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Alternative 3). The total estimated costs, if all aspects of the alternative are implemented, are
summarized in the Total column. As illustrated in the exhibit, the combined total estimated cost of
implementing the entire alternative is $615,351.

Driver salaries and wages are based on the estimated hours of service adjusted by a factor of 1.14
to account for daily non-productive hours (e.g., time spent conducting pre-trip inspections) and
multiplied by an hourly wage of $13.25.

To estimate fuel costs, the alternative assumes that fuel costs will average $0.48 per mile (similar to
the FY 2008 expense for Mat-Su Transit). An additional $0.42 per mile is included for repair, and
maintenance of the vehicle. The budget for Advertising and Promotion media is in addition to the
FY 2009 Mat-Su Transit budget because additional expenses are projected to market the new
service structure.

To encourage passengers to utilize scheduled services over demand response when possible, this
alternative recommends that Mat-Su Transit implement a fare structure. It also recommends free

transfers within the system. The following fare structure is recommended:

Exhibit VIII.8: Alternative 3 Fare Structure

Route Name Suggested Fare

Central Wasilla Route $2.00
Wasilla North Route $2.00
Wasilla/Palmer Express Shuttle $1.50
Houston Flex Route $2.50
Knik to Mat-Su College Route $2.50
Knik to Hub $2.00
Shopping Day Shuttle from Big Lake $2.00
Shopping Day Shuttle from Butte $2.00
Demand Response $2.50
Deviations $2.50

Potential funding sources to support the service recommendations should be considered from
various local opportunities including the local governments of each community that benefits from
service. Contributions should be proportional to the level of service provided in that community.

CAPITAL REQUIREMENTS

Alternative 3 requires daily use of five (5) vehicles provided that the following structure is
implemented:

¢ Wasilla North and Central Wasilla Routes: One (1) shared vehicle;

¢ Knik to Mat-Su College Route: One (1) vehicle;
¢ Houston to Wasilla: One (1) vehicle;
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¢ Wasilla/Palmer Express: Two (2) vehicles;

Additional vehicles will be required to implement this alternative and continue the commuter,
demand responsive and coordinated transportation services provided by Mat-Su Transit.

ALTERNATIVE 4: DEMAND RESPONSE TRANSPORTATION

Under Alternative 4, Mat-Su Transit will continue to offer demand response transportation service
throughout the MSB to supplement the deviated fixed routes and provide transportation alternatives
for portions of the service area that are not within % of a mile from the deviated route. Reasonable
efforts to schedule transfers from the demand response vehicle to a deviated route should be made
for passengers who are capable of managing the deviated fixed route. For example, rather than
completing a trip from Big Lake to Palmer in a demand response vehicle with empty seats on the
vehicle, the demand response vehicle could meet the Palmer/Wasilla Shuttle in Wasilla where the
passenger could transfer and complete his or her trip; or that passenger could be encouraged to
use the shopping shuttle if his or her schedule permits. Transfers between demand response and
deviated fixed routes could be offered for free.

It is expected that four (4) to six (6) vehicles will be required for demand response transportation
throughout the MSB area. The remainder of the Alternative 4 discussion following illustrates
potential service area designations for demand response service.

STATUS QUO WITH ADJUSTED FARE STRUCTURE

This alternative recommends that the existing level of demand response transportation provided by
Mat-Su Transit continue throughout the MSB service area to supplement and feed into the deviated
fixed routes and provide service for regions that are outside of the deviated fixed route coverage
area. In particular, the areas that are not within % of a mile of the deviated fixed route include
Chickaloon, Butte, Palmer, Little Mountain, and the areas north of Bogard Road and south of Knik-
Goose Bay Road. All of these areas demonstrate a low to very low likelihood for transportation
demand and very low population density, making them appropriate for demand response
transportation. The MSB Planning department, however, should continue to work with Mat-Su
Transit and other local transportation providers to monitor increases in demand for transportation in
those areas so that additional service may be designed as appropriate.

Demand response transportation is effective in areas with low population density and the most
efficient way to serve rural communities. Because demand response transportation is a curb-to-
curb mode of transportation that is usually more convenient than scheduled bus service and also
requires more resources to schedule and provide, it is recommended that the passenger fare for
demand response transportation be higher than the fare for the local point-deviation route. If Mat-
Su Transit prefers not to increase passenger fares, it may consider offering fares on the deviated
fixed routes that are lower than demand response. The lower fare for deviated fixed route service
may encourage passengers not to use demand response unless necessary. The fare structure

!\]_S; MATANUSKA-SUSITNA SHORT RANGE TRANSIT PLAN gz



should be developed within the financial requirements of the system. A sample fare structure

follows:
Route Fare
Deviated Fixed Route $2.00
Deviations (for Seniors and ADA eligible) $2.00
Wasilla/Palmer Shuttle $1.50
Shopping Shuttles $2.00
Demand Response $2.50

TRIP SHARING,” COORDINATION WITH KNIK TRIBE

Results from the public meeting and stakeholder input indicate that Knik Tribe is offering
transportation services for its consumers in the Knik area. It is possible that some of the Mat-Su
Transit and Knik Tribe vehicles are serving the same areas and people, at similar times. Improving
communication and negotiating agreements with agencies may reduce duplication and save
operating expenses for both organizations. To explore the level of trip sharing or other modes of
coordination that can take place among the participating agencies, representatives from each of
the participating organizations should meet to facilitate information sharing. The meeting could
include a discussion about the following coordination possibilities:

¢ Exchange of route schedules and/or each system’s peak hours of service and popular
destinations within the common service area;

Possibilities to open up information sharing and referrals;
Explore opportunities and challenges to trip sharing;
Study opportunities for vehicle sharing;

Conduct joint training; and

Evaluate opportunities for joint purchasing.

* & & o o

Some organizations perceive coordination to be time consuming or not cost effective and choose
not to participate. In reality, a well-planned and organized coordination program can be tailored to
the Knik area communities and is likely to save time and money for both organizations. Therefore,
the entire community will benefit from sharing existing resources. If agencies choose to continue to
operate their services without becoming involved in the trip sharing, a cost analysis should be
performed to illustrate the cost-effectiveness of operating separately.

Coordination at the level of trip sharing does not mean “giving it all up.” Rather, trip sharing results
in greater efficiencies and translates into more service for everyone. Transit is Mat-Su Transit’s
business and Knik Tribe should take some level of comfort pursuing this coordinated venture
because it provides a way to share resources with the least amount of risk. By following the
guidance provided in this narrative, the two organizations can begin the trip sharing process. The
number of joint activities (including but not limited to training) can be expanded as the comfort level
of the organizations increases and as service quality reaches acceptable standards.
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The first step to prepare and implement trip sharing is to bring any and all entities willing to join the
venture together for a discussion of service provisions and service needs. The group should
decide together where duplications of service and opportunities for trip sharing exist.  Topics for
discussion and clarification include;

¢ On repetitive trips, each organization will determine which routes typically have one or more
empty seats.

¢ For those routes or demand response vehicles that normally have one or more empty seats,
each organization will prepare an itemization of its normal service routine by developing a
simple route map (or list of standard origins and destinations by time of day and day of the
week).

¢ Both organizations will work on a method (and dollar amount) to charge each other when an
organization transports a customer of another organization.

¢ All participants will verify that the agreed upon limits of liability are in place.

¢ A communication method where participants are able to communicate with each other when a
trip sharing opportunity arises will be devised. An agreement between both participant
providers will need to be created and executed.

¢ If a provider does not have a vehicle scheduled to be in an area where a request for
transportation service has been received, the staff responsible for making travel assignments
will first check for trip sharing opportunities before scheduling the trip on its internal
transportation system.

¢ There are many effective brokerage systems in the United States. Mat-Su Transit should
contact its Alaska DOT representative for direction on contacting and working with a peer
system that has experience operating as a brokerage.

Trip sharing arrangements should be developed on the prospect that such agreements will allow all
participants to expand services, reducing the burden on any single organization.

Any decisions that are made regarding contract rates or fare adjustments should be reviewed
annually (at minimum) in order to ensure that the rates reflect actual service costs, local economic
and political conditions, local match requirements, and the desire of the system to engage in the
service.

SATELLITE VEHICLE FOR DEMAND RESPONSE TRANSPORTATION IN BIG LAKE

It was noted by stakeholders that Big Lake has the third largest commercial district in the MSB and
the Big Lake Comprehensive Plan recommends keeping commercial growth in the existing
commercial center. It was also noted that the portion of the Parks Highway between Big Lake and
Wasilla is the most dangerous road in Alaska. The area between Big Lake and Knik is one of the
fastest growing in the MSB with many new subdivisions off of Hollywood Road. Therefore, the
transportation demand from the Big Lake portion of the MSB s likely to continue to increase.
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Nearly all daily quality of life services are offered within Big Lake including banks, Post Office,
grocery stores, video stores, laundromats, clothing stores, the library, auto repair shops, and an
elementary school (the high school for Big Lake is in Houston). The total population of Big Lake is
approximately 3,000 people. Many of the permanent residents in Big Lake are retirees. Those who
are commuting to work are experiencing increased traffic congestion and longer travel times when
traveling to Wasilla, Palmer, or Anchorage.

Mat-Su Transit ridership from 2007 and 2008 indicate that the system provides approximately 1,500
trips per year in the Big Lake area. Due to the considerable distance between the Mat-Su Transit
administrative offices/garage and Big Lake, it is recommended that Mat-Su Transit station a satellite
vehicle in Big Lake. The vehicle will be scheduled and dispatched from the central Mat-Su Transit
office and will provide demand response transportation in and around Big Lake and Houston. The
demand response transportation will act as a feeder service to connect passengers (with advance
notice) to the Houston Flex Route or to the Park and Ride lot at South Vine Road and Knik-Goose
Bay whenever possible. From the Park-and-Ride lot, commuters can connect with a shared ride
vehicle, vanpool, Knik to Mat-Su College Route, or board the Mat-Su Commuter Route to
Anchorage. On the return trip, the demand response vehicle will meet the passenger at the
morning drop off point and take them home (curbside).

One (1) vehicle will provide demand response service in the geographic area of Big Lake including
Hollywood and South Vine Roads and north to include portions of Houston that are not included in
the Houston Flex Route service area. Per this alternative, service will be offered five (5) days per
week, although it is also recommended that the number of days that service is provided is gradually
increased to the daily service level as demand increases.

Security of the vehicle and passenger fares will be a primary concern for the satellite vehicle. It is
recommended that Mat-Su Transit develop an agreement with a local bank or
community/government based organization in Big Lake where the vehicle can be parked overnight
in a secure area. ldeally, the driver will take the farebox to the bank and deposit fares on a daily
basis into a Mat-Su Transit account. Drivers should not be permitted to take passenger fares home
after a day of service nor have access to the fares before they are deposited at the bank unless an
approved witness from Mat-Su Transit is present. Also, to improve communication with the driver,
Mat-Su Transit should seek to develop an agreement with a local Big Lake organization where the
driver can receive and send the daily trip manifests through a fax machine.

ORGANIZATION AND STAFFING

Designating a vehicle for Big Lake will require one (1) part-time driver to cover 6 operating hours per
day, five (5) days per week. No additional dispatchers or schedulers are required if the service is
provided by Mat-Su Transit. It is possible that Mat-Su Transit could provide this service with existing
staff if resources are reallocated.
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RIDERSHIP IMPLICATIONS

Under Alternative 4, Mat-Su Transit general public ridership on demand response service in Big
Lake is estimated at 2,385 annual passenger trips based on a an average of 1.5 passengers per
hour (See Exhibit VIII.9). In FY 2008, Mat-Su transit provided approximately 1,500 passenger trips
on demand response transportation from Big Lake. Therefore, the alternatives could increase
general public ridership in the Big Lake region by 37 percent. Projected annual hours of service
would be 1,590 hours of revenue service plus 0.25 hours per day for driver pre-trip and post-trip
inspections and reconciling fares.

Printing flyers and promoting the new service will be vital to generating the projected level of
ridership, therefore a small advertising budget in addition to the Mat-Su Transit existing budget is

also recommended.

Exhibit VIII.9: Alternative 4 Operating Characteristics

Service Component Trips/Hour Miles/Hour | Hours Miles Pass. Trips

Big Lake Demand Response 7AM-10AM & 2PM-5PM 1.5 18 1,590 | 28,620 2,385

Other Regional Demand Response 1.0 15 14,040 210,600 | 14,040
Cost Implications

Exhibit VIII.10 on the following page illustrates a breakdown for the estimated expenses involved
with Alternative 4. The total proposed cost for the Big Lake demand responsive service is $85,140,
which includes costs that are shared by all other aspects of Mat-Su Transit services (i.e., staff
salaries, insurance, utilities, taxes, etc.) An additional $499,833 is proposed to account for 4.5
vehicles providing daily demand responsive service throughout the MSB.

Potential cost savings for implementing Big Lake Demand Response Service could be realized by
reducing the number of days or hours that the service is provided to two days per week.

General public passenger fares for demand response service in Big Lake are recommended at the
current rate of $2.50 per trip.

Potential funding sources to support the service recommendations are derived from various local
opportunities including the local governments, agencies, and businesses of Big Lake.

Capital Requirements

Alternative 4 requires daily use of one (1) vehicle for demand response service in the Big Lake
region. If Mat-Su Transit continues its current level of service and expands to include a vehicle
dedicated to the Big Lake region, it will need to expand its fleet by one (1) vehicle.

!\]_S; MATANUSKA-SUSITNA SHORT RANGE TRANSIT PLAN 96



Exhibit VII1.10: Estimated Budget for Alternative Four

Expense Object Class Big ;Ztso?]z?and Ds(ejn:g:;iRReegslsgrie TOTAL
501 Labor

Operators' Salaries and Wages $ 23,564 | $ 208,073 | $ 231,637
Other Salaries and Wages $ 13,832 | $ 13832 | $ 27,664
Subtotal: Labor $ 37,396 | $ 221,905 | $ 259,301
Employer Taxes, Medical & Workmen Comp Insurance $ - $ - $ -
Director and Office Insurance $ 72($% 721% 143
Fringe and taxes (29.2%) $ 10,920 | $ 64,796 | $ 75,716
Services $ - $ - $ -
Advertising Fees $ 200 | $ 500 | $ 700
Professional and Technical Services $ 1,358 | $ 1,358 | $ 2,716
Other Services (Drug Testing) $ 400 | $ 400 | $ 800
Subtotal: Services $ 1,958 | $ 2,258 | $ 4,216
Materials and Supplies Consumed $ - $ - $ -
Fuels and Lubricants $ 13,738 | $ 101,088 | $ 114,826
Vehicel R&M $ 12,020 | $ 88,452 | $ 100,472
Other Materials and Supplies $ - $ - $ -
Subtotal: Materials and Supplies Consumed $ 25,758 | $ 189,540 | $ 215,298
Utilities $ - $ - $ -
Utilities Other Than Propulsion (phones, internet, office supplies, cof $ 4,100 | $ 4,100 | $ 8,200
Casualty and Liability Costs

Auto and Liability Insurance (with existing fleet) $ 3,182 | $ 14211 | $ 17,393
Subtotal: Casualty and Liability Costs $ 3,182 | $ 14211 | $ 17,393
Taxes $ - $ - $ -
Vehicle Registration Fees (existing fleet) $ 227 1% 1,023 | $ 1,250
Other Taxes $ - $ - $ -
Subtotal: Taxes $ 227 $ 1,023 | $ 1,250
Purchased Transportation Services $ - $ - $ -
Purchased Transportation Services $ - $ - $ -
Miscellaneous Expenses $ - $ - $ -
Travel and Meetings $ 1,000 | $ 1,000 | $ 2,000
Advertising/Promotion Media $ 400 | $ 800 | $ 1,200
Other Miscellaneous Expenses $ 200 | $ 200 | $ 400
Subtotal: Miscellaneous Expenses $ 1,600 | $ 2,000 ] $ 3,600
Total Costs $ 85,140 | $ 499,833 | $ 584,974




ALTERNATIVE 5: EXPANDED TRANSPORTATION SERVICE AREA
COORDINATION WITH CHICKALOON NATIVE VILLAGE

Chickaloon Native Village (CNV) and Mat-Su Transit should coordinate to provide service
connections between the Sutton and Palmer areas. As recommended in the Chickaloon Native
Village/Valdez-Anchorage Transit Feasibility Study conducted by the Community Transportation
Association of America (CTAA), we recommend that the two providers schedule connections in a
safe location where passengers traveling from the Sutton area could transfer to any of the demand
responsive or deviated fixed routes offered by Mat-Su Transit in Palmer or Wasilla.

DEMAND RESPONSE TRANSPORTATION IN TALKEETNA AND WiLLOW

The communities of Talkeetna and Willow have low population densities and the demand for
transportation is somewhat unknown. It is recommended that the MSB Planning Department and
Mat-Su Transit continue to quantify the transit demand from these communities so that the
appropriate service may be implemented.

Potential public transportation needs in Talkeetna and Willow are related to recreation, tourism,
shopping, employment, and medical treatment. In addition to the Mat-Su Regional Hospital, there
is also a medical clinic located on Talkeetna Spur Road about 10 miles outside of Talkeetna. The
clinic is an employer (about 35 employees) as well as a destination for medical treatment for the
Upper Susitna Valley.

Because the demand for transportation from Talkeetna and Willow are largely unmeasured, it is
recommended that the MSB take gradual steps at measuring demand prior to implementing
service.

The population density of Talkeetna and Willow are not likely to support a deviated fixed route.
However, demand response service may be appropriate. For the purpose of this recommendation,
productivity and cost for demand response transportation with one (1) vehicle, one (1) day per
week is projected. The demand response service described herein includes picking up passengers
in Talkeetna and Willow and for a trip to Wasilla in the morning and a return trip in the afternoon.
The service is analyzed with one (1) vehicle providing the service one (1) day per week.

ORGANIZATION AND STAFFING

Designating a vehicle for demand response service in Talkeetna and Willow one day per week will
require two (2) part-time drivers to cover 6 operating hours per day. No additional dispatchers or
schedulers are required if the service is provided by Mat-Su Transit.

Depending upon the alternatives that are combined with this one, the drivers for this alternative may

be shared with drivers required for demand response service in Big Lake or with the shopping
shuttles if the services are provided on alternate days.
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RIDERSHIP IMPLICATIONS

Under Alternative 5, Mat-Su Transit general public ridership on demand response service in
Talkeetna and Willow is estimated at 468 annual passenger trips based on a an average of 1.5
passengers per hour (See Exhibit VIII.11). Projected annual hours of service would be 312 hours of
revenue service plus 0.25 hours per day for driver pre-trip and post-trip inspections and reconciling
fares. Hours of service are based on six (6) hours per day, one (1) day per week.

Printing flyers and promoting the new service will be vital to generating the projected level of
ridership, therefore, a small advertising budget is also recommended.

Exhibit VIII.11: Alternative 5 Operating Characteristics

Service Component Trips/Hour | Miles/Hour | Hours | Miles | Pass. Trips
Demand Response - Talkeetna & Wilow 6 hours/day 1.5 20 312 | 6,240 468
COST IMPLICATIONS

Exhibit VIII.12 illustrates a breakdown for the estimated expenses involved with Alternative 5. The
total proposed cost for the service is $41,028.

Potential cost savings could be realized by reducing the number of days or hours that the service is
available to two days per week.

General public passenger fares for general public service are recommended at the current rate of
$2.50 per trip.

Potential funding sources to support the service recommendations are derived from various local
opportunities including the local governments, agencies, and businesses of Talkeetna, Willow,
Wasilla, and MSB.

CAPITAL REQUIREMENTS

Alternative 5 requires one (1) vehicle for demand response service in the Talkeetna and Willow
region one (1) day per week. If the service is scheduled to alternate with the Big Lake regional
demand response service or the shopping shuttles, no additional vehicle is required to implement
the service expansion.
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Exhibit VII1.12: Estimated Budget for Alternative Five

Expense Object Class TIZIE I?; :tr:]c; F;%%?ITESV TOTAL
501 Labor
Operators' Salaries and Wages $ 462419 4,624
Other Salaries and Wages 3$ 13,8321 % 13,832
Subtotal: Labor $ 18,456 | $ 18,456
Employer Taxes, Medical & Workmen Comp Insurance $ - $ -
Director and Office Insurance $ 721$ 72
JFringe and taxes (29.2%) $ 53891 $ 5,389
Services $ - $ -
Advertising Fees $ 7001$ 700
[Professional and Technical Services $ 1,358 1% 1,358
Other Services (Drug Testing) $ 400 | $ 400
Subtotal: Services $ 2,458 | $ 2,458
Materials and Supplies Consumed $ - $ -
Fuels and Lubricants $ 2,995 1% 2,995
Vehicel R&M $ 2621]19% 2,621
Other Materials and Supplies $ - $ -
Subtotal: Materials and Supplies Consumed $ 5,616 | $ 5,616
Utilities $ - $ -
Utilities Other Than Propulsion (phones, internet, office supplies, co $ 4100 $ 4,100
Casualty and Liability Costs
Auto and Liability Insurance (with existing fleet) $ 3,182 | % 3,182
Subtotal: Casualty and Liability Costs $ 31821 % 3,182
Taxes $ - $ -
\Vehicle Registration Fees (existing fleet) $ 2271% 227
Other Taxes $ - $ -
Subtotal: Taxes $ 2271% 227
Purchased Transportation Services $ - $ -
Purchased Transportation Services $ - $ -
Miscellaneous Expenses $ - $ -
Travel and Meetings $ 1,000 | $ 1,000
Advertising/Promotion Media $ 400 | $ 400
Other Miscellaneous Expenses $ 2001$ 200
Subtotal: Miscellaneous Expenses $ 1,600 | $ 1,600
Total Costs $ 41,028 | $ 41,028
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IX: FIVE-YEAR SERVICE PLAN

This chapter includes a description of the proposed Short Range Transportation Plan (SRTP) for
MASCOT.

LONG BANGE CONCEPT PLAN

A Long Range Concept Plan describes the overall design of the transit system, and serves as a
guide for short range service improvements. It is based on an analysis of current demand for
transit services and projected growth and land use changes within the service area. For MASCOT,
the following components comprise the Long Range Concept Plan:

¢ Borough-wide Demand Response Service — This is the primary service mode for trips with
both ends in Mat-Su Borough.

¢ Route Deviation Service — In more densely developed areas, including the Palmer-Wasilla
area, scheduled route deviation service will be provided. As growth warrants, this may
expand to other areas.

¢ Anchorage Commuter Express — This is designed to serve Mat-Su Borough residents who
work in Anchorage.

Exhibit IX-1 depicts the Long Range Concept Plan for MASCQOT. It should be noted that many of
the service improvements described in the previous section that are not included in the SRTP
recommendations can be implemented in the long range.

FIVE-YEAR SERVICE IMPROVEMENTS

BorRoUGH-WIDE DEMAND RESPONSE SFERVICE

MASCOT will continue to offer demand response transportation service throughout the MSB. It is
expected that four (4) to six (6) vehicles will be required for demand response transportation
throughout the MSB area.

Demand response transportation is effective in areas with low population density and it is the most
efficient way to serve rural communities. The entire Borough including the following communities
will be part of the demand response service area:

Houston
Big Lake
Butte
Willow
Talkeetna

* & & o o
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Operating policies are that of a typical demand response service. Passengers may call the
MASCOQOT trip reservation line to make a trip reservation. Reservations can be made between the
hours of 8:00 a.m. and 5:00 p.m., Sunday through Friday. Reservations can be made up to
fourteen days in advance and no later than 5:00 p.m. the day before the ride. Same-day
reservations are permitted if seats/vehicles are available.

MASCOQOT provides origin-to-destination service. For most riders the service is curb-to-curb. Riders
who are certified as door-to-door eligible and need additional assistance due to their disability can
request door-to-door service. Drivers will assist door-to-door certified passengers from the first
entry door of the passenger’s pick-up address into the vehicle and from the vehicle to the first entry
door of the passenger’s destination address when requested.

MASCOQOT provides contract and subscription service for a number of agencies in the Borough. It
will pick up general public passengers and mix riders from multiple agencies on subscription as
well as demand response trips. MASCOT will seek to expand this type of service through a
“purchase of service contract” approach. This is where human service agencies would contract
with MASCOQOT to provide transportation for its clients. Many of these types of trips are made on a
regular basis, such as every day at the same time. The trip destinations can include sheltered
workshops, senior centers, places of employment, and other destinations.

PALMER-WASILLA ROUTE

Shuttle service will operate between the West Side Shopping Center in Wasilla and downtown
Palmer. It will serve the Wasilla Carr's Shopping Center and operate along Parks Highway to Fred
Meyer, MSSCA (upon request), Three-Bears (upon request) and Wal-Mart. On most trips it would
run on Seward Meridian Parkway to Palmer-Wasilla Highway to Palmer. Selected trips will continue
on Parks Highway to serve the Mat-Su Community College. In Palmer it would serve the Carr’'s and
Fred Meyer Shopping Centers, and the Palmer Senior Center. It would serve the Palmer Business
Park only during early morning and late afternoon runs to serve work shift times. During the middle
of the day, the shuittle service will terminate in downtown Palmer before reversing the route and
returning to Wasilla. The entire round trip will take one-hour. The vehicle will deviate off of the
scheduled route within % mile upon demand.

The shuttle service design is intended to improve consumer convenience and reduce travel time on
the vehicle. It is also recommended that an express-shuttle service be offered at peak times. The
recommended fare for the Palmer/Wasilla shuttle is a maximum of $1.00 per one-way trip. It would
operate between 7:00 a.m. and 7:00 p.m. Exhibit IX-2 shows the proposed alignment.

ANCHORAGE COMMUTER EXPRESS SERVICE
Mat-Su Transit will continue to provide commuter express service between the MSB and Anchorage

on a daily basis. Additional vehicles may need to be added to the service as demand increases.
Commuter service is one of the most productive service modes operated by Mat-Su Transit.
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Mat-Su Transit should take actions to enhance this service by adding amenities for passengers.
These may include:

¢ wireless internet on the vehicles;
¢ selling papers, coffee, and/or having dry cleaning pick-ups at park and ride lots;
¢ providing a larger sized vehicle for added comfort and capacity.

The schedule should reflect demand for service. The number of trips provided should be
determined based on actual ridership and on the predominant shift times in downtown Anchorage
and other major employers. One service standard for commuter express routes is to have no
standees. Therefore, as ridership approaches the seated capacity of buses, trips should be added.
Typically, commuter express routes will have at least three morning inbound and three afternoon
outbound trips.

KNIK-BoRoUGH PRISON-FERRY CONNECTION

A route serving Knik should include service to the new Borough Prison and the planned ferry service
that will run to Ship’s Creek in Anchorage. It would also connect Knik with Wasilla and possibly the
Mat-Su Community College.

SATURDAY DEMAND RESPONSE SERVICE

The addition of Saturday demand response transportation in Wasilla, Palmer, and the immediately
surrounding areas will increase the service available to residents traveling within and between these
communities. It would operate five (5) hours each Saturday, from 9:00 a.m. to 2:00 p.m. Shuttle
service to the Hatcher Pass ski area would be a part of the proposed Saturday service.

SERVICE COORDINATION

Soaring Eagle Transit has begun the operation of a route between Valdez and Anchorage with a
stop in Palmer. The schedule of the Palmer-Wasilla route should be coordinated with this route to
provide direct transfers for passengers.

PRIVATE SECTOR CONTRACTING OPPORTUNITIES

MASCOQOT currently contracts with a local taxi company to provide part of its demand response
services. Other portions of services could be contracted to a private operator as well. MASCOT
should continue to involve private sector transportation providers in the planning of its services.
Consideration should also be given to continue the practice of contracting portions of its services
as feasible. It should be noted that private sector providers under contract with MASCOT will need
to comply with the same federal and state regulations that MASCQOT has to follow. These include
but are not limited to the following:
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Drug and alcohol testing;

Prohibition of lobbying;

Debarment and suspension requirements;
ADA compliance;

Maintenance requirements;

Audit and cash management standards.

*® & &6 & o o

FARE STRUCTURE

Because demand response transportation is a curb-to-curb mode of transportation that is usually
more convenient than scheduled bus service and also requires more resources to schedule and
provide, it is recommended that the passenger fare for demand response transportation be higher
than the fare for the local point-deviation route. The lower fare for deviated fixed route service may
encourage passengers to use route service where available. The fare structure should be
developed within the financial requirements of the system.

The recommended fare structure is summarized in Exhibit IX.3 below.

Exhibit IX.3: MASCOT Fare Schedule

Route Fare
Cash Fares
Anchorage Commuter Express $3.00
Wasilla/Palmer Shuttle — designated stop $1.00
Wasilla/Palmer Shuttle — deviation $2.50
Demand Response $2.50
Monthly Pass
South Central - MASCOT/People Mover $120
Anchorage Commuter Express $100
Wasilla/Palmer Shuttle $40
Demand Response Subscription $80
Day Pass
South Central $7.00
Anchorage Commuter Express $6.00
Wasilla/Palmer Shuttle $2.00
Demand Response $5.00
PERFORMANCE MONITORING

The following performance measures will be tracked by MASCOT for each type of service it
provides:

¢ Service Quality
o On-time Performance
o0 Trip Denials
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¢ Service Effectiveness
o Passenger Trips per Revenue Mile
0 Passenger Trips per Revenue Hour
¢ Service Efficiency
Operating Cost per Passenger Trip
0 Operating Cost per Revenue Mile
0 Operating Cost per Revenue Hour
o Fare Recovery Rate (Fares Revenue/Total Operating Cost)

o

The following standards are proposed for each type of service.

Exhibit IX.4: Service Performance Objectives

Demand Response Route Deviation Commuter Express
On-Time Performance 95% 95% 95%

Trip Denials 10/month maximum | 10/month maximum n/a
Passengers/Mile 2 5 2
Passengers/Hour 2 7 15
Cost/Passenger $15 $5 $5

Cost/Mile $4 $4 $4
Cost/Hour $90 $90 $90
Fare Recovery 5% 10% 20%

OPERATING COST AND REVENUE PROJECTIONS

Exhibit IX.5 shows the five-year projection of costs and revenues. A three (3) percent inflation factor
was applied annually to each cost line item, and most revenue sources. The costs and fare
revenues for the proposed service improvements were added in 2014, 2015, and 2016. With these
service improvements, MASCOT operating cost grows from $1.3 million in 2011 to over $1.9 million
in 2016. This will require an additional $394,167 in operating revenues by 2016.

The existing MASCOT fleet is of sufficient size to accommodate the proposed service
improvements so no new or replacement vehicles will be needed within the next five years. Capital
costs will be limited to bus stop improvements and the expansion of the MASCOT
operations/maintenance facility.
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Exhibit IX.5
Five-Year Cost and Revenue Projections

2011 2012 2013 2014 2015 2016
Operating Costs
Labor & Benefits $ 350,000|$% 360,500|$% 371315|$ 382454 |3$ 393928 |$ 405,746
Fuel & Lubricants $ 95,000 | $ 97,850 | % 100,786|% 103,809|$% 106,923 |% 110,131
Insurance $ 30,000 | $ 30,900 | $ 31,827 | $ 32,782 % 33,765 | 9% 34,778
Vehicle Maintenance $§ 125000|$% 128,750|$% 132,613 |$ 136,591 |3 140,689 |$ 144,909
Other $ 50,000 | $ 51,500 | $ 53,045 | $ 54636 % 56,275|9% 57,964
Contracted Services $ 107,750 |$ 110983 [$ 114312 |$ 117,741 ($ 121274 $ 124912
In-Kind $ 165050|$% 170,002|$% 175102|$% 180,355|% 185765|% 191,338
Subtotal $ 922800|% 950,484 |$ 978,999 |$ 1,008,368 | $ 1,038,620 | $ 1,069,778
Administrative Costs
Labor & Benefits $ 200,000|$ 206,000|% 212180|$ 218545|3 225102 |$% 231,855
Rent & Utilities $ 30,000 | $ 30,900 | $ 31,827 | $ 32,782 % 33,765 | 9% 34,778
Insurance $ 95,000 | $ 97,850 | % 100,786|% 103,809 (% 106,923 |$% 110,131
Office Supplies $ 6,000 | $ 6,180 | $ 6,365 | $ 6,556 | $ 6,753 | $ 6,956
Contracted Services $ 50000[$ 51500|$ 53045|% 54636|% 56275|% 57,964
Marketing $ 7,500 | $ 7725 $ 7,957 | $ 8,195 | $ 8,441 | $ 8,695
Other $ 20,200 | $ 20,806 | $ 21,430 | $ 22073|$ 22,735|$% 23,417
Subtotal $ 408,700 |$ 420,961 |$ 433590 (% 446598 |$ 459,995 |$% 473,795
Increased Services $ 94300|% 254962 |% 400988 |% 413,017
Increased Demand Response $ 94300|% 97,129($ 100,042 |$ 103,044
Palmer-Wasilla Frequency Improvement 3 97129 |$ 100,042 |$ 103,044
Anchorage Commuter Added Trips $ 60,705|$% 62527|% 64,402
Saturday Service $ 41248|3$ 42,485
Knik-Ferry $ 97,129|$ 100,042
Total Costs $ 1,331,500 | $ 1,371,445 $ 1,506,888 | $ 1,709,928 | $ 1,899,603 | $ 1,956,591
Revenues
Passenger Fares $ 70000[$ 70,000|$ 75000[$ 95000|$% 100,000|$% 100,000
MSB $ 200,000|$ 206,000|% 212180|$ 218545|% 225102|$% 231,855
DPA $ 75,000 | $ 77,250 | $ 79,568 | $ 81955|% 84,413 |$ 86,946
TANF $ 3,750 | $ 3,863 | $ 3,978 | $ 4,098 | $ 422119 4,347
FTA Sect. 5311 $§ 737,700 |$ 759,831 |$ 782626|% 806,105|3 830,288 [% 855,196
In-Kind $ 165050|$% 170,002|$% 175102|$ 180,355|% 185765|% 191,338
Medicaid $ 20,000 | $ 20,600 | $ 21,218 | $ 21855|% 22510|$% 23,185
Coordinated Services $ 60000|% 61800]|% 63654(% 65564|% 67531|% 69556
Total Revenues $ 1,331,500 | $ 1,369,345 | $ 1,413,325 | $ 1,473,475|$ 1,519,829 | $ 1,562,424
Revenue Shortfall $ - $ 2,100 | $ 03563 % 236453 |$% 379,773|$ 394,167




REGIONAL TRANSIT AUTHORITY

The creation of a regional transit authority that includes the Anchorage and Mat-Su Borough service
areas has been proposed and special legislation is under consideration by the State Legislature.
This has the potential to improve coordination among the transit services provided in the region and
may provide a mechanism to develop a local dedicated funding source for public transportation.

The organizational structure under which public transportation will be provided under an RTA will
need to be determined. One option is to merge the two public transportation providers into one
organization. Another option is to keep the two services separate but both operate under an RTA
‘umbrella.” In this approach, grants and other administrative functions would be assumed by the
RTA.

Providing methods of funding public transportation is a key function for an RTA. Without financing,
a transit authority is only a “paper district.” Financing the costs of transit authority services is
determined by the public body(ies) that created it. It would be important to have a commitment of
adequate funding from all public bodies that are considering joining or forming a transit authority.

Current legislation, if passed, will likely provide the authorization for a regional transit authority.
Therefore, the following action steps are recommended for its implementation.

LEGAL OPINION

The Mat-Su Borough, Municipality of Anchorage, and other interested public bodies will need to
obtain a formal legal opinion regarding provisions of RTA legislation and how the different options
would affect the roles and responsibilities of the participants.

AGREEMENT IN PRINCIPLE

Two or more municipalities must be agreeable to jointly form a transit authority and provide
financing for it. This can be accomplished in a number of ways, but one approach would be for
interested municipalities to hold a series of meetings. This could ultimately result in agreements to
bring proposals to local governing bodies for formal action. These agreements should spell out the
details on the composition of the board, the type and level of transit service being provided, the
amount of funding required from each jurisdiction, the organizational structure, the division of
functions and duties, and other items as appropriate.

LocAL GoVERNING BoDy APPROVALS
Municipal representatives would then bring the Agreement in Principle to their local governing body

for approval. Some governing bodies may want to negotiate modifications before adoption. Some
may want to put the proposal in a referendum for voter approval, while others may directly act on it.
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BOARD ORGANIZATION

A large number of actions will need to be taken by the new Board at its initial meetings. These
include by-laws, committees, meeting schedule, staffing, election of officers, and other actions.
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