








AGENCY COORDINATION

The Tri-County Council for Southern Maryland is a regional planning
agency that has an active Transportation Coordination Committee. A
number of agencies that serves parts of this three-county region participate
on this Committee. In this alternative, a locally-based coordinated system
for St. Mary’s County human service agencies would be implemented. A
lead organization for this would need to be identified. Potential
participants are listed in Exhibit VV-10. This list can be expanded as
appropriate.

Exhibit V-10
Potential Coordination Program Participants
Transportation Location Population Geographic Area
Provider Served Served
Abilities LaPlata, MD Developmentally St. Mary’s, Calvert,
Network Disabled Charles, Southern
Prince Georges

Center for Life Hollywood, Disabled Adults St. Mary’s, Southern
Enrichment* MD Calvert
Charles County 1-LaPlata, MD Elderly, Frail, Charles, Northern St.
Adult Day 2-Bryans Road, Disabled Mary’s, Southern
Services MD Prince Georges
Melwood Waldorf, MD Adults with Charles, St. Mary’s,
Horticultural Developmental | Prince George’s, Anne
Training Center Disabilities Arundel, and

Montgomery Counties
St. Mary’s Leonardtown, | Eligible Medical St. Mary’s County
County Health MD Assistance
Department Recipients
St. Mary’s Leonardtown,
Nursing Center, MD
Inc.*

*Section 5310 recipients
Source: Tri-County Council for Southern Maryland

While some agencies are skeptical about what such a program can
achieve, the extent of the unmet transportation needs voiced by these same
agencies indicate that action should be taken. Several steps will need to be
made to create an ongoing program to expand transportation options
through agency coordination. One proven approach is summarized below.

¢ Agencies interested in participating will need to be identified and
an initial meeting of these agencies be held.

¢ The areas of focus for the Coordination Program will need to be
identified. These can include coordinating client trips, schedules,
training, marketing, maintenance, dispatching, purchasing fuel
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and/or supplies, grant writing, and vehicle storage. It should be ALTERNATIVES
expected that these focus areas might increase or decrease in
number as service changes are implemented, so participating
agencies should keep all options open. Agency Coordination

¢ The service area for the Coordination Program needs to be
identified. For example, it should be agreed whether it is St.
Mary’s County or a multi-county area.

¢ A lead agency will need to be determined, and its role(s) identified.

¢ A steering committee or planning group should be established.
This can be comprised of participating agencies and other
transportation providers.

¢ The days and hours for client trips and for when trip reservations
are taken also need to be established.

¢ Communications with agencies not participating in the
Coordination Program also need to be established.

¢ Alist of action steps with dates for the implementation of the
Coordination Program should also be created.

A locally-based coordination program will often be involved in cost
saving arrangements such as passenger trip sharing. This is particularly
true for longer trips, such as out-of-county medical appointments.

Potential Level of

POTENTIAL LEVEL OF SERVICE INCREASES ]
Service Increases

The four service improvement alternatives can be operated with minimal
or no increase in operating costs. However, increasing service levels to
key components of these alternatives will enhance the system’s overall
attractiveness and maximize ridership potential. Consideration should be
given to the following service increases, as resources are made available:

¢ Improve headways on the proposed Great Mills and Lexington
Park routes to 30-minutes. This will greatly enhance their
convenience and likely result in an increase in ridership.

¢ Provide a new route to serve the 7" District of St. Mary’s
County. This route can be operated from Leonardtown to facilitate
transferring to other STS routes.

¢ Provide dedicated vehicles for general public demand response
service. Use of existing agency contract trips can be used to
provide a limited amount of general public service in rural areas,
but having dedicated vehicles would greatly enhance the likelihood
of success of this type of service, whether it is operated on a zone
scheduled or countywide basis.
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VI. FIVE YEAR IMPLEMENTATION PLAN

The recommended implementation program is described in this section.
The representatives of the Steering Committee indicated a general
preference for the Incremental Service Improvement alternative.

The various components of the Implementation Plan are described in the
following pages. This is followed with a recommended timetable for
when these actions should occur. The final section is a projection of costs
and revenues over the five-year period through 2012.

STS ROUTE IMPROVEMENTS

Route improvements are divided into short term (one to two years) and
long term (three to five years) groups. These generally correspond to the
Incremental Service Improvements and the Route Restructure alternatives
described in Chapter V. However, there are a number of refinements
made as a result of comments made by Steering Committee members.

Short Term Route Improvements
The following are changes in STS routes are included for implementation
over the next one to two years.

Leonardtown/Lexington Park Route

This route will be divided into two separate routes. The first would
operate between Tulagi Place and the Bean Medical Center and Pathways
on Airport View Road. The second route would operate between the
Government Center in Leonardtown and the Wildewood Shopping Center
on S.R. 235. The following modifications are proposed.

¢ On outbound trips, the Lexington Park route will operate on S.R.
235 between Tulagi Place and the Bean Medical Center. It will not
enter any shopping centers on outbound trips and will only stop at
six to ten locations at major intersections and across from shopping
centers with pedestrian crosswalks.

¢ Inbound trips will stop at Pathways on Airport View Road,
Wildewood Shopping Center, and resume the current southbound
alignment.

¢ The two stops in the San Souci shopping center will be
consolidated into one to improve running time.

¢ The running time on this route in the weekday afternoons is
affected by heavy traffic volumes on S.R. 235. To address this
problem, trippers can be scheduled after 3:00 p.m. to serve the
Bean Medical Center and Pathways. This will allow the Lexington
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Park route to “short turn” trips at the Wildewood shopping center
on these trips.

¢ The Lexington Park route will operate from the County
Government Center east along S.R. 245 and south along S.R. 235
with stops at the Bean Medical Center, Pathways, and the
Wildewood Shopping Center. On westbound trips it would use St.
Andrews Church Road to S.R. 5.

Exhibits VI-1 and VI-2 shows the proposed alignments of the Lexington
Park and Leonardtown routes.

Great Mills Loop

The Great Mills Loop will be modified to operate along S.R. 235 between
Chancellors Run Road and Pegg Road. This will eliminate some out-of-
direction travel and improve its running times. Exhibit VI-3 shows the
proposed alignment of the Great Mills Loop.

Charlotte Hall

In order to improve its running time, the MVA bus transfer stop will be
eliminated and all trips will end at the Loveville — Third Base Store. The
MVA will be served by the Leonardtown Loop from the street.

Southern Route

No alignment changes are included for this route. A timed transfer will be
scheduled each hour at Tulagi Place with the Great Mills Loop and the
Lexington Park routes. The addition of bicycle racks on the buses is
encourage for use by the St. Mary’s College students.

Northern Route

The current Golden Beach deviation will be served two times each day
based on current ridership patterns in this area. Exhibit VVI-4 shows the
proposed alignment of the Northern Route.

Route 5 Express

Three changes are included. First, a stop will be added two to three times
daily at the Food Kitchen on Langely Drive. Also, a stop will be added at
the Jarboe Building. Thirdly, both northbound and southbound stops
serving the Calloway Shopping Center will be on S.R. 5.

Calvert Connection

Two changes are included in the short term. First, the stops in the First
Colony Shopping Center will be eliminated and the Wildewood Shopping
Center will be used as the transfer location with the Lexington Park and
Leonardtown routes. This is done to improve running times on this route.
On-demand “stop requests” for the Bean Building and Pathways will be
eliminated, and these locations will be served on every southbound trip.
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Leonardtown Loop

The St. Mary’s Nursing Home will be the only stop served as a “Stop
Request.” All other current Stop Requests will be regular stops that are
made every trip. Also, this route will be extended to the Loveville Third
Base Store for the connection with the shortened Charlotte Hall route.

Great Mills/California Evening/Weekend Route

The Great Mills/California loop’s direction of travel will be reversed to
serve shopping centers along S.R. 235 in the southbound direction. Also,
all “stop requests,” except the Lexington Park Senior Apartments, will be
converted to regular stops. In addition, this route’s alignment will be
changed to operate primarily on Great Mills Road, Chancellors Run Road,
and S.R. 235. STS plans to operate this service on Sundays beginning in
FY 2008. Exhibit VI-5 shows the current and proposed alignments.

Leonardtown Evening

This route will be revised by making all stop requests regular stops, except
for the Health Department/SMC Nursing Center stop in Leonardtown
which will continue as a stop request.

A summary profile of the STS routes with the short-term changes being
implemented appears in Exhibit VI-6. A system map is included in
Exhibit VI-7.

Long Term Route Improvements

The long-term route improvements will result in a restructuring of the STS
route system. These changes are designed to improve the convenience and
reliability of the STS routes, through the reduction in the number of timed
transfer points and the creation of more adequate and consistent running
times. They build on the changes included in the short-term route system.
This group of changes is described below.

Consolidate Charlotte Hall, Leonardtown Loop and Route 5 Express
The consolidation of the Charlotte Hall, Route 5 Express and part of the
Leonardtown Loop will result in the creation of a route that would run
between Charlotte Hall, Leonardtown and Tulagi Place in Lexington Park.
This would eliminate two timed transfer locations and result in an easier to
understand route system.

From the McKay’s Shopping Plaza in Charlotte Hall, it will run on S.R. 5
to S.R. 247 to S.R. 5 in Loveville to the County Government Center in
Leonardtown. Between the County Government Center and Lexington
Park it will operate on S.R. 5 to Great Mills Road to the Tulagi Center.
Three buses will be required to provide 60-minute headways on this route.
Because it will be the primary trunk line through St. Mary’s County, it
should operate on weekdays, evenings and on Saturdays.
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Consolidate Leonardtown, Calvert Connection, and Leonardtown
Loop

This route will operate between the County Government Center in
Leonardtown and Solomon’s Landing in Calvert County. Transfer
connections will be provided with the proposed Charlotte Hall-Lexington
Park route at the County Government Center, and with the Lexington Park
route at the Wildewood shopping center. This would also result in a
simplification of the STS route system in an east/west direction. With this
consolidation, there would no longer be any service on SR 235 between
SR 245 and SR 247.

Western Route

A new route that will serve the Seventh District of St. Mary’s County is
included in Exhibit VVI-8. This route will operate between Leonardtown
and Oakley, Avenue, and Chaptico in western St. Mary’s County.

Saturday Service Improvements

Currently five routes operate on Saturdays: Charlotte Hall, Leonardtown,
Northern route, Southern route, and the evening combination route
California/Great Mills. To improve Saturday service, STS will operate the
Great Mills Loop and the proposed Lexington route in place of the
California/Great Mills route.

Great Mills Loop Improved Frequency

Another desired improvement for STS is to improve the frequencies on its
routes. The Great Mills Loop has the highest ridership and it serves
Lexington Park, which is the largest population concentration in the
County. This route is the first priority for a 30-minute frequency.

Exhibit VI-9 includes a summary profile of the STS routes with the long-
term changes. A system map is included in Exhibit VI-10.

FARE STRUCTURE

Fare structures should be considered fair and equitable, easy to understand
and administer. Fare structures are usually based upon distance, service
quality, time period, customer characteristics and ability to pay,
transfer/travel patterns and/or farebox recovery ratio goal.

The STS fare structure is easy to understand and is stratified by service
type and passenger category. The base public transportation fare on the
fixed route service for a one-way trip is $1.00 and $1.50 if a transfer is
required. Seniors, persons with disabilities and children under twelve
travel for half price ($0.50, $0.75 with transfer) on the fixed route service.
Medical Assistance and Independence Care Holders pay $0.85 and $1.25
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with transfer. Passengers that use the ADA complementary paratransit
service pay $2.00 per one-way trip. The SSTAP demand responsive
service is available to all senior citizens and persons with disabilities
outside the STS fixed route service area. The program operates on a first
come, first served basis, with preference given to medical appointments.
The fee is $3.00 one-way. Passengers traveling to senior centers pay
$0.50 for a one-way fare.

The SSTAP fares are currently a fixed $6 round trip regardless of the
distance traveled, which does not reflect the cost of providing the trip. A
distance based fare structure is proposed for the SSTAP program as
follows, pending any additional subsidies or offsetting revenues:

Trip Distance | 0to 5 miles | 5to 10 miles | 10 to 15 miles > 15 miles
Fare $3.00 $4.00 $5.00 $6.00

Another change to the fare structure is the introduction of Day Passes in
place of transfers. Passengers who know they need to transfer can
purchase a day pass from a bus driver. This pass would be good for
unlimited rides throughout the day of purchase. Considering the base fare
with a transfer is $1.50, a reasonable fare for a day pass is $3.00.

Another fare change desired by STS is a moderate increase in the newly
introduced Monthly Pass for general public riders from $40 to $45.

MARKETING

The STS’s marketing efforts will be expanded to effectively communicate
the services provided to all members of the general public. At least one
percent of the transit system’s budget will be designated for marketing.
The funds will be used to update and print system brochures and Ride
Guides, print and distribute flyers, sponsor high profile special events, and
undertaking a marketing plan that focuses on public outreach to minority
and disabled populations, educating potential passengers on how to use the
system, and developing community support. The marketing plan will also
include periodic, low cost assessments of customer satisfaction such as
surveys or focus groups that will help system management target service
improvements and customer relations. The marketing plan will be
updated each year with the year’s timeline and budget.

STS will focus much of its marketing efforts on outreach to persons with
disabilities. The STS brochure and website will include an expanded
explanation of the ADA service. Changes in the fixed route service that
impact the ADA service will be advertised equally to the disabled
community as the general public. In addition, STS will develop a means
to facilitate open dialog with individuals with disabilities. The actual
means of providing these input opportunities will be determined after
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consultation with regular STS ADA service users. The use of County
Government Channel 95 and Comcast commercials are also identified as
potential strategies for this.

SERVICE COORDINATION

In August of 2005, Congress passed the Safe, Accountable, Flexible,
Efficient, Transportation, Equity Act: A Legacy for Users (SAFETEA-
LU), reauthorizing the surface transportation act. As part of this
reauthorization, grantees under the Elderly Individuals and Individuals
with Disabilities (Section 5310), Job Access and Reverse Commute
(JARC) (Section 5316), and New Freedom Initiative (Section 5317) grant
programs must meet certain requirements in order to receive funding for
fiscal 2007 and beyond.

One of the SAFETEA-LU requirements is that projects from the programs
listed above must be part of a “locally developed Coordinated Public
Transit-Human Services Transportation Plan.” This Coordinated Plan is
required to be developed through a process that includes representatives of
public, private, and non-profit transportation services, human services
providers, and the general public.

The Tri-County Council of Southern Maryland is currently leading an
effort to create such a plan. Participants include STS and human service
agencies in St. Mary’s County, as well as public transportation providers
and agencies in neighboring Calvert and Charles County. Successful
completion of this plan will keep STS eligible for the federal funding
programs mentioned above.

IMPLEMENTATION PLAN

A plan to implement the desired service changes is included in Exhibit VI-
11. The assumed implementation dates should be viewed as flexible and
could change based on local desires and changing conditions. The
Implementation Plan is divided into six major categories:

¢ Route Changes — There are two groups of route changes planned
that will not significantly affect costs. The first group can start in
2007, while the second group can occur in 2010 or sooner.

¢ Service Expansion — Three route improvements are included: the
Western Route in 2009, 30-minute service on the Great Mills Loop
in 2011, and improved Saturday service in 2010.

¢ Transportation Coordination — STS will continue to be a part of a
coordination effort led by the Tri-County Council of Southern
Maryland.
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¢ Fare Structure — Two changes are included for the STS fare
structure: adopting distance-based fares for the SSTAP program,
and implementing a day pass to replace transfer slips.

¢ Marketing — On-going marketing activities are an important part of
management of STS.

¢ Capital Improvements — Vehicles will need to be acquired for
replacement and expansion of STS service. Other capital
improvements include bus stop signs, passenger shelters, and
paratransit scheduling software.

COST/REVENUE PROJECTIONS

The impact of each of the three service improvements on STS’ service
levels and operating costs is summarized in Exhibit VI-12 below. Costs
are based on the year of implementation assuming a three (3) percent
inflation factor. As stated in the previous section, it was assumed that the
Western Route would be started in 2009, improved Saturday service in
2010, and frequency improvements for the Great Mills Loop in 2011.

Exhibit VI-12
Service Improvement Impacts

Improvement Vehicle Hours | Vehicle Miles Peak Annual Operating

Buses Cost
Western Route 3,384 96,000 1 $128,644
Saturdays 624 10,608 -- $28,292
Great Mills 3,072 50,000 1 $128,603
Loop

A five-year projection of costs and revenues for STS appears in Exhibit
VI-13. With these service improvements added, total operating costs are
projected to increase from about $1.8 million in 2008 to under $2.3
million by 2012. STS costs and revenues are projected to increase
annually by a three (3) percent inflation factor. In order to finance the
Western Route, a combination of increased fare revenues, RCB funding,
and local (County) funds were assumed. To pay for the increased
frequency on the Great Mills Route and Saturday service, increases in fare
revenues, Section 5311 funding, and local funds were assumed.

CAPITAL IMPROVEMENTS

Capital improvements for STS consist primarily of vehicles to replace
those that have reached the end of their useful life. There are also two
additional vehicles for expanded services. Exhibit VVI-14 lists the new
vehicles that will be needed by STS over the next five years.
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Three vehicles are already awarded to STS and will be delivered in 2007.
Two vehicles to replace vehicle H-20 and H-21 are included in STS’ 2008
grant application. Two replacement vehicles are included in each of the
subsequent years from 2009 to 2012. In addition, one vehicle each for the
Western Route and frequency improvements are included in 2009 and
2011 respectively.

Exhibit VI-14
Vehicle Replacement Schedule
Vehicle Seating Year Capital Vehicle
Type Capacity Funding Replaced
Source

Bus 18/2 2007 Section 5311 H-17
Bus 18/2 2007 Section 5311 H-18
Bus 18/2 2007 Section 5311 H-19
Bus 18/2 2008 Section 5311 H-20
Small Bus 12/2 2008 Section 5311 H-21
Small Bus 12/2 2009 Section 5311 H-22
Small Bus 12/2 2009 Section 5311 H-23
Bus 18/2 2009 Section 5311 | Expansion
Bus 18/2 2010 Section 5311 H-24
Bus 18/2 2010 Section 5311 H-25
Bus 18/2 2011 Section 5311 H-26
Bus 18/2 2011 Section 5311 H-27
Bus 18/2 2011 Section 5311 | Expansion
Bus 18/2 2012 Section 5311 H-28
Bus 18/2 2012 Section 5311 H-29

Bus Stop Signs and Shelters

Other capital costs include bus stop signage that is needed to convert flag
stops to fixed stops. The two routes that should be converted to fixed
stops in their entirety are the proposed Lexington Park and Great Mills
Loop. In addition as identified in the County’s Transportation Plan
adopted on August 29, 2006, additional bus shelters should be purchased.
The locations for these shelters should be based on actual passenger
boarding and alighting counts. But some current stops are identified as
potential shelter locations. These stops are listed below. It should be
noted that many of the higher passenger volume locations are in shopping
centers. The feasibility of a shelter at these locations will depend on
property owner or shopping center management approval.

¢ Pathways — This should also include a bus turn-around to eliminate
backing or other difficult maneuvering.

Wildewood Shopping Center

First Colony Shopping Center

San Souci Shopping Center

St. Mary’s Square Shopping Center

Spring Valley Court

* & & o o
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¢ Chancellors Run Apartments
¢ Jarboe Building

Scheauling Software

MTA has approved funding for scheduling software, which will help
improve productivity and cost efficiencies in the ADA and SSTAP
programs. Another means to improve efficiencies is to approach the
scheduling of these trips in a different manner. The separation of demand
responsive services by funding source will be reassessed to determine if
efficiencies in scheduling can be improved. Coordinating and
intermingling demand response trips can result in increases in productivity
and quality of service. In addition, the County Transportation Plan
recommends the STS system start providing real time information at bus
stops and transfer points. The buses could be equipped with a Global
Positioning System to assist in providing improved operations.
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