and maps will be needed to
support the service, create awareness and improve passenger comfort. Some amenities
may be developed over time (i.e., add one or two shelters per year).

e Capital needs associated with a physical work space are assumed to be minor, given the
staff will largely be in place.
Expected Benefits

Developing commuter services significantly expands the community transportation network in the
study area. Benefits include:

Providing approximately 30,000 and 35,000 rides annually.®
e Increasing accessibility of largest employment markets in study area.
e Improve the productivity statistics of the service.

o Offering service to some of the region’s areas most frequented locations, including the
Whole Village community center, Hannaford’'s supermarket, Wal-Mart and the Speare
Memorial Hospital.

¢ Diversifying transportation service to provide routes that will appeal to members of the
broader community, especially choice riders.

e Transitioning people from higher cost DAR services to more structured, but lower cost
fixed-route services.

¢ Increasing the mobility of transit dependent members of the community, by both
strengthening the community transportation network and supporting employment
opportunities.

e Supporting other human service and health agencies’ efforts, especially job training and
job support efforts. Also will continue to support other statewide transportation service
coordination efforts.

e Strengthening local partnerships with key private and public institutions through service
connections and offering employee transportation options.

e Strengthening local capacity to manage and operate public transportation services.
Supports subsequent goals of expanding fixed-route services.

% See Chapter 8 Figure 8-4 for assumptions.
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Challenges

One of the key benefits associated with commuter services is that it helps the transportation
program expand its stakeholder population to include choice riders. The choice riders, however,
will be a more demanding population with expectations for a higher level of service. As the
service is implemented, managers must take care to ensure services are reliable, efficient and
comfortable.

Marketing the commuter services will be essential. The service is intended to appeal to a broader
spectrum of the market, many of whom may or may not be familiar with public transportation.
Prior to implementation, staff should hold on-site meetings at key institutions, especially targeted
employers to create awareness about the service. Information materials must also be widely
disseminated (in print and electronic formats) and be easily understandable.

As the study area implements commute-based fixed-route services, stakeholders and community
members will likely pressure operators to meet a variety of specialized needs. In some cases,
meeting these needs may be warranted (i.e. drop-off/pick-up at the door of shopping locations)
but in other cases, accommodating these requests may undermine service effectiveness. Route
planners, therefore, must take care to ensure routes meet the needs of intended market.

Likewise, the decision to create flex zones at the destination ends (Bristol and Lincoln) can
greatly increase service attractiveness and effectiveness. Offering flexibility, however, is more
challenging to manage and requires careful attention to scheduling and close coordination with
service dispatch. Depending on staff expertise and experience, flex services may be pursued.

With new fixed route service available, service managers will need to coordinate them with DAR
and other transportation programs to ensure services are mutually re-enforcing (i.e. guaranteed
ride home program may be extended to fixed-route riders) and structured to meet the greatest
number of travelers using the lowest cost appropriate mode. Some people using DAR services,
for example, may be encouraged to switch to fixed-route services. Achieving an appropriate
balance requires care and attention, but is essential to ensuring an appropriate and efficient
network.

Costs
Estimated Local Match
Cost* Requirement Note:
Operations $180,000 $90,000 Annual obligation
Capital $160,000 $32,000 Single purchase
Replacement likely in 5-7 years

Source: Nelson\Nygaard Consulting Associates

Notes: *Assumes 16 hours of a service a day, 5 days per week, 50 weeks per year at $60 per hour. Hourly costs are
inclusive of fuel, insurance, driver wages, vehicle maintenance plus dispatch, management and marketing costs.
Vehicle costs assume purchase of small transit “cutaway” vehicle estimated to cost $70,000 per. Vehicle costs are
estimated at high end of current range of $50,000 - $80,000 to account for increases over time. Capital costs also
include $20,000 for transit shelters.

Timeline

Depending on the experience with the DAR service, commuter routes will ideally begin 12 months
after the DAR services begin operations. The routes may be implemented simultaneously or in
phases. If implementation is phased, the Ashland Plymouth Commuter should be implemented
first because it represents a stronger market and has a slightly less complex route schedule.
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Potential Funding Sources

Fixed or flex services may be funded with Rural Transit Assistance Program (Section 5311) and
Job Access Reverse Commute (JARC) (Section 5316) funds. Section 5311 grants may be used
to purchase capital equipment while both 5311 and 5316 can be used to fund operating
expenses.

As mentioned previously, capital expenditures are subsidized at a rate of 80% federal and require
a 20% local match. Operating expenses, on the other hand, are funded by the federal
government at 50% and thus have a higher local match requirement of 50% (see cost table).
Some of this match may be provided through shared staffing and office space as well as non-
DOT funds used to support the DAR service. Employers and institutions receiving service
should also be approached for financial contributions.
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Phase IV: Regional Services

Overview

The importance of regional destinations to people living in the study area is well documented. As
mentioned, the most important regional destinations include Lebanon/Hanover, Laconia, and
Concord. Each of these locations offers a number of medical care facilities and treatment
options, expanded employment opportunities and more diverse shopping choices. The
destinations are at least 30 miles from downtown Plymouth and require between 45 to 60 minutes
one-way to reach them.

Chapter 5 contains more details on the challenges associated with serving regional markets,
especially if transportation services are intended to serve shopping, social and recreational trips.
The need for longer distance travel for medical purposes, however, is a higher priority and offers
more potential for success. Depending on the success of the volunteer driver program, the study
area may consider developing regional services.

The proposed design for regional service includes operating six days per week with service
alternating to each of the three destinations (Lebanon/Hanover; Laconia and Concord). Service
is designed primarily to support travel to/from regional medical services but the schedule includes
flexible service time to support other trips and allow enough time for medical appointments. A
sample schedule is shown in Figure 3-6 with a map of the service shown in Figure 3-7.

Figure 9-6 Sample schedule for Regional Bus Service

Mondays and | Depart Plymouth 9:00 am*

Thursdays Arrive Lebanon/Hanover at 10:15 (Dartmouth Hitchcock Medical Center DHMC)
Provide local trips 10:15 - 12:15 (includes 30 minute driver break)

Depart DHMC 12:30 pm

Arrive Plymouth 1:45 pm*

Tuesday and | Depart Plymouth 9:00 am*

Fridays Arrive Laconia at 9:45 (Lakes Region General Hospital)

Provide local trips 9:45 — 11:45 (includes 30 minute driver break)
Depart Lakes Region General Hospital 11:45

Arrive Plymouth 12:30 pm

Wednesday Depart Plymouth 9:00 am*

and Arrive Concord at 9:45 (Concord Hospital)

Saturdays Provide local trips 9:45 — 11:45 (includes 30 minute driver break)
Depart Concord Hospital 11:45

Arrive Plymouth 12:30 pm

Source: Nelson\Nygaard Consulting Associates
* Timed to coordinate with commuter service bringing people into Plymouth
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Figure 9-7 Preliminary for Regional Bus Service Map
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Implementation

By the time regional services are introduced, the study area should have an established
transportation network in place and operational. In most cases, this existing structure can
support the addition of the regional services with only small increases to the fleet and staffing.

Staffing

The addition of regional services likely means there will be a clear need for at least three
full-time staff persons, including a mobility manager, service/operations manager and
dispatcher.

Dispatch services are required for regional services to schedule rides and communicate
with the drivers. Assuming the dispatcher is a full-time position and the individual is
increasingly experienced with his/her duties, regional services may be added to this
individual’s responsibilities.

Depending on the driver pool, one or two additional part-time drivers may be needed to
staff the regional services.

Assuming the fleet will expand by another vehicle, it is again prudent to review existing
system for vehicle maintenance to determine the need to bring services in-house. If
services are in-house, an additional vehicle can likely be maintained by staff.

Capital Equipment Needs

Operating the regional service requires one vehicle. At this point in the service
development, given the complexity and diversity of services, at least one, potentially two,
spare vehicles are warranted.

Vehicle servicing and storage facilities ideally can accommodate an additional vehicle.

Capital needs associated with a physical work space are assumed to be minor, given the
staff will largely be in place.

Expected Benefits

Developing regional services meets a clearly identified need. Specific benefits include:

Providing approximately 3,000 rides annually.*

Meeting some of the region’s most significant travel needs, especially for individuals who
require ongoing treatments that are not provided locally.

Providing grouped trips can greatly reduce costs incurred by other services, such as
Medicaid.

Increasing the mobility of transit dependent members of the community and by increasing
accessibility of regional facilities.

Supporting other human and health agencies efforts, especially medical services.

Strengthening statewide transportation service coordination efforts.

* See Chapter 8 for assumptions.
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e Strengthening local partnerships with key private and public institutions through service
connections.

e Solidifying local capacity to manage and operate public transportation services.

Challenges

Regional bus services are expensive to operate, and experience in other areas shows that some
individuals may be reluctant to travel in a group setting to/from sensitive medical treatments,
especially with passengers traveling for recreational (shopping) purposes. Service design must
be sensitive to these issues and market research with potential travelers should be conducted so
that concerns may be addressed before services commence.

As with all public transportation, successful implementation will require outreach and marketing
efforts to ensure members of the public know about the service and understand how to use it.

With the addition of regional services, the transportation network will become sufficiently complex
that it will require professional transportation management services. This expertise may be
developed in-house as the system grows or may require bringing in at least one seasoned
professional to manage overall services and/or operational aspects of the service.

Costs
Estimated Local Match
Cost* Requirement Note:
Operations $126,000 $63,000 Annual obligation
Capital $70,000 $14,000 Single purchase
Replacement likely in 5-7 years

Source: Nelson\Nygaard Consulting Associates

Notes: *Assumes 26 hours of a service per week (2 days with 5 hours each, plus 4 days with 4 hours each) and 50
weeks per year at $60 per hour. Hourly costs are inclusive of fuel, insurance, driver wages, vehicle maintenance plus
dispatch, management and marketing costs. Vehicle costs assume purchase of small transit “cutaway” vehicle
estimated to cost $70,000 per. Vehicle costs are estimated at high end of current range of $50,000 - $80,000 to
account for increases over time.

Timeline

Depending on the experience with the other fixed transit service and local priorities, regional
services may be implemented after the DAR services or after commuter services. In both cases,
however, it is essential that DAR or commuter routes are available to support people’s travel
to/from Plymouth to reach the regional services.

Potential Funding Sources

Regional services may be funded using one or more Federal Transit Administration grants,
including the Elderly and Disabled Transportation Program (5310), Rural Transit Assistance
Program (Section 5311), Job Access Reverse Commute (JARC) (Section 5316), and New
Freedom (Section 5317), programs (see Chapter 4 for more details). It is also possible that some
trips may be reimbursable under Medicaid. Some of these programs can be used to fund capital
expenditures (5310) while others are more appropriate for operating expenses.
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Phase V: Seasonal Commuter Services

Overview

A potentially successful service for the study area is seasonal fixed-route commuter service to the
Loon Mountain Resort. The service would depart from Plymouth and travel through Campton en
route to Lincoln and the Loon Mountain resort. Buses would operate during the ski season (late
November to early April). Service is assumed to operate all-day, seven days per week and be
coordinated with the Commuter Routes.
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Figure 9-8 Plymouth to Lincoln Seasonal Commuter Route Map
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Figure 9-9 Draft Schedule for Plymouth to Lincoln Seasonal Commuter Route

TRANSPORT CENTRAL

Depart i .

Plymouth Town Arrive Arrive Depart Arrive
Hall Campton Loon Mountain | Loon Mountain | Arrive Campton Plymouth

6:00 am 6:15am 6:45 am* 7:00 am 7:30 am 7:45am
8:00 am 8:15am 8:45am 9:00 am 9:30 am 9:45 am
10:00 am 10:15 am 10:45 am 10:00 am 10:30 am 10:45 am
12:00 pm 12:15 pm 12:45 pm 1:00 pm 1:30 pm 1:45 pm
2:00 pm 2:15pm 2:45 pm 3:00 pm* 3:30 pm 3:45 pm
3:00 pm 3:15 pm 3:45 pm 4:00 pm* 4:30 pm 4:45 pm

Assumes vehicles are stored in Plymouth. Monday — Sunday operates 18 weeks per year

* Timed to meet specific work shifts. Highlighted row indicates service will be operated by a second vehicle in order
meet scheduled work shift.

Expected Benefits

Developing seasonal services significantly expands the community transportation network in the
study area. Benefits include:

e Providing approximately 45,000 and 50,000 rides annually.®
e Increasing accessibility of largest study area employer.
e Adding highly productive routes to network of services.

e Diversifying transportation service to provide routes that will appeal to broader members
of the community, especially choice riders.

e Supports local travel with all day service between Plymouth, Campton and Lincoln.
Increasing the mobility of transit dependent members of the community, by both
strengthening the community transportation network, and by supporting employment.

e Strengthening local partnerships with key private and public institutions through service
connections and offering employee transportation options.

e Strengthening local capacity to manage and operate public transportation services.

Challenges

Operating seasonal services is challenging because they require adding drivers and mechanical
staff to meet the increased service requirements, but typically management and administrative
staff do not likewise increase. Accordingly, the existing staff must work more and longer hours to
meet the seasonal need. In addition, serving the ski industry requires operating service seven
days a week. This will also require additional staff persons to work weekend shifts.

® See Chapter 8 for assumptions.
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Costs
Estimated Local Match
Cost* Requirement Note:
Operations $85,000 $41,580 Annual obligation
Capital $300,000 $30,000 Single purchase
Replacement likely in 5-7 years

Source: Nelson\Nygaard Consulting Associates

Notes: *Assumes 11 hours of a day, seven days per week for 18 weeks at $60 per hour (rounded). Hourly costs are
inclusive of fuel, insurance, driver wages, vehicle maintenance plus dispatch, management and marketing costs.
Vehicle costs assume purchase of small transit bus (30 ft) estimated to cost $300,000 per.

Timeline

Seasonal routes should be implemented if and when an agreement with the ski resort is realized
and assuming the operation is sufficiently staffed to take on this service.

Potential Funding Sources

Seasonal commuter services may be funded with the FTA grants mentioned elsewhere, including
the Rural Transit Assistance Program (Section 5311) and Job Access Reverse Commute (JARC)
(Section 5316) funds. However, given the specialized nature of these services a significant
financial contribution from the ski resort would likely be necessary for services to be implemented.
Experience in other regions provides a precedent for resorts funding commuter services and
demonstrates clear benefits to the resort
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Chapter 10. System Funding

Full System Implementation

Supporting quality transit services on an ongoing basis is one of the biggest hurdles facing rural
transit systems. Some resources are available through federal programs however, these funds
must be matched with local or state money; for operating expenses matching requirements can
be as high as 50%. Despite this, by carefully designing services to accommodate a range of
populations for which federal funding exists, even small rural areas with little state support can
combine funding sources to operate a successful system. In-kind services such as office space
and use of existing institutional resources can count towards the required local match, leaving the
“out-of-pocket” expenses for sponsoring jurisdictions potentially more manageable. This chapter
presents funding requirements for the preferred option and discusses potential funding sources.
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Figure 10-1 Community Transportation Network — Implementation Timeline and System Costs

Commuter Routes

Commuter Routes

Commuter Routes

Seasonal Ski Industry Services

Costs  Local Match
Capital

$100,000 $20,000
Operating

N/A

Costs  Local Match
Capital

$100,000 $20,000

$140,000 $28,000
Operating

$120,000 $60,000

Costs  Local Match
Capital

$100,000 $20,000

$160,000 $32,000
Operating

$120,000 $60,000

$180,000 $90,000

Costs Local Match
Capital

$100,000 520,000

$70,000 $14,000
Operating

$120,000 $60,000

$180,000 $90,000

$126,000 $63,000

Costs  Local Match
Capital

$100,000 $20,000

$300,000 $60,000
Operating

$120,000 $60,000

$180,000 $90,000

$126,000 $63,000

$85,000 $42,500

Total Operating Costs
N/A

Total Local Obligation
$20,000

0=Vehicles

Total Operating Costs
$220,000

Total Local Obligation
$108,000

2=Vehicles

Total Operating Costs
$400,000

Total Local Obligation
$202,000

4=Vehicles

Total Operating Costs
$526,000

Total Local Obligation
$247,000

5=Vehicles

Total Operating Costs
$611,000

Total Local Obligation
$335,000

6=Vehicles

Source: Nelson\Nygaard Consulting Associates
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Federal and State Funding Programs

New Hampshire supports public transportation through the administration of federal grants; most
of these programs are administered by the Federal Transit Administration (FTA) and distributed
according to funding formulas. The mostly commonly used programs relevant to rural areas are:

o Elderly and Disabled Mobility Assistance (Section 5310) - primarily available for capital
assistance (vehicle purchase) to support community organizations in meeting the
transportation needs of the elderly and persons with disabilities. Funds are apportioned
based on each State’s share of population for these groups of people. Small transit
vehicles, such as the cutaways currently used by GCSCC cost between $50,000 and
$80,000. Federal grants typically pay for 80% of capital costs.

¢ Rural and Small Urban Areas (Section 5311) — provides funding to support public
transportation in areas of less than 50,000 populations. Funds may be used for capital,
operating, and administrative assistance to state agencies, local public bodies, and
nonprofit organizations, and operators of public transportation services.

e Job Access and Reverse Commute (JARC) (Section 5316) — provides funding for
programs that assist eligible low income individuals with transportation services they may
need to access jobs and employment-related activities. JARC funds may also be used to
create new reverse commute travel services.

o New Freedom Program (Section 5317) — funds new public transportation services and
capital improvements for programs and services for persons with disabilities that go
beyond those required by the Americans with Disabilities Act (ADA).

As discussed, all federal grants have local matching requirements mandating local communities
to raise between 20% and 50% of the costs of new service, depending on proposed service and
the funding source.

The New Hampshire Department of Transportation makes JARC and New Freedom funds
available for local communities. NHDOT allows these funds to be used for new programs and
services, provided they meet the program criteria. Operating expenses under the JARC and New
Freedom require a 50% match. Mobility management services are classified as a capital
expense and are reimbursed at a rate of 80%.

NHDOT awards JARC and New Freedom funds based on a statewide competitive grant program,
with the most recent call-for-projects completed in March 2010. Prior to this call for projects,
NHDOT had unobligated funds in both the JARC and New Freedom programs. The deadline for
the next round of JARC and New Freedom projects is tentatively scheduled for late winter/early
spring, 2011.

The Federal Highway Administration (FHWA) oversees a number of federal programs supporting
the planning, design and development of surface transportation facilities, received by the NH
DOT. Funding may be programmed to support transportation activities conducted by other
entities. FHWA programs generally require a 20% local match contribution.

One FHWA program, the Surface Transportation Program, is designed to support the
construction and maintenance of Federal-aid highways, and bridges that are located on Federal,
state or local highways. A Transportation Enhancement (TE) set-aside from each state’s
appropriations must be used to support the cultural, environmental and aesthetic elements of
transportation projects. Transportation Enhancement funds have been used to support public
transportation projects in the past. Furthermore, at the discretion of the local Metropolitan
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Planning Organization (MPO), a certain portion of STP funds may be “flexed” to support bus
terminals and other transit capital projects.

The Congestion Mitigation and Air Quality (CMAQ) Improvement Program through the FHWA
allocates funding on a formula basis to states and metropolitan areas that are in non-attainment
of federal air quality standards. The funding may be used to support air quality improvements or
transportation services that have demonstrated air quality benefits, such as travel demand
management and ridesharing programs.

Sources for Local Match

In NH, federal funds can be matched with other state or Federal funding program, as long the
funds do not originate from the US Department of Transportation. Potential funding sources for
rural transportation services, therefore, may include other Federal programs, such as Medicaid
and Temporary Assistance to Needy Families (TANF). These programs, however, typically
reimburse agencies for services provided. This means that funding is not available until services
are provided and used. However, both programs will pay the full cost of the service provided.

Other sources for transportation services can come through partnerships with private
organizations. The private sector, especially institutions and business that will directly benefit
from the bus service, represents a potential opportunity to raise local matching resources to
support the bus service. Indeed, some members of the private sector participated in this study
and contributed ideas to the service design. Their input and involvement as services are
developed should be maintained and a dialogue about potential financial contributions continued.

A final potential for local match is taxation. Communities in New Hampshire also have limited
taxing authority, but do have authority to use vehicle licensing fees to raise local funds for
transportation projects. In general, local operators in New Hampshire tend to raise local match by
providing (for a fee) transportation service for human service agencies and/or special services for
other jurisdictions, organizations, or institutions.
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Appendix A. Outreach Activities

Steering Committee Members

Patsy Kendall, Transport Central

Mary Deppe, North Country Council

Doug Grant, Transport Central

Patrick Herlihy, New Hampshire (NH) State Department of Health and Human Services
Robert Berner, Grafton County Senior Center

Patricia Crocker, Upper Valley Lake Sunapee Regional Planning Commission
Michael Izard, Lakes Region Planning Council

Kit Morgan, NH Department of Transportation

Thomas Morse, NH Association for the Blind

Mike McKinney, Transport Central

Frank Miller, Transport Central

Larry Cushman, Transport Central

Stakeholders Interviewed

Roberta Berner, Grafton County Senior Center

Amanda Agnelli, Head Start

Michelle Hutchins, Speare Memorial Hospital

Miriam Bader, Town of Plymouth

Whole Village Family Resource Center (included representatives from several organizations)
Michael McKinney, Volunteer Driver

Diane Devine, Bristol Senior Center

Leonard Campbell, NH Catholic Charities

Sharon Lane, and Matt Goodier, Plymouth Senior Center

Helen King, H&M Taxi

Carol Gerken, Central Harbor, Meredith and Moultonborough Community Caregivers

Employers Interviewed
Loon Mountain
Waterville Valley

Tenney Mountain
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