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m ORANGE COUNTY GOVERNMENT <‘
COUNTY TRANSPORTATION SERVICES DEPARTMENT
NORTH CAROLINA . Ol'angeCounty
Orange County Working Group
Meeting Agenda
August 21, 2024
10:00 am 12:00 pm
Whitted Building
300 W Tryon St, Hillsborough NC 27278
Donna Baker Meeting Rm 230.
1. Call to Order/Roll Call (10:00 am- 10:05 am) Doug Plachcinski, DCHC MPO
2. Adjustments to the Agenda (10:05 am-10:10 am) Doug Plachcinski, DCHC MPO
3. Public Comment (10:10 am -10:15 am) Doug Plachcinski, DCHC MPO
4. Administrative
a. SWG Administration Darlene Weaver, Orange Co
I.  June minutes (10:15 am-10:20 am)
Recommended Action: Approval
Il.  Global Agreements updates (Capital & Operating) (10:20 am - 10:25 am)
Recommended Action: Signed Agreements
lll.  Vehicle Rental Tax Update (10:25 am — 10: 35 am)
Recommended Action: Information
IV.  Short-Range Transit Plan (10:35 am — 10: 40 am)
Recommended Action: Information
V. Public Engagement and Communication (10:40 am-10:45 am)
b. Go Triangle Steve Schlossberg, Go Triangle
I.  Financial Report schedule Update (10:45-10:50)
5. Project Sponsor Updates (10:50 am-10:55 am) Doug Plachcinski, DCHC MPO
a. Chapel Hill
b. Mebane
c. Hillsborough
d. Carrboro

6. Next Meeting — September 18th 2024

7. Adjournment
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MINUTES
ORANGE STAFF WORKING GROUP
MONDAY, JUNE17, 2024

The Orange Staff Working Group (OSWG) met on Monday, June 17, 2024, at 10:00 a.m. in the Bonnie B Davis
Center, as well as through the TEAMS teleconferencing platform. The following members and guests were in

attendance:

Doug Plachcinski (Chair) DCHC MPO
Darlene Weaver Orange County
Kate Urban GoTriangle
Margaret Scully (Voting Member) GoTriangle
Josh Mayo (Voting Member) Chapel Hill
Matt Efird (Voting Member) Hillsborough
Ashley Ownbey (Voting Member) Mebane
Nicholas Pittman UNC-CH
Ellen Beckmann Durham
Austin Stanion GoTriangle

1.

Call to Order/Roll Call: D. Plachcinski called the meeting to order. Voting members and virtual
attendees were introduced and acknowledged.

Adjustments to Agenda: None.
Public Comments: None received to address.

Orange Staff Working Group Administration:

a. OSWG Administration

Approval of April 2024 Minutes

The minutes were approved with one correction DRC should be BRT.
Motion: M. Scully

Second: J. Mayo

Unanimous approval.

Schedule

A discussion about the upcoming FY25 year: D. Weaver gave an overview of the schedules. She made
several adjustments based on historical events. In November and December, the meeting was moved
tothe second Wednesday of the month, to accommodate other agencies during the holiday season. She
explained that we would like to know before meeting changes or conflicts. She informed M. Scully, the
schedules were provided to S. Schlossberg to ensure no conflicts. On the Annual Work Program and the
process, dates were not provided for Go-Triangle due to changes and D. Weaver added the town's public
meetings.

Motion: M. Scully

Second: J. Mayo

Unanimous approval.

Public Engagement and Communication

M. Scully, discussed the return to fares and engagement effort of Go-Triangle over the last six weeks,
targeting bus stop high ridership, park and ride, and passing our palm cards with information for riders
they understand that free fare is over July 01, 2024. GoTriangle has several special events to promote the
UMO app and how to download it by using various agencies and partners.
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iv.

b. GoTriangle

Financial Reports Schedule Update- No update currently per K. Urban

K. Urban walked through the financials for Q3 using the Rainbow report. Orange County is more the 78%
of half-cent sales tax, which was collected, still reviewing the vehicle rental tax, but have the $3 and $7
registration fee coming in. Currently, we are at $7,000,000 for half-cent sales tax and our budget is
9,000,000 next year. For the $3 vehicle registration fee, we are at 255 and our budget is 358. For the $7
registration fee, we are at 597, our budget is 831. Received estimated for Q4 as of now it looks like
$8,000,000 in carryover at the end of Q4 heading into FY25.

Regional Technology Plan

A. Stanion provided an information update on the Regional Technology Plan and the process. The
regional technology partners meet every two weeks and there is representation over the region, three
counties, government actors in the region, and universities are invited to send representation. Austin
explained the plan was created in 2019 and now are updating the previous plan. There are 6 six focus
areas and GoTriangle is working with a consultant and this project is parallel with the regional ITS study.
GoTriangle is coordinating with Central Pines to ensure there is no duplication and all tasks are
included. The budget approved for this process is $250,00 with 70% for Wake, 20% for Durham, and
10% for Orange, which is $25,000 for Orange. Below are the 6 focus areas, two were identified as a
priority for the fall of 2025 to help influence the FY26 budgeting process. The Regional Technology
Audit: tools partners have goals they want to achieve, some best practices ideas, documenting barriers
and restrictions, and looking at contracts now and in the future. The project kicks off this summer and
is nine months away. In the fall they want initial findings to help influence the FY26 budgeting process.
They plan to start outreach and engagement in February 2025 and again in March 2025 and April 2025
and bring action items to the various boards and committees for approval. The consultantis AECOM.

1. Passenger Real-Time and Trip Planning ( Fall 2025 Priority): Tools passengers can use to know
the location of a bus or transit service. Coordinating across the region and allowing passengers
to create their trips using a steam line experience.

2. Transit Service Planning Tools ( Fall 2025 Priority): Focus on internal, like what are staff using
for their transit services planning. There is a lot of overlap and a lot of differences, so the goal is
to determine the best practices or possible joint procurement for transit service planning tools.

3. Transit Signal Priority (TSP): About Bus Rapid Transit Corridors regionally. Signal Priority
corridor, when a traffic signal gives priority to a transit vehicle that is on its way. The goal is to
make sure that it is compatible with the other systems in the region. We need to make sure our
systems can communicate with each other.

4. Integrating Mobile Payments with Cash Collection and Trip Planning: Fares will be collected
using the UMO fare payment system for Orange County Transit, Go-Triangle, and Go-Raleigh.
Questions to think about: How can we integrate various elements of the rider's experience with
mobile payments? Can we integrate bus rapid transit boardings using the same mobile
payment systems or have a mobility wallet?

5. Open Transit Data Portal: This is not operational right now; the goal is to look at the future and
have an open portal where we can share our standardized data. Make information available to
universities, researchers, non-profits, entrepreneurs, and the riding public that would find
interest in the data. Many transit agencies across the county have begun creating open data
portals.

6. Regional GTFS Publishing Standards: This is a standardized data source that all the providers
report out. The goalis to publish our GTFS so it alighs and does not cause errors.
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vi.

Question: What is the goal of the engagement more towards staff or the public? The goal is to have
public engagement, but it is more internal technically.

Regional Transit Assistant Program

This is the low-welfare program that GoTriangle programmed into the Annual Work Program and
helps support maintaining zero fares for individuals who qualify for low-welfare programming in
other agencies, we renamed it the Regional Transit Assistance Program. It is based on the
calculation of the percentage of ridership that might fall into this category already in the system. The
goalis to have zero-fare trips and Go-Raleigh is the only agency participating and to keep this a three-
county program. A person must be between the ages 19-64 and we have programs for others over
64 and under 19. They must qualify for Medicaid or Snappy BT or their household income is under
$35,000 per year, there is a simple enrollment process, of self-enrollment so people can receive the
UMO mobile ticketing access or physical pass, and the program will monitor the eligibility over time,
using engagement strategies to promote for feedback.

Question: How are you determining the eligibility? It will be the online portal, fill out the form and try
to qualify for youth, senior, or business go-pass and go through a series of questions to see if they
qualify. They will self-certify, and we will be working with community organizations and coordinate
and develop the process, along with ongoing research on how to best implement. The big goal is to
keep the administrative cost of the program reasonable and we don’t want to do something that will
create huge amounts of administrative tasks. Our goal is to reduce barriers for people that may fall
into this category.

Project Sponsor Updates:

a.

d.

Chapel Hill- no updates

Mebane- The City Council approved the budget on June 3™ to include some funding to support the
new transit link on the Alamance County side of Mebane and extend out into our city to connect
residents primarily to the community college and Alamance County. So, we look forward to seeing
that hopefully in early September.

Hillsborough- no updates

Carrboro- no updates

Next Meeting: September 18™, 2024.

Adjournment: The Chair thanked the group, and the meeting was adjourned.
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DEPARTMENT OrangeCounty
Item 5.a.ii
Subject: FY 25 Global Agreements — Capital and Operating

PURPOSE: Update on the status of FY25 Global Agreements

BACKGROUND: In 2023, all Orange County Staff Work Group voting members signed the
Comprehensive Participating Agreement. Section 1.04 requires that each participating party (e.g.
signatory):

(a) Provide staff to serve on the SWG if designated as an SWG member in the Governance ILA; and

(b) Negotiate and enter into Global/Capital Funding Agreement(s) and/or Global/Operating
Agreement(s) for any project (using the Work Program Project Code as a unique identifier).

(c) Receive dedicated Local Transit Funding Sources identified in the Orange County Multi-Year
Transit Vision Plan for Implementation Elements identified within the Orange County Transit
Annual Work Program in accordance with the agreements negotiated in (b).

These Global Agreements are defined in section 2.20 as An Operating or Capital Funding agreement
that encompasses a discrete logical grouping of capital projects, transit operations, or studies. They
are also required for implementation of the Annual Work Program, see section 4.02 below:

An Operating or Capital Project Funding Agreement shall be required to support each
implementation element submitted by each project sponsor identified in the Orange County Transit
Annual Work Program ..These agreements must be prepared prior to distributing funds and
starting the Project(s). All Operating or Capital Project Funding Agreements shall have at least two
signatories from appropriate parties and shall also adhere to the requirements further defined in
Section 7.07 of the Governance ILA. Signatory authorizations to any Global/Project Agreements shall
be determined by the minimum financial threshold by any party to such agreement.

The Global Agreement templates were created in joint partnership with every participating agency,
Metropolitan Planning Organization, Go Triangle and Aktins Global. Both the Comprehensive
Participating Agreement and Global Agreements were finalized through multiple extensive legal
reviews, and multiple workshops. Currently the Comprehensive Participating Agreement signatures
have received Global Agreements from the following partners:

e Orange County

e Go Triangle

e DCHC MPO

Staff Work Group agreed that all parties must submit their Global Agreements by close of first
quarter in FY 25 (September).

RECOMMENDATION(S): Provide Signed Global Agreements
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Item 4. a.iii
Subject: Vehicle Rental Tax Update
Attachment: Go Triangle Board Decision

FY25 Annual Work Program Update
PURPOSE: To receive update on County’s Vehicle Rental Tax.

BACKGROUND: On August 08, 2024, the Go-Triangle Board of Trustees approved a Vehicle Rental
Tax to each of the County’s Annual Work Program for Fiscal Year 2025 (Attachment 1). In Orange
County, this amounts to $390,393 in additional revenue to be reflected in the annual fund
balance. The additional funds require the FY25 Annual Work Program to be amended to include the
additional revenue. Orange County Transportation Services will present this to the Orange County Board
of County Commissioners at its September meeting for their approval.

Attachment 2 documents all the tables in the FY25 Annual Work Program that will be updated in accordance
with Go Triangle’s recent action on the Vehicle Rental Tax.

ACTION: Information
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AGENDA ACTION ITEM

Submitted by: Jennifer Hayden, Finance and Administrative Services
Meeting date: August 7, 2024

SUBJECT: FY2025 GoTriangle Budget Approval

Strategic Objective or Initiative Supported
Implement GoTriangle’s Financial Plan

Staff Recommendation:

Consider the revised proposed FY2025 GoTriangle budget ordinances for adoption, which includes
a $3,087,270 appropriation from fund balance to cover the total contribution of vehicle rental
taxes (VRT) to Durham, Orange and Wake Transit Plans.

Item Summary

The first draft FY2025 GoTriangle budget was presented at the April 17, 2024 Board Workshop.
Since that time, subsequent changes to that draft were presented to the Audit and Finance
Committee on May 1, 2024 and June 5, 2024 with the final version going to the Board on June 17,
2024. Due to the inclusion of a portion of GoTriangle’s vehicle rental taxes in both the draft FY25
GoTriangle budget and Wake Transit Work Plan, the Board voted for an interim budget until this
issue could be resolved.

On July 8, 2024, the Conference Committee approved a motion that, subject to approval of the
GoTriangle and CAMPO governing boards, GoTriangle will allocate $2.528 million of its vehicle
rental tax to the Wake Transit Plan in FY25 with the understanding that GoTriangle, CAMPO and
Wake County would select a mediator to resolve all unresolved Significant Concerns raised
between the parties no later than April 1, 2025. In addition to the VRT contribution to the Wake
Transit Plan, the draft FY25 GoTriangle budget also includes $799,214 and $390,393 contributions
of VRT to the draft FY25 Durham and Orange Transit work plans respectively.

In addition to the proposed FY2025 GoTriangle budget ordinances, the final budget assumptions
for GoTriangle and a list of GoTriangle’s future needs that are not included in the proposed budget
are attached.

Financial Impact
The proposed FY2025 GoTriangle budget includes $109,986,326 revenues and $113,073,596
expenses. The total financial impact to GoTriangle is a fund balance reduction of $3,087,270.

Attachments
e FY25 GoTriangle Budget Ordinances 2024-XXXX

e FY25 GoTriangle Budget Assumptions

e FY25 GoTriangle Future Needs List
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2024 003x

GOTRIANGLE FY2025 BUDGET ORDINANCE
BE IT ORDAINED by the Research Triangle Regional Public Transportation Authority Board of Trustees:

Section 1. It is estimated that the following revenues will be available in the General Fund for the fiscal
year beginning July 1, 2024, and ending June 30, 2025:

Vehicle Rental Tax S 11,153,036
Vehicle Registration Tax 6,897,938
Undesignated Fund Balance Appropriated 3,087,270
Investment Earnings 1,259,000
Prior Year Carryforward 1,222,357
Rental Income 308,000
Durham allocation 367,802
Orange allocation 137,474
Wake allocation 379,263
Indirect Cost Credits 1,866,532
Total $ 26,678,672

Section 2. The following amounts hereby are appropriated in the General Fund for the management of
the Authority and its activities for the fiscal year beginning July 1, 2024, and ending June 30, 2025:

Board of Trustees S 239,261
Executive Office 832,422
Safety & Security 1,495,561
Human Resources 1,325,728
Communications & Public Relations 1,152,952
Legal 1,176,194
Real Estate 892,676
Capital Development 681,699
Finance 1,606,517
Information Technology 1,340,463
Administration 504,714
Diversity Management 431,710
Unemployment Claims 50,000
Plaza 600,600
Operating Transfer to Ridesharing Fund 902,256
Operating Transfer to Regional Bus Service Fund 11,503,327
Operating Transfer to Regional Bus Capital Fund 1,779,812
Operating Transfer to Advanced Technology Fund 162,780

Total $ 26,678,672
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Section 3. It is estimated that the following revenues will be available in the Ridesharing Fund for the
fiscal year beginning July 1, 2024, and ending June 30, 2025:

Local Grant Revenue
Reimbursements from Others
Transfer from General Fund
Total

S 627,858
927,121
902,256

$2,457,235

Section 4. The following amounts hereby are appropriated in the Ridesharing Fund for the fiscal year

beginning July 1, 2024, and ending June 30, 2025:

Regional Services — Planning & Engagement
Sustainable Travel Services

Regional Call Center

Total

S 575,750
655,494
1,225,991
$2,457,235

Section 5. It is estimated that the following revenues will be available in the Regional Bus Service Fund
for the fiscal year beginning July 1, 2024, and ending June 30, 2025:

Federal Grant Revenue

State Grant Revenue

GoPass

Bus Fares

Transit Service Revenue

Transit Service Revenue — Paratransit
Bus Accident Damage Reimbursement
Paratransit Service Revenue
Operating Transfer from General Fund
Total

$ 2,400,000
2,800,888
875,027
730,131
8,222,805
842,788
40,000
700,000
11,503,327

$ 28,114,078

Section 6. The following amounts hereby are appropriated in the Regional Bus Service Fund for the
fiscal year beginning July 1, 2024, and ending June 30, 2025:

Bus supervision
Bus operations

Bus maintenance
Vanpool
Paratransit services
Total

$ 2,912,980
14,725,398
5,578,664
358,169
4,538,867
$28,114,078

Section 7. Copies of this budget ordinance shall be furnished to the Clerk to the Board of Trustees and
to the Budget Officer of this Authority to be kept on file for their direction in the disbursement of

funds.

ATTEST:

Michelle C. Dawson, Clerk to the Board

FY2025 GoTriangle Budget Ordinance 2024 003x

ADOPTED THIS THE 7™ DAY OF AUGUST 2024.

Brenda Howerton, Board of Trustees Chair
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2024 003x

GOTRIANGLE FY2025 BUDGET ORDINANCE
REGIONAL Bus CAPITAL PROJECT FUND

BE IT ORDAINED by the Research Triangle Regional Public Transportation Authority Board of Trustees:

Section 1. It is estimated that the following revenues will be available in the Regional Bus Capital
Project Fund for the fiscal year beginning July 1, 2024, and ending June 30, 2025:

Federal Grant Revenues $30,428,676
Reimbursements from Others 37,708,498
Operating Transfer from General Fund 1,779,812
Total $ 69,916,986

Section 2. The following amounts hereby are appropriated in the Regional Bus Capital Project Fund for
the fiscal year beginning July 1, 2024, and ending June 30, 2025:

Capital Outlay $ 69,916,986
Total $ 69,916,986

Section 3. Copies of this budget ordinance shall be furnished to the Clerk to the Board of Trustees and
to the Budget Officer of this Authority to be kept on file for their direction in the disbursement of
funds.

ATTEST: ADOPTED THIS THE 7™ DAY OF AUGUST 2024.

Michelle C. Dawson, Clerk to the Board Brenda Howerton, Board of Trustees Chair
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2024 003x

GOTRIANGLE FY2025 BUDGET ORDINANCE
ADVANCED TECHNOLOGY PROJECT FUND

BE IT ORDAINED by the Research Triangle Regional Public Transportation Authority Board of Trustees:

Section 1. It is estimated that the following revenues will be available in the Advanced Technology
Project Fund for the fiscal year beginning July 1, 2024, and ending June 30, 2025:

State Grant Revenues S 49,320
Reimbursements from Others 42,700
Operating Transfer from General Fund 162,780
Total S 254,800

Section 2. The following amounts hereby are appropriated in the Advanced Technology Project Fund
for the fiscal year beginning July 1, 2024, and ending June 30, 2025:

Capital Outlay $ 254,800
Total S 254,800

Section 3. Copies of this budget ordinance shall be furnished to the Clerk to the Board of Trustees and
to the Budget Officer of this Authority to be kept on file for their direction in the disbursement of
funds.

ATTEST: ADOPTED THIS THE 7™ DAY OF AUGUST 2024.

Michelle C. Dawson, Clerk to the Board Brenda Howerton, Board of Trustees Chair



FY25 GoTriangle Budget Assumptions

Total GoTriangle Operating Revenue and Expenses
Operating Revenue - $42.9M (FY24 - $41.1M)

Reduced vehicle rental tax by $3.7M
Appropriating $3.1M from Fund Balance

Operating Expenses - $42.9M (FY24 - $42.6M)

Operating Revenues
Vehicle Rental Tax - $11.2M (FY24 - $13.7M)
$5 Vehicle Registration Tax - $6.9M (2% > FY24 - $6.9M)
Federal Grant Funding - $2.4M (FY24 - $1.6M)
SMAP Funding - $2.8M (FY24 - $2.8M)
Transit Service Revenue - $9.1M (FY24 - $7.9M)
Indirect Costs - $2.8M (FY24 - $2.3M)
Miscellaneous - $2.5M (FY24 - $2.4M)

Return to Fares and GoPass - $2.3M (suspended in FY20)
Fares - $730K
GoPass - $875K
Paratransit - $700K

Operating Expenses
Headcount - 304 FTEs (FY24 - 285 FTES)
Includes Durham, Orange and Wake Transit funded positions
Salaries and Benefits
Includes new competitive pay structure for Transit Operations
Average Merit - 3.5% (FY24 - 3.5%)
7% increase for FY25 budget for employee healthcare
Bus Operations

Directly operated revenue hours - 136,607 (FY24 - 131,307)
Cost per hour - $173 (FY24 - $161)
Contracted Services Hours - 7,951 (FY24 - 9,899)

Total GoTriangle Capital Revenue and Expenditures
Capital Revenue - $70.2M (FY24 - $33.0M)
Capital Expenditures - $70.2M (FY24 - $35.7M)

Page 30 of 31
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Future Needs and Opportunities Not Included in Current Proposed
Budget

Service Reliability and State of Good Repair

8 Fully funding fixed-route and paratransit vehicle replacement program to
reduce fleet age to align with industry best practice

8 Fleet replacement program for future fiscal years

New/Innovative Programs

8 Expanded discount or free fare programs

8 Increased fleet electrification

8 Microtransit and on-demand program expansion
8§ Enhanced connections to RDU airport

Improving Freguency

§ 30-minute Sunday service

8 15-minute service on core routes

8§ Conversion of peak-only routes to all-day routes with weekend service

Expanding Coverage
8 New routes serving destinations within existing territory (e.g. US 70 corridor)
8 Connections to Johnston, Chatham, etc.

Other
8§ Computer systems improvements
8 Deloitte recommendations




FY 25 Annual Work Program

Excerpt
RECOMMENDED CAPITAL EXPENDITURES RECOMMENDED OPERATING EXPENDITURES
Transit Infrastructure $665,000 Transit Plan Administration $826,751
Vehicle Acquisition $426,351 Transit Operations $5,241,825
Capital Planning $150,000 Tax District Administration $329,284
Bus Rapid Transit $4,000,000 TOTAL $6,397,860
TOTAL $5,241,351

ORANGE CAPITAL FUND BALANCE PROJECTED PROJECTED REVENUE

Fund Balance projected a’:: t\a{ngo(;f4 ~$11,000,000 72 Cent Sales Tax $11,500,00
Proposed FY 25 Fund Balance $1,068,031 e i
Transfer - $3 Registration Fee $363,596
TOTAL ~$12,068,031 $7 Registration Fee $843,646
TOTAL $13,097,635

* Update

This proposed work plan designates funding to five (4) agencies in FY25: Orange County/OPT, Chapel Hill/CHT.
Hillsborough, and GoTriangle. Programmed expenditures by agency:

RECOMMENDED EXPENDITURES BY AGENCY

Orange County/OPT $1,345,989

Chapel Hill/CHT $7,069,936

GoTriangle $3,182,484

Durham-Chapel Hill-Carrboro MPO $40,801
TOTAL $11,639,211




FY25 Triangle Transit Tax District: Orange County

Recommended Projects
Revenues

Tax District Revenues

FY25 Triangle Tax District:

Article 43 Half-Cent Sales and Use Tax $ 11,500,000
Article 50 Vehicle Rental Tax* $ 390,393
Article 51 Three-Dollar Increase to Regional Vehicle Registration Fee $ 363,596
Article 52 Seven-Dollar County Vehicle Registration Fee $ 843,646
Total Revenues 13,097,635%
Expenditures
Tax District Administration
Staff Costs $ 196,800
Support Services $ 132,484
Transit Plan Administration
Chapel Hill / CHT $ 150,000
DCHC MPO $ 40,801
GoTriangle $ 598,323
Orange County / OPT $ 62,628
Transit Operations
Chapel Hill / CHT $ 2,560,252
GoTriangle $ 1,373,211
Orange County / OPT $ 1,283,362
Total FY25 Operating Allocation $ 6,397,860
Capital Planning
Chapel Hill / CHT $ 150,000
BRT
Chapel Hill / CHT $ 4,000,000
Transit Infrastructure
GoTriangle $ 665,000
Vehicle Acquisition
Chapel Hill / CHT $ 209,684
GoTriangle $ 216,667
Total FY25 Capital Allocation 3 5,241,351
Allocation To Fund balance 1,107,064
Total Programmed Expenditures** 13,097,635%

Revenues over Expenditures

* NOTE: Prior year carryover to be calculated in May 2024
* Update
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ltem 4.a.iv
Subject: Orange County Short Range Transit Plan
Attachment: Existing Conditions Final

Draft SRTP
PURPOSE: Information

BACKGROUND: Since October 2023, Orange County has been working with the Core Technical Team
(CTT) of member jurisdictions and consultant Nelson Nygaard in crafting the County’s Short Range
Transit Plan (SRTP). The plan is a comprehensive analysis of the County’s public transit services — capital
and operating — including all the financial resources and determines the plan for the next five years of
improvements. Nelson Nygaard worked with a CTT made of professional transportation staff from:
Chapel Hill, Carrboro, Hillsborough, and Mebane

Go Triangle

Durham-Chapel Hill-Carrboro Metropolitan Planning Organization

Burlington-Graham Metropolitan Planning Organization

Central Pine Rural Planning Organization

Orange County

Nelson Nygaard in coordination with Orange County Transportation Services conducted the initial round
of public workshops during the month of March and will be performing the second round between late
August and early September before finalizing the County’s SRTP. Attached are the final Existing
Conditions report (attachment 1) and draft plan for review (attachment 2)

RECOMMENDATION(S): Information
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Existing Conditions

1 INTRODUCTION

The Orange County Short Range Transit Plan
(SRTP) guides the improvement of transit
services in Orange County through 2030.

Orange County Transportation Services (OCTS) provides fixed-
route bus, demand response, and microtransit services
throughout Orange County, NC. The changing conditions in the
county—including new developments, rising population and jobs,
and limited budgets—present an opportunity for OCTS to refine
how transit investments are made. The SRTP will analyze existing
service performance and markets, evaluate strategies for
improving transit, and recommend a transit investment program
through Fiscal Year (FY) 2030. The SRTP will also guide future long
range planning efforts as the region continues to grow.

The Existing Conditions report is the first piece of the Orange
County SRTP. The report consists of five key chapters:

1. A review of previous plans and projects that impact
transportation in Orange County,

2. An analysis of the underlying market conditions in Orange
County,

An analysis of the current services provided by OCTS,

4. A review of current and potential funding for OCTS
services, and

5. A synthesis of the gaps and opportunities that can be
addressed through the SRTP.

Nelson\Nygaard Consulting Associates
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The focus of this Existing Conditions report is on the areas of
Orange County outside of the municipalities of Chapel Hill and
Carrboro, which are served by Chapel Hill Transit. The analysis will
look at Hillsborough, Mebane, and the more rural areas of the
county, identifying the opportunities and challenges in providing
transportation services outside the Chapel Hill area. Analyses will
also include up to 10 miles outside of the Orange County borders,
which marks the fullest extent of OCTS's service area and includes
destinations in Durham and other surrounding counties.

Key findings for the Existing Conditions include:

» QOrange County is growing and is focused on ensuring
planning efforts are inclusive of residents throughout the
entirety of the county.

* There is potential demand for fixed route transit both
within and between Hillsborough and Mebane.

= QOCTS fixed route bus ridership has not fully recovered
since the COVID-19 pandemic.

* Program-based demand response service fills a critical
need in connecting rural residents with medical,
employment, and shopping opportunities, but is limited
by eligibility requirements and high cost per rider.

* Microtransit expands access to transit for the general
public but is currently underutilized.

There are opportunities to leverage existing funding
sources more efficiently and identify new funding sources
for improving transit.

1-1
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2 REVIEW OF PAST PLANS AND PROJECTS

Past plans establish a baseline understanding
of transit projects and programs considered

or planned for Orange County and the region.

Reviewing past plans and projects is a critical first step to guiding
existing conditions work. The previously published plans and
policies reviewed included transit plans, climate plans, funding
studies, and more, all of which focused on Orange County and/or
the surrounding region. The review focused on both specific
transit service recommendations and higher-level funding and
goals.

This review sets the stage for the existing conditions analysis by
providing a baseline and history of projects, changes, and future
visions. The following section provides a brief overview of the
plans reviewed and the information that is directly relevant to the
SRTP effort. The full review can be found in Appendix A.

Orange County Transit Plan (2017) and Update
(2022)

The Orange County Transit Plan from 2017 and its subsequent
update in 2022 provide an overview of the county’s transit goals
through a single funding source. It includes information on
service improvements that are planned to be funded through the
County's transit tax for OCTS, GoTriangle, and Chapel Hill Transit.

Nelson\Nygaard Consulting Associates

Burlington-Graham MPO (BGMPO)
Comprehensive Transportation Plan (2022)

BGMPQO's Comprehensive Transportation Plan is the MPO's long-
range plan that identifies major transportation needs and
solutions through 2050. The recommendations in this plan are not
funded or fiscally constrained, unlike other regional
comprehensive plans. The plan includes recommendations for
transit infrastructure and service improvements for the Burlington,
Graham, and Mebane areas, with a few recommendations for
Orange County. These recommendations consist of creating a
Mebane Connector; a Mebane to Hillsborough Commuter Rail;
enhancing service on the Orange-Alamance Connector; and
improving and adding new park and rides.

BGMPO 2045 Metropolitan Transportation Plan
(2020)

The BGMPO 2045 Metropolitan Transportation Plan is the
transportation plan for the Burlington-Graham region, which
consists of the cities and towns of Burlington, Graham, Mebane,
Elon, Gibsonville, Green Level, Haw River, Whitsett, Alamance;
Alamance County; and parts of Guilford and Orange Counties.
This plan identifies the transportation needs over the next two
decades and provides multimodal recommendations for
improvements.
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BGMPO Regional Transit Feasibility Study (2024)

The BGMPO Regional Transit Feasibility Study is an ongoing
project that has recently completed its Operations and Fiscal
Impact Analyses. This report contains recommendations and
opportunities for transit funding at the local and consolidated
level and an assessment of transit tax's government structure and
funding.

Orange County Climate Action Plan (2023)

The Orange County Climate Action Plan is the guiding document
for county-wide greenhouse gas reduction. This document offers
a comprehensive set of strategies that are in line with state
regulations. Transit-specific strategies revolve around increased
on-demand service and converting the existing vehicle fleet to an
all-electric fleet.

Connect 2050: The Research Triangle Region’s
Metropolitan Transportation Plan (2022)

Connect 2050 is the long-range transportation plan for the
Capital Area Metropolitan Planning Organization (CAMPO) and
the Durham-Chapel Hill-Carrboro Metropolitan Planning
Organization (DCHC MPO). The transit-related components of this
plan focus on improvement of local and regional transit facilities
and services and improving accessibility and ease of use of transit
for all users.
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Orange County’s Complete Streets and Vision
Zero Policies (2022)

Orange County’'s Complete Streets and Vision Zero Policies were
adopted in October 2022. The Vision Zero Policy states that the
locality will aim to meet the state’s safety targets of a 50%
reduction of fatalities and serious injuries by 2035, and a 100%
reduction by 2050. The Complete Streets Policy, which was
adopted in tandem with the Vision Zero plan, strives to
encourage the design and construction of safer and more
equitable streets and shift towards multi-mobility.

Orange County Transportation Services Title VI
Plan (2022)

Orange County Transportation Services Title VI Plan overviews the
Title VI standards and processes that OCTS must abide by. The
document includes transit service standards for OCTS, including
that all fixed-route services have between 30- and 45-minute
headways with plans to reduce these to between 15- and 30-
minutes.

Orange County Transportation Services ADA
Paratransit Plan (2022)

The Orange County Transportation Services ADA Paratransit Plan
outlines the standards that OCTS must meet to provide sufficient
ADA and paratransit services. OCTS currently exceeds the

required service standards for coverage and abides by all federally
mandated standards.
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GoTriangle Short-Range Transit Plan (2023)

GoTriangle's SRTP recommends a series of transit service
improvements for the Triangle region up to FY2028. The
recommendations included simplification of routes (including the
420 and ODX) and expansion of 15-minute all-day routes.

Chapel Hill Short-Range Transportation Plan
(2020)

Chapel Hill Transit's 2020 SRTP provides a roadmap for transit
improvements in Chapel Hill and Carrboro for the next ten years.
Recommendations include service expansion and demand-
response zone additions.

DCHC MPO Comprehensive Transportation Plan
(2017)

The DCHC MPO Comprehensive Transportation Plan is a long-
range transportation plan that covers the region and outlines

plans to be implemented through 2040. The modes that the plan
covers are highway, public transportation, rail, bicycle, and
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pedestrian changes. For Orange County, major public
transportation recommendations include the Durham-Orange
Light Rail Transit and the North-South Corridor Bus Rapid
Transit—a rapid transit route that runs along NC-86 and US 15-
501 from Eubanks to Southern Village.

City of Mebane Comprehensive Transportation
Plan (2021)

The City of Mebane's Comprehensive Transportation Plan is a
multi-modal plan that covers roadway, public transportation, and
bicycle and pedestrian travel. The Plan recommends a circulator
bus route for Mebane, which would run through the main part of
the City, covering key destinations, such as parks, schools,
community centers, and commercial destinations along the route.
There is additional demand for service to Alamance Community
College and to have connections to other regional routes.
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3 MARKET ANALYSIS

This chapter explores the underlying demand
for transit and transportation services in
Orange County using the region’s geography,
demographics, and built environment.

The Market Analysis consists of four components:

* Transit Demand: Looking at where people live and work,
both currently and as the region grows

» Equity and Transit Need: Identifying the socioeconomic
characteristics that influence transit use and where those
characteristics are more common

* Travel Flows: Mapping how people travel to, from, and
within Orange County

» Activity Centers: Identifying key destinations and trip
generators for transit

Key takeaways from the Market Analysis include:

* Population density and transit demand is greatest in the
Carrboro, Chapel Hill, Hillsborough, and Mebane areas.
The rest of the county is rural, where demand-response
services may be more suitable than fixed-route transit.

* Most of the employment density is located within towns

and cities and along major corridors. Service jobs make up

the largest share of jobs in the county.
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= Based on an analysis of travel patterns amongst all modes
of transportation, most trips take place within
municipalities. There is also relatively strong travel
demand along the Mebane-Hillsborough corridor.

TRANSIT DEMAND

A main factor in determining the demand for transit is density:
where people live and work, and how those areas are
concentrated. As shown in Figure 1, population and employment
density may be used to indicate an appropriate level of transit
service. Areas that are higher density may be able to support
more frequent fixed route transit, while areas with lower density
may be better suited for demand response services.

Figure 1: Transit Supportive Land Use Table

Residents Jobs Appropriate Frequency
Land Use Type per Acre per Acre Types of Transit of Service
] .-|
i PP b & 30-60
Mixed 10-15 5-10 Losal Micro- minutes
Neighborhoods Bus transit
‘ i 60 mins
Ew?;:sf 2-10 2-5 - ﬁ ﬁ . or less or
e Micro- Rideshare Volunteer On Demand
transit Driver Pgm
ﬁ! *! <2 <2 ﬁ ﬁ On Demand

Hural Rideshare Volunteer

Driver Pgm

These densities broadly indicate demand across contiguous areas,
and act cumulatively to drive demand for transit. Clusters of
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density throughout an area or along a corridor are strong
indicators of demand, while an isolated pocket of high density
alone in a rural area would not produce sufficient demand itself.
To represent the distribution of people and jobs more accurately,
this analysis uses “developed acres” to calculate density, which is
defined as the area within a quarter-mile buffer from roadways.

Data for transit demand was sourced mainly from DCHC MPO,
which forecasted population and employment data as part of the
2050 Metropolitan Transportation Plan (MTP), including estimates
for the 2020 base year and 2030 interim year, at the Traffic
Analysis Zone (TAZ) level. However, more recent population data
is available from the 2022 American Community Survey, which is
used as a reference for growth. Additional data on development
was provided by Orange County and Mebane agencies.

Where People Live

As shown in Figure 2, population density in Orange County in
2020 was concentrated in the municipalities of Chapel Hill,
Carrboro, Mebane, and Hillsborough:

* In Hillsborough, denser areas are not clustered together,
but located throughout the municipality with less dense
areas between them.
= Mebane's population density is mainly concentrated in

Alamance County, with some higher density pockets in

Orange County.

» Density changes sharply at the county border with

Durham, likely due to differing zoning and development

histories.
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Figure 4: Employment Density

Where People Work " "

The geographic distribution of job density in Orange County in :
2020 (Figure 4) is largely similar to population density, with the % ®©
highest density areas in Mebane, Hillsborough, and Chapel Hill- e
Carrboro: : 4 Qf
. . . : St § ®
=  Employment in Hillsborough is densest in the southeast : ! E :
area of the town. £
» Mebane employment density is clustered along I-40, in
the southern portion of the municipality. There are few 1
jobs outside of these areas. ;
Jobs not only generate demand from the employees that travel
there to work, but also from the potential customers, clients, and :
patients that visit a business. Jobs in the service and retail sectors
tend to generate travel demand at higher rates than industry or
office jobs. In 2020, 59% of Orange County jobs were in service 3 N e =
and retail sectors (Figure 3). ;’ %‘O@“ f‘““ ”fo%”_(;
Figure 3: Orange County Jobs by Sector T sl winaigy | h
; = -\’;@
Industry, ® gr i o?;’
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Figure 5: Population and Employment Densities

Population and Employment
Density Together

Together, population and employment density give a more
complete picture of potential demand for transit. Figure 5 shows
the combined population and employment densities by TAZ. Blue
areas on the map signify areas with high employment density but
lower population density, while orange represents areas with
higher population density and lower job density. Darker brown
areas have high densities of both employment and population.
Areas with both high population and employment density
include:

= Downtown Hillsborough

= Southwest Mebane

= |-40 and I-85 corridors

Areas of high employment and population density do not always

5
4
A

align, with pockets of high employment density further from the
downtown cores and some isolated areas of residential density. o, = & T
- g : By
:T § Euparts " = I E: b '3_4
: S o [ e

Areas with mismatched densities include:

Dodsons Xrq,
S

» Employment density in Hillsborough is concentrated in
many of the pockets of lower population density.
: (9

Population and

= Downtown Mebane has greater population density, while R \
Carrbo
o -l

.] . 01d Greensboro R&

3

employment is concentrated along 1-40.

Jobs per Acre
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L M
People per Acre

Data Sources: DCHC MP0 2020
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Figure 6: Population Density Change, 2020-2030

Regional Growth
The Triangle Region is growing rapidly, with new housing, mixed-
use developments, and job centers being planned and approved 5 : ®
throughout Orange County. Using the Triangle Regional Model’s © & ;
2030 projections, based on the 2020 base year, the Market $
Analysis can identify areas likely to see significant growth of %”*&,D,e,?d f ®
demand for transit within the SRTP timeframe. ® ® $
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. 3@* & (4
Population Change $
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; LR 2
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NC 10
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Employment Change

Based on the Triangle Regional Model, employment is projected
to increase at a greater rate than population, with a 19% increase
in jobs in Orange County between 2020 and 2030 to about 89,000
jobs. Newer data from the US Census estimates a greater number
of jobs than the Triangle Regional Model.

As seen in Figure 7, most of this growth is likely to be
concentrated near the UNC Chapel Hill campus and hospitals, and
between Chapel Hill and Durham. Southern Mebane is also
expected to see an increase in employment density, while most of
Orange County will likely not see a large increase in employment
density. Similar to the population density change map, not all job

growth is reflected in the density map.
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Figure 7: Employment Density Change, 2020-2030
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Figure 8: Recent & Future Developments
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EQUITY AND TRANSIT NEED

While total population and employment density are crucial to
understanding transit demand, the demographics and
socioeconomic characteristics of the population are also a key
component in identifying the need for transit services. Many
population groups, often those historically and currently
marginalized, rely on transit more than the general public. To plan
transit equitably, transit agencies should focus their investments
on areas with high populations of these communities.

There are multiple ways to identify and measure equity needs for
transit, and this report uses two distinct approaches: a Transit
Needs Index and Environmental Justice Communities of Concern.
The Transit Needs Index looks at the population and density of
key demographic groups, while the Environmental Justice analysis
looks at percentages, leading to different areas of emphasis in
each analysis. In addition, the Environmental Justice analysis is
based on an existing dataset from the DCHC MPO and focuses
solely on Orange County, while the Transit Needs Index has a
wider geographic focus and was calculated for the purpose of this

Market Analysis.

Transit Needs Index

The Transit Needs Index measures the density of socioeconomic
groups that would most benefit from improved transit services for
both fixed route and demand response. To calculate the index,
census block groups are assigned a score of 1 to 5 for each of the
following groups, based on the relative density of that group in
Orange County, and summed for a final composite score:

Nelson\Nygaard Consulting Associates

Figure 9: Transit Need
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= Zero vehicle households » Population with Limited-English Proficiency
= Racial and ethnic minorities
= People with low incomes (below federal poverty level)
=  Older adults (65+)
= People with disabilities
Error! Reference source not found. shows areas of high
potential transit need, with darker colors indicating higher than
average densities of multiple target populations. Areas with the

highest transit need include most of Chapel Hill and parts of
Carrboro, downtown and southern Hillsborough, and most of

G
%)

5
>
5
&

&

Mebane.

Environmental Justice

The DCHC MPO incorporates Environmental Justice (EJ) into all
aspects of its planning process, working to ensure the fair
treatment and meaningful involvement of all people regardless of
race, color, national origin, or income.” The MPO identifies
specific Environmental Justice Communities of Concern to target:

= Racial and Ethnic Minorities
— Black Population

— Hispanic Population

= People with Low Incomes (below Federal Poverty Level)

Environmental

. Older Adults (65+) Justice Areas
Areas of Overlap
= Zero Vehicle Households B
2 Overlap
. 3 Overlap
B 4+Overlap

Data Sources: NCDOT 2020
Demographic Snapshot

1 https://www.dchcmpo.org/work-with-us/environmental-justice-gj
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The environmental justice analysis identifies Communities of
Concern based on County thresholds for the percentage of
certain socioeconomic groups within each area. These thresholds
focus on percentage of a population, rather than density,
highlighting the presence of environmental justice communities
in the more rural areas of the county.

As shown in Figure 10, Communities of Concern are located
throughout Orange County, especially in the northwest and east,
as well as in the denser municipalities. While the rural areas may
not have the density to support fixed route transit services, there
are still communities that may need access to public
transportation.

TRAVEL FLOWS

Using data from Replica that models average daily traffic patterns
of trips on all modes of transportation, the following maps show
general flows of travel between census tracts in Spring 2023.

On an average weekday, the strongest travel flows were typically
within the municipalities, with weaker flows across longer
distances (Figure 11). Key travel flows outside the municipalities
include:

» Trips to the center of Hillsborough from surrounding
areas

* Thousands of trips occur each day from the communities
between Mebane and Hillsborough (such as Efland and
Buckhorn) into Mebane and Hillsborough, where much of
the previously discussed developments are located

Nelson\Nygaard Consulting Associates
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= Trips between Eubanks and Chapel Hill stand out during
the peak commute times

As shown Figure 12, Saturday travel flows are slightly more locally
contained than weekday, and lower overall, but follow similar
patterns to the weekday travel flows. Strong travel flows occur
between:

» Mebane and the tracts on the western edge of Orange
County, including the communities of Buckhorn and
Efland

* Northeast Orange County and Hillsborough

= Downtown Hillsborough and surrounding communities

Many of the existing transit services in Orange County, operated
by both OCTS and GoTriangle, only operate for parts of the day.
As shown in Figure 13 and Figure 14, travel patterns during the
morning peak and mid-afternoon on weekdays differ only slightly.

During the morning peak, between 7 and 9 AM, travel patterns
are mostly similar to the travel flows of the full day, with strong
trip links within Chapel Hill and Hillsborough (Figure 13). Unlike
full day travel patterns, there are some stronger long-distance
connections, including Durham to Chapel Hill and Chatham
County to Chapel Hill. Travel flows are slightly lower during the
midday period (Figure 14) than in the morning. Mebane to
Buckhorn continue to see strong travel flows. Trips to and from
Durham are concentrated more in the north of Chapel Hill, rather
than to and from UNC. Flows on the US 70 and 1-40 corridor
between Hillsborough and Mebane remain strong.
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Figure 11: Weekday Trips, All Day Figure 12: Saturday Trips, All Day
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Figure 13: Weekday Trips, AM Peak
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Figure 14: Weekday Trips, Mid-Afternoon
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ACTIVITY CENTERS

Some activity centers generate additional demand for transit that
are not captured by the previous density analyses. As shown in
Figure 15, major activity centers and points of interest in the
Orange County service area include:

» Higher Education campuses, including UNC Chapel Hill
and Durham Technical Community College in
Hillsborough

= Government/Civic institutions, such as social services
departments, town halls, and DMV locations

* Hospitals and Dialysis, including UNC Hospitals in
Chapel Hill and Hillsborough, and multiple dialysis centers

= Recreation/Community centers, including parks,
stadiums, senior centers, and recreation centers, such as
the Passmore Center

» Shopping destinations, including shopping centers such
as Patterson Place and Tanger Outlets, as well as
destinations like Walmart Supercenters

» Transit facilities, including the Eubanks Park and Ride

Many of these activity centers are clustered in more densely
populated areas, such as downtown Hillsborough and Chapel Hill,
or along key travel corridors. However, with the distributed rural
population of Orange County, residents often need to travel
longer distances from less dense areas to the areas of more
concentrated activity to access healthcare, grocery stores, and

social services.

Nelson\Nygaard Consulting Associates
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Figure 15: Activity Centers
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4 EXISTING SERVICE ASSESSMENT

The Existing Service Assessment looks at the
current state of transportation services
offered by OCTS, identifying trends in service
delivery and usage.

This analysis consists of two key components, a System Overview,
which explores OCTS's services as a holistic network, and Service
Profiles, which delves deeper into each individual service offered
by OCTS.

Some key takeaways from the existing service assessment are:

= OCTS offers service in the form of three fixed routes—
Hillsborough Circulator, Orange-Alamance Connector,
and Orange-Chapel Hill Connector—and demand
response.

» Ridership on OCTS's fixed route and demand response
services has not recovered from the decrease due to the
COVID-19 pandemic.

= The Hillsborough Circulator is OCTS's highest performing
fixed route. Utilizing only one vehicle, the route runs
hourly as that is the time it takes for the vehicle to
complete the loop, ultimately resulting in the route
frequently running late.

* The Orange-Alamance connector is currently partially
suspended and covered by demand response service.

Nelson\Nygaard Consulting Associates

» The Orange-Chapel Hill Connector runs between
Hillsborough and Chapel Hill during the middle of the day
when Chapel Hill Transit's Route 420 is not running. There
could be opportunities to improve efficiency by ensuring
there is no duplicate service.

= OCTS's on-demand service is underutilized, possibly due
to the rider registration process and lack of information
available directly on OCTS's website.

SYSTEM OVERVIEW

Services Available

OCTS operates the following services:

» Three fixed routes: Hillsborough Circulator, Orange-

Alamance Connector, Orange-Chapel Hill Connector

= Rural Demand Response Service

= Mobility on Demand microtransit service

= ADA Complementary Paratransit
Each OCTS route and service has different hours of operation,
though all fixed route buses are scheduled to operate hourly
throughout their service period. Figure 16 depicts the service span

and frequency for the three fixed route services as well as the two
demand response service types.
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Figure 16: OCTS Service Span and Frequency
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Figure 17: Annual Unlinked Passenger Trips by Service Type
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Service Performance

Ridership on OCTS’s demand response services declined
significantly in 2020 due to the COVID-19 pandemic and
continued to decline in 2021. Fixed route ridership did not see the
same steep decline in 2020 but decreased in 2018 and again in
2021 (Figure 20).

The pandemic and resulting changes to commute patterns, paired
with vehicle and driver shortage challenges at the agency, have
led to significant on-the-ground changes to the services being
offered in recent years. These changes include route suspensions
and service hour changes, often without significant advertisement
to the public. These challenges and changes make exact
comparisons over time difficult on the level of an individual route
or service.

Neighboring Transit Services

Along with OCTS, three other transit agencies operate bus routes
in Orange County: Piedmont Authority for Regional
Transportation (PART), GoTriangle, and Chapel Hill Transit. OCTS
also operates in neighboring Alamance County, which is served
primarily by Alamance County Transportation Authority (ACTA)
and Link Transit.

PART operates transit service in the counties to the west of
Orange and runs one route that extends into Orange County.
PART Route 4 offers service from UNC Chapel Hill to Mebane
Cone Health Park and Ride, and to Graham, Burlington, and
Greensboro.

4-2



Existing Conditions

GoTriangle serves Durham, Orange, and Wake Counties with six
all-week and all-day routes, four peak-only routes on weekdays,
and 7 regional express routes that run during peak hours all week.
Two routes serve similar corridors to OCTS routes: the ODX and
the 420. The ODX is an express route that serves Hillsborough,
Efland, Mebane, and Durham during mornings and evenings. This
route runs hourly at peak times, with three trips in the morning
and three in the afternoon. Route 420 is a peak-only regional
route that runs from UNC Chapel Hill to Hillsborough.

Chapel Hill Transit is a fare-free radial transit service based
around the UNC Chapel Hill campus. Chapel Hill Transit operates
20 fixed routes, 9 of which operate all week and the other 11
operate on weekdays only. These routes facilitate local travel
within Chapel Hill and Carrboro.

Transit Amenities and Facilities

OCTS's bus stop amenities vary based on the size of the bus stop
and nearby amenities. Working with GoTriangle, the two transit
providers have made stop improvements in Orange County and
the greater region. GoTriangle actively updates their Stop
Improvement Map on their website with completed and in-
progress bus stop amenity improvements.

Shelters vary in size depending on the location, with larger
shelters typically being placed at the end-of-line and park-and-
rides and smaller shelters being placed at high volume ridership
locations mid-route where space allows. The style of bench can
also vary, with larger benches being placed inside of or nearby
shelters and smaller seats located on the bus stop pole.

Nelson\Nygaard Consulting Associates
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OCTS serves the Mebane Cone Health Park-and-Ride and the
Durham Tech OCC Park-and-Ride on the Orange-Alamance
Connector, and the Durham Tech OCC Park-and-Ride by the
Orange-Chapel Hill Connector.

Figure 18 Durham Tech OCC Park-and-Ride Bus Stop
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SERVICE PROFILES

Fixed Route

OCTS provides both regional and local service with its fixed route
buses, shown in Figure 19. The Hillsborough Circulator is a local
route serving key destinations in Hillsborough. Two regional
connector routes, the Orange-Alamance Connector and the
Orange-Chapel Hill Connector, connect Hillsborough with other
regional destinations and fill a midday gap for peak-only
GoTriangle bus routes, with additional local service stops.

Fares are charged for the two connector routes, at a cost of $2.00
for the general public, $1.00 for students between ages 6 and 17,
and free for seniors (older than 60), children (younger than 5),
persons with disabilities (ADA certified from OCTS or another
transit agency). Fares must be paid using UMO Pass or a
Passenger ID card. Cash is not an option for fare payment on
OCTS routes. The Hillsborough Circulator is free to ride.

Analysis focuses on data from October 2019 and October 2023
where available, but technological and operational difficulties
were limiting factors to the robustness of the ridership and trip
data. On-time performance is only available as an estimate for the
Hillsborough Circulator, and there is limited recent ridership data
for the Connector routes. Improving data collection would
support a more robust analysis in future studies.

Nelson\Nygaard Consulting Associates
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Figure 19: OCTS and Regional Fixed Route Bus Service
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Hillsborough Circulator

Route Description

The Hillsborough Circulator is a one-way loop that serves major
destinations in the town of Hillsborough, operating hourly
Monday through Friday from 7 am to 5 pm. The route operates
with one vehicle, taking one hour to complete each loop. No fare
is charged to ride the Hillsborough Circulator.

Route Performance

Ridership on the circulator has recovered to approximately 78%
of pre-pandemic levels, with 1,042 boardings in October 2023
compared to 1,342 boardings in October 2019. As seen in Figure
20, boardings in 2023 are more evenly distributed throughout the
day, with higher activity in the midday, compared to a previous
AM and afternoon peak in 2019.

Figure 20: Average Daily Boardings by Hour, October
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Figure 21: Hillsborough Circulator Boardings
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Figure 21 shows where boardings are concentrated along the
Hillsborough Circulator. High ridership areas include:

= Large apartment complexes, including Gateway Village
and Coachwood apartments on Cheshire Drive and Eno
Haven Apartments

» Key shopping destinations, including the Hillsborough
Walmart and Rebecca Drive Food Lion

= Triangle Sportsplex and Passmore Center

There are distributed boardings along the downtown portions of
the route, and some limited ridership at other key stops. At key
timepoint stops, 16% of trips arrived more than 5 minutes after
their scheduled times.

Opportunities

The Hillsborough Circulator connects the denser downtown
environment, apartment complexes, and major shopping
destinations, but operates in a challenging built environment
outside of these main destinations. Ensuring the route takes the
most direct path possible to the key ridership areas is essential in
improving reliability and on-time performance. Return trips are
made less direct by the nature of a one-way loop, especially when
the route operates only hourly. A counter-loop with expanded
service hours is planned for the upcoming fiscal year, providing
shorter travel times and more flexibility.

Nelson\Nygaard Consulting Associates
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Orange-Alamance Connector

Route Description

The Orange-Alamance Connector is a fixed-route service that
connected activity centers in Hillsborough, Efland, and Mebane
during the weekday midday period when the peak-only
GoTriangle Orange-Durham Express (ODX) is not operating. Due
to low ridership, the route is currently operating as an on-demand
service, where riders would call the County to receive a ride along
the fixed alignment. When in full operation, the Orange-Alamance
Connector ran bi-directional hourly service between 10 AM and 3
PM Monday to Friday.

Figure 22: Orange-Alamance Connector Boardings, October 2023
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Route Performance

The Orange-Alamance Connector was the lowest performing
OCTS fixed-route service pre-pandemic, with 45 total boardings in
October 2019. In October 2023, operating as an on-demand
service, 16 trips were attributed to the Orange-Alamance
Connector. As shown in Figure 22, all but two of those boardings
were at the Efland-Cheeks Community Center.

Opportunities

The Orange-Alamance Connector has limited service hours,
operating outside of core travel times, with potentially confusing
differences from the peak-period service offered by the
GoTriangle ODX. While the route is not operating on the ground,
the OCTS website does not show it as suspended or replaced by
demand response. Midday service along this corridor may be
better served by demand response or microtransit service,
integrating the trips into the already existing alternatives and
better advertising the service to the public.

Mebane is a growing area with strong pockets of density that may
be supportive of fixed route transit service, but even when the
Orange-Alamance Connector is fully operational, there is limited
bus service available locally.

Nelson\Nygaard Consulting Associates
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Orange-Chapel Hill Connector

Route Description

The Orange-Chapel Hill Midday Connector (OCH), also known as
the “Hill to Hill", connects Hillsborough and Chapel Hill during the
weekday AM peak and the midday period when the peak-only
GoTriangle Route 420 is not operating. The OCH operates along
Hwy 86, serving downtown Hillsborough, UNC Hospital
Hillsborough Campus and Durham Tech Community College,
Eubanks Park and Ride, and key destinations in Chapel Hill, as well
as additional local stops. The route operates Monday to Friday
from 8:30 AM to 4:30 PM.

Route Performance

Due to data collection complications, accurate October 2023
ridership information is not available for the OCH, so the analysis
looks at February data from 2020 and 2024. In February 2024,
there were 243 boardings for the route total, compared to 546
boardings in February 2020. 64% of the recent boardings
occurred on southbound trips, and northbound trips were more
common in the late morning to early afternoon, whereas
southbound trips were distributed evenly across the day. Figure
23 shows the distribution of average daily boardings by hour for
the Orange-Chapel Hill Connector for February 2020 and
February 2024.
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Figure 23: Average Daily Boardings by Hour, February Figure 24: Orange-Chapel Hill Connector Boardings, February 2024
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As seen in Figure 24, boardings are most common at UNC Chapel z
Hill, in downtown Hillsborough, and at UNC Hospital Hillsborough .
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also streamline service and potentially save money for either
agency.
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Demand Response & Microtransit

Along with the paratransit provided within % mile of fixed route
service as required by the Americans with Disabilities Act, OCTS
provides two types of non-fixed route service: program-based
rural demand response service and a publicly available
microtransit service called Orange County Mobility on Demand
(MOD). Both service types operate throughout all of Orange
County, and serve key destinations in Mebane and Durham. In
addition, both Chapel Hill Transit and GoTriangle operate
paratransit services within their respective service areas: EZ Rider
and GoACCESS. A guide to the different service types from the
Orange County Department of Aging is shown in Figure 25. The
following sections will detail the programs under rural demand
response as well as the MOD program.

Customers typically use these services roundtrip. Orange County
records trips separately for each direction. For mapping purposes,
trip origins are defined as residential locations or the starting
point of a trip between two non-residential locations. Trip
destinations are defined as non-residential locations or the end
point of a trip between two non-residential locations.

Nelson\Nygaard Consulting Associates
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Figure 25: Orange County Public Transit Options
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Rural Demand Response

Service Description

Rural Demand Response service in Orange County consists of
multiple disparate programs that provide door-to-door service
based on location and eligibility: the Elderly and Disabled
Transportation Assistance Program (EDTAP), the Employment
Transportation Assistance Program (EMPL), the Department of
Social Services Work First Program (DSS), and Rural General
Public (RGP). These services are marketed to the public based on
eligibility, not grouped together by funding as they are for the
purposes of this analysis.

Demand Response service is available Monday through Friday
from 7 AM until 5 PM, and trips must be booked two days in
advance by 5 PM. Trip funding is based on the eligibility of the
rider and trip purpose. EDTAP-eligible riders include Orange
County elderly (60+) or disabled residents travelling for the
following eligible trip purposes:

* Job interviews, job fairs, job readiness activities/ training,
GED classes, transportation to work, Group field trips/
tours to community special events

* Human Services agency appointments, public hearings,
committee meetings

* Medical appointments, pharmacy pick-ups, shopping,
personal care, banking etc.

The Employment Transportation Assistance Program (EMPL) and

DSS Work First Program provide trips for the following purposes:

Nelson\Nygaard Consulting Associates
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» Transport to work or training for DSS clients transitioned
off TANF or Work First within 12 months, Workforce
Development Program participants, “disadvantaged
public” and or general public.

* Job interviews, job fairs, job readiness activities/ training,
GED classes, transportation to work (scheduled by
passenger),

» Children of working parent transported to child care.

RGP services are available to any member of the public, and are
advertised on the OCTS website, but no trips were taken via that
program during the study period.

Service Performance

In October 2023, OCTS provided 1,502 completed demand
response trips through the project categories. EDTAP funded
1,035 of those trips, DSS was the funding source for 456 trips, and
EMPL funded 11 trips. Due to the nature of eligibility-based
services, each trip’s purpose is recorded, and Figure 26 shows the
number of trips taken for each eligible purpose, broken down by
funding source.
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Figure 26: Demand Response Trips by Purpose, October 2023
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Figure 27: Demand Response Average Daily Trips Per Hour, October 2023
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Figure 27 shows the average daily Demand Response trips per
hour, with clear peaks in demand from 8 to 10 AM and from 3 to
4 PM. Figure 28 shows the home and destination locations of all
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Demand Response trips in October 2023, with larger dots
indicating more trips to or from that location. Demand Response
riders tend to travel from disparate home locations in less dense
areas to concentrated destinations in the municipalities, in
particular:

= Carolina Dialysis, in Carrboro and Mebane
» Hillsborough Recovery Solutions
= Passmore Senior Center

» Downtown Hillsborough

36% of Demand Response trips picked up their passengers within
10 minutes of the scheduled pick-up time.

Opportunities

Demand Response services are fragmented, with multiple funding
sources and different flows of customer information. It can be
hard, especially for new riders, to identify which service they may
be eligible for, where each one operates, or how to book a trip.
The website, Rider’'s Guide PDF, and backend data do not all
match, and this could discourage potential users. This also
complicates funding and reimbursement, in particular for
Medicaid-eligible trips.

For current users, Demand Response services are not consistently
on time, and require significant advance notice, lowering their
convenience compared to traditional fixed-route transit or other
transportation options. Improving response time and on-time
performance could attract new users as well as improve the
experience of current riders.
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Figure 28: ROAP Demand Response Trips, October 2023
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Mobility on Demand Figure 29: MOD Service Area
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Figure 31: Mobility On Demand Destinations, October 2023

Figure 30: All Trips by Hour, October 2023
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5 TRANSIT FUNDING

Funding drives the amount of transit service
and capital projects Orange County can
provide its residents, workers, and visitors.

This chapter review OCTS's annual expenses and revenues,
including a look at the agency’s current federal, state, and local
funding mechanisms. It also begins to explore other potential
funding sources for future transit improvements. Key takeaways
include:

» OCTS's expenses exceed revenues, creating a funding gap
that makes it difficult to provide needed transit services.

»  OCTS utilizes federal, state, and local funding sources.
Over 75% of funds come from local sources, including the
Orange County Transit Tax and other county funds.

=  There are other federal, state, and local funds that OCTS
can utilize to increase its revenues.

Figure 32: FY2022 and FY2023 OCTS Expenses
| FY2022

ORANGE COUNTY
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EXPENSES AND REVENUES

In Fiscal Year (FY) 2022, OCTS spent approximately $2.3 million on
all its expenses, for both fixed route and demand response
services (Figure 32). Partly due to inflation, expenses in FY2023
totaled approximately $3.7 million. For both years, personnel
costs were highest, followed by operating costs. Capital purchases
made up the smallest proportion of the total expenses.

As shown in Figure 33, OCTS made approximately $2.2 million in
revenues in FY2022 and $2.5 million in FY2023. About 13% of
revenues came from the federal government, with a mix of 5307
and 5311 funds. Just under 10% came from North Carolina’s Rural
Operating Assistance Program (ROAP). Over 75% of funds came
from local sources, including Orange County government funds,
Orange County Transit Plan transit tax reimbursements, fares, and
charges for services. Fares made up about 1% of OCTS revenues.

| FY2023

Category

Fixed Route

Fixed Route

| Demand Response

Total ‘ Demand Response

Administrative $186,733 $80,028 $266,761 $338,612 $207,789 $546,401
Operating $591,229 $253,384 $844,613 $944,214 $513,389 $1,457,603
Capital $4,766 $2,042 $6,808 $0 $192,434 $192,434
Personnel $978,338 $244,585 $1,222,923 $1,184,426 $296,106 $1,480,532
Total Expenses $1,761,066 $335,454 $2,341,105 $1,282,826 $913,612 $3,676,970
Nelson\Nygaard Consulting Associates 5-1
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Figure 33: FY2022 and FY2023 OCTS Revenues
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FY2022 | FY2023

Source Amount % of Total ‘ Amount ‘ % of Total
Federal

5307 Urbanized Area Formula $133,787 6.17% $141,102 5.60%

5311 CTP Funds $154,976 7.14% $184,580 7.33%
Federal Total $288,763 13.31% $325,682 12.94%
State

ROAP Funds $197,845 9.12% $211,284 8.39%
State Total $197,845 9.12% $211,284 8.39%
Local

Transit Tax* $765,987 35.31% $948,482 37.68%

Local Government Funds $767,112 35.37% $952,896 37.85%

Fares $12,419 0.74% $27,610 1.39%

Charge for Services $136,888 6.31% $51,493 2.05%
Local Total $1,682,406 77.57% $1,980,481 78.67%
Total Revenue $2,169,014 $2,517,447

*Note: The Orange County Transit Tax is a reimbursement of Local Government Funds and does not include funds set aside for the Transit Plan Update process.

FUNDING SOURCES

OCTS's annual expenses exceed its revenues, and additional
investments are needed to fulfill the level of transit need
identified in Orange County. To increase its revenues, OCTS can
work to fully utilize existing funding sources, including the Orange
County Transit Tax, and tap into new ones. The following is a non-
exhaustive list of the funding sources available at the federal,

Nelson\Nygaard Consulting Associates

state, and local levels. This list builds upon work completed
through the BGMPO Regional Transit Feasibility Study.

Federal Sources

Section 5307

Section 5307 is FTA's Urbanized Area Formula Program. These
funds are available for transit agencies that operate within a
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census-designated urbanized area. Section 5307 funds can be
used towards up to 80% of capital costs and 50% of operating
costs. These funds are distributed through MPOs with a set
allowance per transit agency.

Section 5310

Section 5310 is formula funding targeted towards transportation
needs of older adults and people with disabilities. The federal
share is up to 80% for capital projects and 50% for operating
assistance. Example uses of eligible Section 5310-funded activities
include the purchase of buses and vans, wheelchair lifts and
ramps, mobility management programs, travel training and
transit-related information technology systems, including
scheduling, routing, and one-call systems. Section 5310 funds are
reserved for agencies with locally coordinated human service
plans.

Section 5311

Section 5311 is a formula grant program for rural areas, providing
capital, planning, and operating assistance. The federal share is up
to 80% for capital projects, 50% for operating assistance and 80%
for Americans with Disabilities Act (ADA) non-fixed route
paratransit service.

Section 5339

Section 5339 is FTA’s Bus and Bus Facilities Program. This
program funds replacement, rehabilitation and purchase of buses
and related equipment, and construction of bus-related facilities.

Nelson\Nygaard Consulting Associates
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The federal share is not to exceed 80 percent of the net project
cost.

Carbon Reduction Program

The Carbon Reduction Program is a new funding source through

the Bipartisan Infrastructure Law. Funds are administered through
the NCDOT. The program provides funds for projects that reduce
carbon dioxide (CO2) emissions from the transportation sector.

Congestion Mitigation and Air Quality

The Congestion Mitigation and Air Quality (CMAQ) Improvement
Program is a long-standing source of grant funding for
transportation programs that reduce air pollution and vehicle
miles travelled. It is often used by transit agencies for upfront
capital costs, like the acquisition of on-demand vehicles.

State Sources

Rural Operating Assistance Program

The Rural Operating Assistance Program (ROAP) is a state-funded
public transportation program administered by the North
Carolina DOT's Integrated Mobility Division. Formula-based
programs that fall under ROAP include:

» Elderly and Disabled Transportation Assistance Program
(EDTAP)

= Employment and Transportation Assistance Program
(EMPL)

» Rural General Public Program (RGP)
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A local match is not required for EDTAP and EMPL, but a
minimum 10% local match is required for RGP. ROAP funds can
also be used to leverage FTA Section 5310 and 5311 funds.

State Maintenance Assistance Program

The State Maintenance Assistance Program (SMAP) provides state
funds designed to assist urban, small urban, and regional transit
service providers with funding the non-federal share of
operational expenses. Funds are allocated annually through a
formula. Funds can be used only for FTA Section 5307-eligible
operating costs and cannot exceed the amount of the local fund
match.

Transportation Demand Management

Public organizations responsible for the promotion of
Transportation Demand Management (TDM) activities may apply
for matching funds for strategies that promote the use of
transportation options other than single-occupancy vehicles. The
program funds up to 50% of the total expenses associated with
TDM programs, including the creation of a new TDM Plan for an
agency.

Local Sources

Orange County Transit Plan

Originally adopted in 2012 as the Bus and Rail Investment Plan,
the Orange County Transit Plan was updated in 2017 and
provides for funding to OCTS, GoTriangle, and Chapel Hill Transit
for improvements to transit services. The Plan was updated again

Nelson\Nygaard Consulting Associates
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in 2022, with funding for MOD and other transit services in
Orange County.

The Plan is funded through a series of Orange County taxes and
fees approved by voters:

= Half-Cent Sales and Use Tax
= 5% Vehicle Rental Tax

» $3increase to the GoTriangle Regional Vehicle
Registration Fee

= $7 County Vehicle Registration Fee

Medicaid Transportation

Non-emergency medical transportation provided by OCTS is
funded by Orange County’'s Department of Social Services, which
gets reimbursed from the state’s Medicaid program. North
Carolina expanded access to Medicaid in December 2023, so
OCTS may be able to provide more medical trips soon.

Fares

OCTS charges a variety of fares for its services. For fixed routes,
the Hillsborough Connector is free of charge, while the Orange-
Alamance Connector and the Orange-Chapel Hill Connector are
$2 for the general public. Demand response services range from
fare-free to $12.75, depending on eligibility and type of service.
The Mobility on Demand service is $5 one way. Changes to the
fare structure can influence the funding available for transit
service in Orange County, though fares are a small piece of total
revenue.
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6 OPPORTUNITIES

OCTS serves essential transportation needs in Hillsborough and
rural Orange County through a patchwork of fixed route, rural
demand response, and MOD services, coordinated with multiple
transit and human services agencies throughout the region, and
connects rural residents to all urban areas in and around the
county. The SRTP will build upon the identified gaps and
opportunities when recommending improvements to
transportation in Orange County.

Based upon the findings of the Existing Conditions report, OCTS
can continue to improve transportation and grow alongside the
communities of Orange County by focusing on making it easier to
ride existing services, making it easier to pay for transportation,
improving the operations of existing services, exploring the
development of new services, and better leveraging currently
available funding. Key opportunities under each of these
improvement categories include:

Make Services Easier to Use

» Communicate with the public about available services,
including better advertising for all services, particularly
MOD, and clarifying the on-demand status of the Orange-
Alamance Connector

* Invest in better bus stop amenities
= Improve pedestrian and bike access to transit

= Coordinate services with regional providers, including
GoTriangle, Chapel Hill Transit, PART, ACTA, and Link
Transit

Nelson\Nygaard Consulting Associates
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Improve Existing Services

* Invest in Demand Response outside of main towns and
corridors

= Strengthen the Hillsborough Circulator, focusing on on-
time performance, travel time, and service hours

* Improve performance by expanding the fleet and
continuing to recruit operators.
Explore New Service Opportunities

= Explore options for free and low-cost service to grocery
stores, social services, and senior centers

» Increased access to employment opportunities, including
non-traditional work hours

* Invest in a Mebane circulator in partnership with other
transit providers

» |dentify potential capital improvements to improve speed
and reliability, such as transit emphasis corridors.
Better Leverage Available Funding

= Balance available resources to favor more productive and
needed services

» Ensure Medicaid-eligible trips are being reimbursed to the
fullest extent possible

= Explore ways to leverage additional transit tax and federal
dollars
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Improve Fare Payment

» Streamline fare payment methodology across services

» Explore possibility of subsidized passes for MOD
These findings will be supplemented by robust public outreach to
understand what current and potential riders want most from

OCTS, and integrated into proposals for further review at a later
stage of the SRTP.

Nelson\Nygaard Consulting Associates
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APPENDIX A REVIEW OF PAST PLANS

Reviewing past plans and projects sets the stage for the existing
conditions analysis by providing a baseline and history of
projects, changes, and future visions. The project team reviewed
plans and projects relevant to transit in Orange County and the
surrounding region, including transit plans, climate plans, funding
studies, and multimodal transportation plans. The plans reviewed
are listed below.

= Orange County Transit Plan (2017) and Update (2022)

= Burlington-Graham Metropolitan Planning Organization
(BGMPQO) Comprehensive Transportation Plan (2022)

=  BGMPO 2045 Metropolitan Transportation Plan (2020)
» BGMPO Regional Transit Feasibility Study (2024)
= Orange County Climate Action Plan (2023)

= Connect 2050: The Research Triangle Region’s
Metropolitan Transportation Plan (2022)

= Orange County’s Complete Streets and Vision Zero
Policies (2022)

» Orange County Transportation Services Title VI Plan
(2022)

= Orange County Transportation Services ADA Paratransit
Plan (2022)

» GoTriangle Short Range Transit Plan (2023)
= Chapel Hill Short Range Transit Plan (2020)

Nelson\Nygaard Consulting Associates

= Durham-Chapel Hill-Carrboro Metropolitan Planning
Organization (DCHC MPQO) Comprehensive Transportation
Plan (2017)

» City of Mebane Comprehensive Transportation Plan
(2021)

The review of each plan focused on both transit-based elements
such as routes, services, and corridors that have been identified
for transit investments, along with higher level elements, such as
funding and county-wide goals. A summary of each plan is as
follows.

Orange County Transit Plan
Update (2022)

The Orange County Transit Plan Update (2022) allocates transit
tax district revenues for the next 20 years based on community
needs, values, and priorities, and includes both previously
programmed and new projects. The Orange County transit tax is
1/2-cent sales tax that is also collected during vehicle rentals and
registration. In 2022, revenues for this tax were nearly $9M. These
revenues go towards Orange County Public Transportation,
Chapel Hill Transit, and GoTriangle, along with funding
infrastructure-related transit improvements.

The plan’s goals and values include promoting greater quality of
life through facilitating travel in the region, easing access to the
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region’s wealth of colleges and universities, and ensuring transit

service for as many residents as reasonably possible.

Relevant Findings:

The 2012 Interlocal Agreement for Orange County
distributes transit tax revenues to the three transit
agencies: 64% for Chapel Hill Transit, 24% for GoTriangle,
and 12% for Orange County Public Transportation

Transit tax revenues make up 34% of OCPT's budget,
compared to 13% for CHT and 4% for GoTriangle.

Mobility On-Demand Service Expansion is funded through
transit tax revenues. The expansion is slated to be
completed in two phases—2022 and 2024—and will cost
approximately 1.1M to complete.

In addition to the On-Demand Service Expansion, transit
tax revenues have been slated to fund projects from the
2012 or 2017 Orange County Transit Plans. For OCPT,
these projects are 15 OCPT bus stop signs, Hillsborough
Park-and-Ride, AVL, and Planning for the new OCPT
Transit Plan.

The revenue generated by the transit tax district is not
enough to fund all projects, so OCPT has a list of seven
identified ‘'unfunded priorities’. These are identified in the
case of additional funding becoming available so that
there is already a list of potential uses for such funds.
OCPT's unfunded priorities do not include cost estimates.

— Vanpool Subsidy Program

Nelson\Nygaard Consulting Associates
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Improvements to the Hillsborough Circulator,
including expanded hours and a counter-direction
loop

Hillsborough-Durham Midday Connector

New peak-only fixed route services: a Cedar Grove
Peak Connector and a White Cross Commuter Service

Transit amenities in Hillsborough, including a new
transit center and park and ride facility
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Figure A: OCPT MOD Project Sheet Figure B: OCPT MOD Service Area
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Burlington-Graham MPO
(BGMPO) Comprehensive
Transportation Plan (2022)

BGMPQO's Comprehensive Transportation Plan is the MPO's long-
range plan that identifies major transportation needs and
solutions through 2050. The recommendations in this plan are not
funded or fiscally constrained, unlike other regional
comprehensive plans. The plan includes recommendations for
transit infrastructure and service improvements for the Burlington,
Graham, and Mebane areas, with a few recommendations for
Orange County. The relevant recommendations consist of:

* A Mebane Connector, which would cover the City of
Mebane and connect to the proposed Mebane -
Hillsborough Commuter Rail via the Downtown Mebane
rail station.

* A Mebane to Hillsborough Commuter Rail, which would
run for 13 miles from Downtown Mebane Station to
Hillsborough and potentially beyond.

= Enhanced service on the Orange-Alamance Connector by
increasing headways

* Improving and adding new park and rides in Orange
County, Graham, and Mebane.

Note that there are additional recommendations for Graham and
Mebane that would not have any interaction with Orange County
Public Transit that are not listed here. The fiscally unconstrained
recommendations here would provide greater connectivity and

Nelson\Nygaard Consulting Associates
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transit services in areas that either lack transit services today or
would benefit from improvements to existing services.

BGMPO Metropolitan
Transportation Plan 2045 (2020)

The BGMPO Metropolitan Transportation Plan for 2045 is the
region’s transportation plan, which consists of the cities and
towns of Burlington, Graham, Mebane, Elon, Gibsonville, Green
Level, Haw River, Whitsett, Alamance, and the counties of
Alamance and parts of Guilford and Orange. This plan identifies
the region’s transportation needs over the next twenty years.

Relevant OCPT Findings:

= The Alamance County Transportation Authority (ACTA)
recommended two fixed routes for Mebane: the Mebane
Circulator and the ACC to Mebane Connector. These both
fall under the MTP 2045 Unfunded List, which was
compiled by transit agency staff and the Steering
Committee. These were both classified as ‘Medium’
regarding the funding feasibility in the 2020-2045
timeframe. Both the Mebane Circulator and the ACC to
Mebane Connector would have an estimated capital cost
for vehicles during the first 10 years of operations of
$160,000, and each would have an annual operating cost
of $48,863 and $48,878, respectively.

= Refers to the recommendation of other plans for
improved on-demand service hours and vehicles across
Orange County
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Figure C: Mebane Connector Option 1 Figure E: Mebane Connector Option 3

Figure D: Mebane Connector Option 2
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BGMPO Regional Transit
Feasibility Study (2024)

The BGMPO Regional Transit Feasibility Study focused on
identifying opportunities to better coordinate and expand transit
service in the region. There are proposals that include agency
consolidation or partnerships that do not include OCPT as an
impacted/consolidated organization, but OCPT would be
indirectly impacted as the agency would still coordinate with the
larger agency on regional transit needs.

The study also presents an overview of funding available funding
opportunities, including those that are currently utilized and
potential local funding opportunities. Available federal funding
programs include:

= Section 5307

= Section 5310

= Section 5311

= Section 5339

= The Carbon Reduction Program
Available state funding programs include:

= Rural Operating Assistance Program

= State Maintenance Assistance Program
Potential new local funding sources include:

= Vehicle registration fee

= 1/4 -cent sales tax

Nelson\Nygaard Consulting Associates
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Orange County Climate Action
Plan (2023)

The Orange County Climate Action Plan (CAP) is the guiding
document towards greenhouse gas reductions, looking to act as a
comprehensive strategy guide that is in line with state
regulations. As a holistic Climate Action Plan, transit strategies are
just a subset of the outlined strategies for greenhouse gas
reduction by 2030 and 2050. Transit-specific strategies revolve
around increased on-demand service and converting to an
electric fleet.

Relevant Findings:

» Extend service hours by 3% and coverage by 6% by 2030

*= Implement changes to address gaps in Northern and
Southern Orange County by 2030.

= OCTP's transit fleet accounts for just 1% of carbon
emissions created by the county government and its
operations

» Transitioning to smaller, energy-efficient buses or vans is
a priority to make progress by 2050

» Expansion of Orange County mobility on Demand is a
priority and part of the strategy of exploring innovative
public transportation options

* Increase in registered zero-emission vehicles in North
Carolina to be 1,250,000 by 2030, and 50% of new vehicle
sales to be zero emissions.
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Connect 2050: The Research
Triangle Region’s Metropolitan
Transportation Plan (2022)

Connect 2050 is the long-range transportation plan for the two
organizations that oversee transportation planning in the
Research Triangle Region: The Capital Area Metropolitan Planning
Organization (CAMPO) and the Durham-Chapel Hill-Carrboro
Metropolitan Planning Organization (DCHC MPQ). This plan
describes analysis and public engagement that resulted in a set of
planned investments. The transit-related components of this are:
local and regional transit facilities and services, including rapid
bus and rail lines; transportation demand management marketing
and outreach efforts that increase the use of alternatives to peak
period solo driving; technology-based transportation services and
using advanced technology to make transit and road investments
more effective.

» Adopted regional transit project for high frequency bus
service on the Orange-Chapel Hill Connector by 2050 in
the form of a High Capacity or Express Bus.

» Transit is an emphasis, but there is not much focus on
OCPT-related transit.

» Points to the 2022 Orange County Transit Plan Update for
more information regarding OCPT-specific transit plans.

» Summarizes funding, transit, demographics, and transit
demand from other plans.

Nelson\Nygaard Consulting Associates
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Orange County’s Complete
Streets and Vizion Zero Policies
(2022)

Orange County’'s Complete Streets and Vizion Zero Policies were
adapted in October 2022. The Vizion Zero Policy states that the
locality will aim to meet the state’s safety targets of a 50%
reduction of fatalities and serious injuries by 2035, and a 100%
reduction by 2050. To do so, Orange County strives to improve
safety by developing a Transportation Safety Plan, create safer
streets, and deliver equity-driven transportation projects.

This goes hand-in-hand with the Complete Streets Policy, which
was adopted in tandem with the Vision Zero plan. The complete
streets policy strives to encourage the design and construction of
safer and more equitable streets.

Orange County Transportation
Services Title VI Plan (2022)

Orange County Transportation Services Title VI Plan overviews the
Title VI standards and processes that OCTS must abide by.
Included in this document are also transit service standards that
OCTS has stated, including that all fixed-route services have
between 30- and 45-minute headways with plans to reduce these
to between 15 and 30 minutes.

This plan additionally includes guidelines surrounding Title VI
analysis and Environmental Justice analysis prior to system

A-7



Existing Conditions

changes or new facility construction. This plan also provides
guidelines on public engagement.

Orange County Transportation
Services ADA Paratransit Plan
(2022)

The Orange County Transportation Services ADA Paratransit Plan
outlines the standards that OCPT must meet to provide sufficient
ADA and paratransit services. OCPT currently exceeds the

required service standards for coverage and abides by all federally
mandated standards. Orange County operates ADA service within
%-mile of each side of fixed route corridors 5 days a week from
8:00 AM to 5:00 PM. Users must schedule their ride at least a day
in advance in order to receive this service.

In addition to ADA service, OCTP offers MOD services, which do
not require advanced scheduling, and can pick up a passenger as
quickly as 30 minutes from the time of reservation.

GoTriangle Short Range Transit
Plan (2023)

GoTriangle’s Short Range Transit Plan (SRTP) provides a
comprehensive assessment of the transit environment, service,
and performance of regional transit in Durham, Orange, and
Wake Counties, and offers a set of recommendations up to FY28.
The recommendations included simplification of routes,
strengthening all-day regional connections, and adjusting peak-
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only services to reflect changing travel patterns. Relevant findings
to Orange County are:

= Ridership on the ODX and 420 have not recovered to pre-
pandemic levels.

» ODX ridership is heavily peak oriented, with nearly all
passengers riding to Durham in the morning and from
Durham in the afternoon.

* To improve speed and reliability for riders, route
alignment changes were recommended for both the ODX
and 420, with the potential for future service frequency
and span improvements beyond the time period of the
SRTP.

Chapel Hill Short-Range
Transportation Plan (2020)

Chapel Hill Transit's 2020 SRTP provides a roadmap for transit
improvements in Chapel Hill and Carrboro for the next ten years.
Recommendations include service expansion and demand-
response zone additions. Additionally, Chapel Hill Transit wants to
ensure simple, direct, and consistent transit by minimizing route
deviations, operating along more direct paths and utilizing major
arterials, and simplifying passenger facing materials.
Recommendations in this SRTP that are particularly relevant to
OCPT is the consolidation of paratransit services where they
overlap and continuing to look for effective ways to serve
commuter demand between service areas.
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Existing Conditions

DCHC MPO Comprehensive
Transportation Plan (2017)

The DCHC MPO Comprehensive Transportation Plan is a long-
range transportation plan that covers the region and outlines
plans to be implemented through 2040. The modes that the plan
covers are highway, public transportation, rail, bicycle, and
pedestrian changes. For Orange County, major public
transportation recommendations include the Durham-Orange
Light Rail Transit and the North-South Corridor Bus Rapid
Transit—a rapid transit route that runs along NC-86 and US 15-
501 from Eubanks to Southern Village. Both of these routes would
serve routes that have been identified as key commuter paths,
relieving the need for automobile transit to job centers and other
key destinations.

City of Mebane Comprehensive
Transportation Plan (2021)

The City of Mebane's Comprehensive Transportation Plan is a
multi-modal plan that covers roadway, public transportation, and
bicycle and pedestrian travel. The City of Mebane does not
currently run any form of local transit and is reliant on
surrounding transit agencies to cover the needs of their residents.
To change this, the plan recommends a circulator bus route for
Mebane, which would run through the main part of the city,
covering key destinations, such as parks, schools, community
centers, and commercial destinations along the route. This route
would provide a needed form of transit for Mebane residents to
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travel within the city, as opposed to destinations outside of the
city. Additionally, there is demand for service to Alamance
Community College and to have connections to other regional
routes.
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1 OVERVIEW

Orange County
Transportation Services

Orange County Transportation Services (OCTS) provides fixed-
route bus, demand response, and microtransit services
throughout Orange County, NC and to surrounding communities
within 10 miles. OCTS is one of three main public transit providers
in Orange County, primarily serving the municipalities of
Hillsborough and Mebane and the unincorporated areas of the
County. Chapel Hill Transit provides service in Chapel Hill and
Carrboro, and GoTriangle connects the major regional
destinations.

Orange County Transit Plan

In 2012, voters in Orange County approved a half-cent sales tax
to fund transit service and transit infrastructure improvements in
the county. Revenues from the Transit Tax support transit services
provided by OCTS, Chapel Hill Transit, and GoTriangle, and are
allocated based on the needs, values, and priorities laid out in the
Orange County Transit Plan and subsequent updates. The 2022
Orange County Transit Plan Update guides the allocation of
revenue from the transit tax over the next 20 years. The Orange
Transit Governing Boards include the Governance ILA parties,
which consists of the Orange Board of County Commissioners, the
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Durham-Chapel Hill-Carrboro (DCHC MPO) Executive Board, and
the GoTriangle Board of Trustees.

Short Range Transit Plan

The projects and priorities identified in the Orange County Transit
Plan and its updates inform the short-term planning efforts of
transit agencies that operate in Orange County, including OCTS.
The Orange County Short Range Transit Plan (SRTP) guides the
improvement of OCTS transit through 2030. The SRTP analyzes
existing service performance and markets, evaluates strategies for
improving transit, and recommends a year-by-year transit
investment program through 2030. Development of the SRTP was
overseen by the Core Technical Team, a group of key
stakeholders meeting regularly to review and provide feedback
throughout the SRTP process. Members of the Core Technical
Team include representatives from municipalities in the service
area, regional agencies, and the other transit providers in the
county. Funding for identified projects is provided through
multiple sources, in addition to the funding allocated through the
Orange County Transit Plan.



2 EXISTING
CONDITIONS

Current Service

OCTS provides both regional and local service with its fixed route
buses, shown in Figure 1. The Hillsborough Circulator is a local
route serving key destinations in Hillsborough. Two regional
connector routes, the Orange-Alamance Connector and the
Orange-Chapel Hill Connector, connect Hillsborough with other
regional destinations and fill a midday gap for peak-only
GoTriangle bus routes, with additional local service stops. Each
OCTS route and service has different hours of operation, though
all fixed route buses are scheduled to operate hourly throughout

their service period.

Along with the paratransit provided within ¥ mile of fixed route
service as required by the Americans with Disabilities Act, OCTS
provides two types of non-fixed route service: program-based
rural demand response service and a publicly available
microtransit service called Orange County Mobility on Demand
(MOD). Both service types operate throughout all of Orange
County and serve key destinations in Mebane and Durham.
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Figure 1: Current OCTS Fixed Route Service
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Figure 2: Population and Employment Densities
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Together, population and employment density give a more
complete picture of potential demand for transit. Figure 2 shows
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employment and population.
Based on an analysis of travel patterns amongst all modes of

transportation, most trips take place within municipalities. There is
also relatively strong travel demand along the Mebane-

Hillsborough corridor.
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Service Performance

Ridership on OCTS’s demand response services declined
significantly in 2020 due to the COVID-19 pandemic and
continued to decline in 2021. Fixed route ridership did not see the
same steep decline in 2020 but decreased in 2018 and again in
2021 (Figure 3).

Figure 3: Annual Unlinked Passenger Trips by Service Type
60,000
50,000
40,000
30,000

20,000 \ ——

10,000

0
2017 2018 2019 2020 2021 2022

=@=—rFixed Route ==@=Demand Response

Source: FTA NTD

The pandemic and resulting changes to commute patterns, paired
with vehicle and driver shortage challenges at the agency, have
led to significant on-the-ground changes to the services being
offered in recent years, including route suspensions and service
hour changes. These challenges and changes make exact
comparisons over time difficult on the level of an individual route
or service. The Hillsborough Circulator is OCTS's highest
performing fixed-route service in both total ridership and
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boardings per revenue hour, and it has recovered to
approximately 78% of its pre-pandemic ridership. The Orange-
Alamance Connector, on the other end of the spectrum, is
currently partially suspended and covered by demand response
service, and it had the lowest ridership of the three fixed routes
before its suspension.

Public Engagement Key
Findings

The first phase of engagement for the plan took place from
March 4 to March 31, 2024. Target audiences included transit
riders, Orange County residents, traditionally underserved
communities (both riders and non-riders), and other community
stakeholders. The project team held a series of pop-ups at bus
shelters, community centers, and community events across
Orange County (Figure 4). Standalone polling boards featuring
project details and simple questions were placed in transit
shelters at key bus stops in Orange County. A short survey was
distributed both online and in print form in English and Spanish
to Orange County stakeholders and 13 community centers,
libraries, and apartments. A total of 191 participants completed
the survey.

Locations where participants were most interested in seeing
better transit services included between Hillsborough and Chapel
Hill, from unincorporated Orange County into the municipalities,
and between Hillsborough and Mebane. Survey and pop-up
respondents favored midday weekday service the most, followed
by Saturday service, while polling board respondents were most



interested in peak commute service and expanded morning and
evening hours.

Participants desired improvements to transit services, including
reliability, frequency, extended coverage, on-demand options,
and accessible information such as real-time tracking apps.
Additionally, they emphasized the importance of improving
access to public transit through facilities like park and ride
facilities, bike lanes, and pedestrian infrastructure.

A second round of public engagement in August and September
2024 will gather feedback on this draft plan through similar
strategies of pop-ups and a distributed survey.
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Figure 4: Pop-Up Event at Seymour Senior Center
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3 PROJECT GOALS,
OBJECTIVES, AND
METRICS

An evaluation framework allows Orange County to prioritize
recommendations and evaluate projects, policies, and programs
for their ability to achieve the goals and values of the Orange
County Transit Plan and Orange County Strategic Plan. The Core
Community Values from the Orange County Transit Plan Update
provided the foundation for evaluating the proposed strategies,
and objectives for each value were taken directly from either the
Transit Plan Update or the multimodal transportation section of
the Strategic Plan. The Core Values and related Objectives
include:

»  Equity
—  Prioritize the transit needs of underserved or transit-
dependent residents; includes historically disinvested

communities of color, lower-income neighborhoods,
seniors, and rural communities.

* Economic Prosperity
— Prioritize increasing access to jobs and opportunities
* Environmental Sustainability

— Prioritize accessible and convenient transit service in
areas with existing or planned higher density
development.

Nelson\Nygaard Consulting Associates
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— Increase community awareness of all modes of
transportation including transit, bike and pedestrian,
vehicle, and all other modes

* Transportation & Access for All

— Prioritize transit service that increases transit access
for the most people to the most places

» Affordable & Attainable Quality of Life

— Prioritize transit service connections to affordable
housing, recreation, and arts and cultural
opportunities.

— Identify priorities and resources necessary to
implement the Orange County Transit Plan.

For evaluation purposes, metrics were created to measure how
well a project supported each objective, with a total of nine final
metrics in the evaluation framework. Each strategy was scored
from one to three points per metric. Methods of measurement
varied depending on the type of strategy, and both quantitative
and qualitative approaches were used. Final scores based on the
evaluation framework helped to prioritize different strategies and
spend Orange County’s funds in accordance with their core
values. Full methodology details and strategy scores are available
in Appendix B: Strategies Evaluation.



4 RECOMMENDED
STRATEGIES

Strategy Types

A broad range of strategies for improving public transportation in
Orange County were developed based on findings from the
Existing Conditions report, the first round of public engagement,
and other adopted transportation plans. Strategies were
categorized into three types:

1. Transit service strategies — both new services and
operational changes to existing services, including fixed-
route, on-demand, and rural demand response services

2. Policies and programs — strategies that target agency
policies or administrative activities

3. Capital improvements — physical infrastructure projects
beyond basic bus stop signs.

All strategies were presented to the Core Technical Team and
adjusted based on feedback before moving to evaluation.
Strategies were slotted into the available budget and the 2025 to
2030 timeline before being reviewed by stakeholders and the
public. The timeframe of the SRTP was broken into two key
periods: short-term strategies that should be implemented
starting in 2025 through 2027 and medium-term strategies that
should be implemented from 2028 through the end of 2030.
Long-term strategies are those that would be implemented in
2031 or later. Final strategies found in the Short Range Transit
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Plan may differ slightly from those in Appendix B based on
engagement feedback and technical considerations.

Transit Service Strategies

Short Term projects should be implemented early in the SRTP
timeframe, and resources are available within the current known
budget. Short term transit service strategies include:

= Mobility on Demand Service Improvements

= Discontinue Orange-Alamance Connector

» Hillsborough Circulator Improvements Phase 1

»= Mebane Circulator

» Hill to Hill Consolidation Phase 1
Medium Term projects should be implemented later in the SRTP

timeframe, and may require additional funding sources and grant
applications. Medium term transit service strategies include:

= Demand Response Weekend Service

Long Term projects should be pursued after the SRTP timeframe
ends, as funding is currently unavailable. Long term transit service
strategies include:

= Hillsborough Circulator Improvements Phase 2

» Hill to Hill Consolidation Phase 2

= MOD Service Span Expansion



MOBILITY ON DEMAND SERVICE IMPROVEMENTS

Short Term

Background: Orange County MOD is underused, given the potential demand within the service area. Microtransit service is well suited for
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the density of much of Orange County and can provide the public with high-quality and low-cost transportation optlons for those who

cannot or choose not to drive.

Strategy Overview: Create zones for faster, cheaper trips within municipalities and
consistent wait times for rural trips. The ability to book trips by making a phone call
will also be added. No changes to hours of service are proposed within the SRTP

timeframe.

e Hillsborough-Mebane Zone: Shorter wait times within this zone

¢ North and South Orange Zones: Dedicated vehicles for each zone to make

consistent wait times
e Southeast Zone: Trips cannot both start and end in this zone

e Cross-County: This zone will extend 10 miles out from the Orange County
border, covering rural and urban key destinations in neighboring counties.

Trips cannot both begin and end within this zone.

‘ Existing ‘ Proposed
Span of Service
Monday to Thursday 8 AM-5PM 8 AM -5 PM
Friday 8 AM -9 PM 8 AM -9 PM
Saturday 9AM-5PM 9 AM-5PM
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DISCONTINUE ORANGE-ALAMANCE CONNECTOR

Short Term

Background: The Orange-Alamance Connector is a low ridership route that offers redundant service with the GoTriangle Orange-Durham
Express (ODX). The rider base of this route is likely better served by on-demand service zones, since they will have more direct access to
destinations.

Strategy Overview: Formalize the elimination of the Orange-Alamance Connector and reinvest the resources into other transit service

projects. With the improved MOD service zones, residents along the Mebane-Hillsborough corridor will still have access to transportation
service, as well as continued service from the GoTriangle ODX during peak hours, the new Mebane Circulator, and improved Hillsborough

Circulator.
‘ Existing ‘ Proposed 2 $
Span of Service 2 £l 4
Monday to Friday 10 AM - 3 PM -
5 ORANGE
Frequency ANk, :
Monday to Friday 60 minutes - 2 nb/"\\g -
w v i

ALAMANCE

B L oLl =

Hillsborough-Mebane Corridor 0

=== Discontinued Orange-Alamance Connector S

— GoTriangle ODX (Peak-Only) o
Hillsborough-Mebane MOD Zone
North Orange MOD Zone

3 South Orange MOD Zone
Cross-County MOD Zone

C  ee— R)
Data Sources: Orange County Public Trans\ll‘ GoTriangle G 7 2Mies  \N)
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HILLSBOROUGH CIRCULATOR IMPROVEMENTS PHASE 1
Short Term

Background: The Hillsborough Circulator is the highest ridership OCTS route and is the primary option for Hillsborough residents to travel
between key destinations in the city without a car. The route often runs behind

schedule, as it takes approximately 60 minutes to complete one trip and it runs
every hour. The Hillsborough Circulator also only runs in one direction, making F,,
residents ride the full loop, even if they only need to get to the stop before "
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» Split route into two patterns, which can both be run in under 45
minutes.

» Expand the service hours and increase frequency of both routes.

Existing Proposed

. @
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=]
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== Proposed Hillsborough Circulator A
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MEBANE CIRCULATOR

Short Term

Background: The City of Mebane has planned to establish a local bus route, which will take place in the form of a circulator that serves key
destinations throughout Mebane. The Orange-Alamance Connector, proposed to be discontinued, currently serves smaller area of Mebane.

. . . . Mebane Circulator
Strategy Overview: Implement the Mebane Circulator as adopted in the PrpESEd ATOOeI ¢
Mebane Comprehensive Transportation Plan and the BGMPO Metropolitan e auator -y vt " I R

Nalsts

Transportation Plan. The Mebane Circulator will run every 60 minutes from 7
AM - 6 PM on Monday through Friday and will not initially offer weekend

service.
‘ Existing ‘ Proposed Webantorcs Httas o | 2
W Holt st =
Wetlolg, Mebane

Span of Service ) ¥ S
2 5 onen
Monday to Friday - 7AM -6 PM 7 g 2 <
N Wi
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Monday to Friday - 60 minutes 4 1
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HILL TO HILL CONSOLIDATION PHASE 1

Short Term
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Background: The Orange-Chapel Hill Connector provides midday and local coverage between Chapel Hill and Hillsborough, while
GoTriangle Route 420 operates during the peak commute hours only and with fewer local stops. The similar but still differing route patterns
can confuse riders, and there is some service redundancy in the current schedule.

Strategy Overview: When GoTriangle shifts Route 420 to run on Highway 40
after the current highway reconstruction project is complete, the Orange-Chapel
Hill Connector will also shift to match the alignment of Route 420 exactly, with the
same stops. Local connections in Hillsborough can be made to both Hillsborough
Circulator loops. This Phase does not fully consolidate the two routes, and rather
focuses on running them along the same route pattern and to be less redundant,
allowing for full consolidation in the future.

‘ Existing 420 ‘ Existing OCH ‘ Proposed OCH
Span of Service
Monday to Friday 6 —9:30 AM, 8:30 AM - 4:30 PM | 8:30 AM - 3:30 PM
3:30-7PM
Frequency
Monday to Friday 30 minutes 60 minutes 60 minutes
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DEMAND RESPONSE WEEKEND SERVICE

Medium Term

Background: Program-based demand response riders are not peak-oriented, and many riders use it to get to non-work destinations.
Currently, hours on Saturday are limited and not clearly defined, and no service is offered on Sunday. This limits the types of medical trips

that OCTS can provide, cutting off a potential funding source.

Strategy Overview: Operate program-based demand response services from 9 AM to 5 PM on both Saturdays and Sundays.

‘ Existing ‘ Proposed
Span of Service
Monday to Friday 8 AM -5 PM 8 AM-5PM
Saturday “Limited” 9 AM-5PM
Sunday - 9 AM -5 PM
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LONG-TERM STRATEGIES

HILLSBOROUGH CIRCULATOR
IMPROVEMENTS PHASE 2

Background: After the Hillsborough Circulator has been split into
two routes, increasing and improving the service is necessary.
Transit demand during peak hours is not necessarily much higher
than it is during the off-peak hours, and there are a lot of riders
that utilize the service for running errands.

Strategy Overview: Implement Saturday service, which will have
9 AM -5 PM spans with buses every 30 minutes. In addition to
this, service spans and frequencies will be improved for Monday
through Friday, with spans from 6:30 AM - 6:30 PM and buses
every 30 minutes.

HILL TO HILL CONSOLIDATION PHASE 2

Background: After operating the Orange-Chapel Hill Connector
and GoTriangle Route 420 with more coordination and reduced
redundancy, service levels can be improved through full
consolidation of the two routes.

Strategy Overview: Fully consolidate the Orange-Chapel Hill
Connector with GoTriangle Route 420 along the Highway 40
alignment. Peak operation of the route will require three 40’
buses to accommodate ridership demand and maintain
frequency. The service will run from Monday - Friday 6 AM -7
PM with peak frequencies of 30 minutes and midday frequencies
of 60 minutes.

Nelson\Nygaard Consulting Associates
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MOD SERVICE SPAN EXPANSION

Background: In conjunction with the expended MOD service
zones that are part of the short-term strategies, MOD service
hours should be expanded to adequately serve the riders of
Orange County, as there is local transit demand for services
outside traditional commuting windows. Service hours are not
expected to be expanded during the implementation of the
short-term service improvement measures.

Strategy Overview: Service hours will be expanded on all days of
the week, and Sunday service will be implemented. In the current
service, Friday has expanded evening hours, and Monday through
Friday have service beginning at 8 AM instead of 9 AM on
Saturday. New service spans will be 9 AM — 10 PM on Monday -
Friday, with Sunday service from 9 AM — 8 PM.

14



Policy and Program
Strategies

Short Term recommended policies or programs that OCTS could
implement in the early years of the SRTP with currently available
administrative funding include:

= Alternative Fare Payment

= Transit Information Campaign

* Improve Demand Response Booking
Medium Term policies or programs that require OCTS to apply
for additional funds include:

* Hire Mobility Manager

= Conduct Fare Study

ALTERNATIVE FARE PAYMENT

Short Term

Background: MOD and Orange-Chapel Hill Connector vehicles
are not able to take cash as fare payment, which can create
barriers for people without easy access to mobile banking.

Strategy Overview: Provide cash loading options for fare
payment cards to better serve people with limited banking or
smartphone access, and work to integrate with other transit
agencies in the region that utilize UMO Pass.
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TRANSIT INFORMATION
CAMPAIGN

Short Term

Background: Many Orange County residents do not fully
understand how to ride transit and what their transit options are.
The transit information campaign would cover fixed routes,
mobility on-demand, and ADA services.

Strategy Overview: The promotional campaign would provide
information on services, their destinations, how to use each
service, and other information that is relevant to the service. On-
demand service would be a key focus, specifically around the
expanded service zones and where they cover, and how to book
trips would be the main emphasis.

Improving the availability of transit information is an additional
component of the transit information campaign, including the
publishing of real-time travel information using live GTFS data.

IMPROVE DEMAND RESPONSE
BOOKING

Short Term

Background: Riders expressed confusion about how to book
demand response trips during public feedback opportunities.
Most of the confusion came around how and where to book
trips—online, over phone, by app—and the application process.
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Additionally, the Medicaid reimbursement process will be

improved, making it easier for OCTS to submit for reimbursement.

Strategy Overview: Ensuring the demand response application
process is streamlined so that prospective riders are able to book
services more quickly is one of the first steps. This streamlined
application process will be simpler and quicker for applicants. This
process is already underway at OCTS. This streamlined process
will include implementing additional, to be determined, measures
that will help OCTS submit for Medicaid reimbursement.

HIRE A MOBILITY MANAGER

Medium Term

Background: Orange County currently has a Mobility Manager
role that is run through the Department of Aging and focuses
solely on outreach to older adults and assisting with their
transportation. However, Orange County could use a Mobility
Manager that covers on-demand services, in addition to the role
within the Department of Aging.

Strategy Overview: Create a new Mobility Manager position that
has a wider focus, one covering the management of all
information and travel training needs for on-demand services.
This person would oversee the application process for on-
demand services and would be the primary contact for anything
on-demand related in Orange County. This role could continue to
be funded through 5310 grant funds, but the funds from this
grant may not sufficiently cover the cost of an increased role.

Nelson\Nygaard Consulting Associates
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Other grants could provide the necessary funding to implement
this new position.

CONDUCT FARE STUDY

Medium Term

Background: Fare costs vary across agencies and modes in
Orange County and can sometimes act as a barrier to transit
access. There is interest from the public and key stakeholders to
explore the viability of free or reduced fares for the different types
of transit services in Orange County.

Strategy Overview: The fare study would cover each individual
mode, including fixed route and on-demand. The potentiality for
reduced MOD fares will be studied to determine if OCPT could
provide the same level of service and continue to make
improvements with decreased fare revenue. The viability of fare-
free fixed route service will also be studied on a route-basis. With
reduced fares, it is important that OCPT will have enough funds to
continue future planning efforts.
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Capital Improvement
Strategies

Each capital improvement strategy represents a type of capital
project with multiple locations recommended for each type.
These strategies do not include capital projects that are required
for basic operation of the transit service strategies, such as new
bus stops for new services. Site locations were prioritized into
medium and long term based on the evaluation matrix, inclusion
of the projects in other adopted plans, and existing infrastructure
at each site. The three types of capital improvement strategies
include:

= Bus Stop Improvements
= Rural Mobility Hubs

»  Walking Access to Transit

Nelson\Nygaard Consulting Associates
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BUS STOP IMPROVEMENTS

ORANGE COUNTY

SHORT RANGE TRANSIT PLAN

Background: Bus stop improvements are an effective way to improve transit experience for riders. Bus stop improvements include various
amenities, such as shelters or benches, and can be paired with capital improvement strategies on walking access to transit. Bus stops that

have high ridership are often the targets of bus stop improvements since more riders will benefit from the improvements.

Strategy Overview: Upgrades to existing bus stops, including amenities like a shelter, bench, passenger information, ADA upgrades, or
establishing a new physical stop where passengers are currently boarding and alighting without any infrastructure.

Medium Term
=  Mebane Community Park
» Cornelius St/Rainey Ave
= Orange Grove Road

= NC 86 Cornerstone Court

Nelson\Nygaard Consulting Associates
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RURAL TRANSIT HUBS

Background: Rural transit hubs are an effective way to improve the transit experience for residents of rural areas who may not have a large
stop or transit hub nearby. These transit hubs are intended for low-density areas that are within MOD zones. Residents in rural areas may
not be as familiar with transit options, so having a place where additional information can be provided is useful for rider understanding of

<G

the system and service options.
4]
Strat o iew: Locati inl d it fO C t Rural Transit Hubs g’fé‘t Q &
rategy Overview: Locations in lower-density areas of Orange County Proposed Locations ore gy s
with information on booking MOD rides and space to wait. Amenities @ Rural Transit Hub Cedar Grove £
. . . . - . S
include bench, shelter, and informational signage. Hillsborough Circulator A
== Hillsborough Circulator B *?\6
== Mebane Circulator Q
Medium Term Data Sources: Orange County Public Transit f:‘h
o
. ®
» Efland-Cheeks Community Center T
i ! i 1 Leba"'on Rd §
* NC Driver’s License Office ¥
o
Q
= Efland Hub e} @ o 4@
Q
= Supper Club Blvd Mil (@) Eftand
PP e~ ® Hillsborough
= Cedar Grove Community Center B T
@ o
(\@N\\\\n“ q\\f
Long Term Buckhorn
<@
. . . [
= Fairview Park/Dorothy Johnson Community Center 3 . IR
. e LN &
= Mebane Memorial Garden 2 BG@“ \XQQQ“
. < 9 New
= Orange High School S
= NC 54/Mebane Oaks Road =
= Eubanks
. o
. 2
White Cross Hub g S Epants e
5 E
2 F
E Calvander gotead Ry
S s
White (@oss @

19

Nelson\Nygaard Consulting Associates



ORANGE COUNTY

SHORT RANGE TRANSIT PLAN

WALKING ACCESS TO TRANSIT

Background: For local services, transit riders typically walk between the bus stop and their home or final destination. Unsafe walking
conditions can discourage transit use and limit the number of people or jobs accessible within the typical “walking distance” of a transit
stop. Improving these walking conditions can help increase transit ridership and improve the safety of those traveling

Strategy Overview: Improve access to bus stops with pedestrian improvements such as sidewalks, safe crossings, and ADA upgrades.
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5 NEXT STEPS

Phase 2 of public engagement will run from August 19 to
September 11, 2024, to gather feedback on the strategies
proposed in this document. Similar to Phase 1, a series of in-
person pop-up events, virtual and in-person presentations, and a
widely distributed survey will serve to inform the public about the
project as well as offer an opportunity to comment on specific
proposals and the timeline.

After the conclusion of the engagement period, public feedback
will be incorporated into the Short Range Transit Plan, with a full
final version of the report, including all appendices, to be
presented to the Orange County Board of Commissioners in
October 2024 for approval. Project implementation will begin in
2025.
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