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TECHNICAL MEMORANDUM 3 | SALEM SHUTTLE ALTERNATIVES AND COSTS
City of Salem, Massachusetts

Introduction
RECOMMENDATION

This study identified three potential service recommendations
based onmarket demands, community needs, and previous studies
conducted by Salem. Each ofthese potential recommendations
wereassessed to determine which alternative was most
appropriate for Salem. Theassessmentincluded a detailed lookat
the benefits and challengesofthe service type, total service cost,
capital demands, andimplementation feasibility.

The result was a node based service alternative also called
microrotransit. Thisoption provided the greatest service benefits,
within reasonable cost, had low capitaldemands,andis quickly
implementable. Additionally, this option is designed to be scalable
into the future. Nodesmay be moved withrelatively loweffort, new
nodes may beadded basedonoverall demand—service may be
modified over timeto a traditional fixed route.
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Recommended Alternative
NODE BASED MICROTRANSIT

Overview

This microtransit service operatesas a shared shuttle which serves
customers viadesignated pick-up and drop-offlocations, or nodes
thatarenotservedona fixedschedule. Trips are provided at
request, which canbe made over the phone, by way ofthe internet,
or viaasmartphone application.

Microtransitis highly adaptable because the service responds to
customer demand in real time, only servingnodeswith requested
pick-ups or drop-offs, ensuring that service is alwaysoperating
wherethedemandis. Microtransitservice works bestin markets
where customers utilize public transportationdaily for consistent
purposes, suchas work trips. However, unlike fixed-route or
traditional demand-response services, microtransit responds
actively tomarket demand: for example, providing accessto jobs
duringpeak commute times and thenadjustingto provide access
to shoppingin theevenings, ascustomer travel patterns shift
throughout the day. Additionally, since the service utilizes software
algorithms to optimize customer pick-usanddrop-offs. These
same algorithms also warn operators of traffic delaysand reroute
vehicles to minimize travel times.

Microtransitis oftenintroducedas a precursor or testfor fixed-
route transportation. Providers monitor ridership activity over
time toassesswhenandwhere demand is consistent. This
informationis then usedto deploy traditional fixed-route service.

Figure 1| Node Based Microtransit
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Node Locations

Nodesserveas the solelocations for customer boardingsand
alightings. Nodes located throughout Salem provide centralized
points for pick-upsand drop-offs. Siteshave beenselected to
provide residential neighborhood coverage as well as serve popular
originsanddestinations. Some of the nodes may be co-located with
existingMBTA bus stops (*or private shelters) to make transfers
between systems seamlessand to maximize cost efficiency/utilize
existinginfrastructure.

Activity Centers Served

= MBTA CR Station

= Salem Common

=  Ferry Terminal

= Community Life Center

= Library

= PeabodyEssex Museum

= RileyPlaza

= ShetlandPark

= NorthShore Medical Center
= Salem State University, N campus
= Hawthorne Square

* Vinnin Square

Table 1| Node Stop Locations

Node Locations

Node Name On Street At Street locate | Bench | Shelter

‘ Co- Has NEEES

North Salem North St Symonds St | Yes Future
MB'_I'A CR Salem Station Yes Yes
Station Busway
Salem N.

Washington Winter St Yes - Yes
Common

Sq.
Ferry. Blaney St - - - Yes
Terminal
Dow ntow n Washington New Derby Yes Yes

St St
The Point Leavitt St Congress St | Yes Future
Community . B i i
Center Bridge St Yes
Gallows Hill Ord St Maple St - - Yes
Medical . Highland . i
Center Surgicenter Ave Yes Yes
Ssu Loring Ave Rainbow Yes Future

Terr

Vinnin Paradise Rd | Vinnin St Yes - Yes
Square
Hawthorne Market Highland
Square Basket Ave
Pequot . Farrell
Hghtangs | FrStSt Court ves
Bridge Street :
Neck Bridge St Skerry St Yes Yes
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Capital Needs

Microtransitrequires several capital investments for
implementation. These investments include vehiclesand node
shelters.

Vehicles

Microtransitutilizes cutaway vehicles to provide service. These
vehicles utilize a vanchassisand body construction as a base
platform, which canbefitted witha passenger compartment
capable ofseating8to 30 customers. Thevehicle’s size makes
them ideal for navigating through neighborhoods and parkinglots,
wherelarger transit vehicles cannotmaneuver. The size also
provides some fuel efficienciesover larger buses. Cutawaysmay be
equippedwithbike racks, fareboxes,and wheelchair access.
Traditionally cutawayshave utilized rear wheelchair liftsfor
accessibility, however recentimprovements have placed wheelchair
rampsinthefrontofthevehicleas shownin Figure2.

Figure 2 | Cutaway with SideRamp

Node Shelters

The node-basedalternative hasa limited number of stops as
comparedto traditional fixed-route service. With few stops, it is

possibleto provide more passenger amenities. Providers often
installenhanced waiting areas, whichare more element-richthan a
simplebusstopsign. These node stopsare oftenoutfittedwith a
concretewaitingpad, bench, shelter, lighting, trash receptacle, and
real-timesign. Figure 3 shows an example ofa node stopwith
customer amenities.

Figure 3| Node Stop

NODE STOP

® ELEMENTS:

Bus stop sign

Paved boarding area
Sidewalk connection
Shelter lighting
Pavement markings
Real-time display
Shelter and seating
Trash receptacle

APPROXIMATE COST:
$35,000-$45,000
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S ice Ch teristi Capitalcostare determined by the number of vehiclesrequired to
ervice aracieristics operate the service and spares for redundancy and the number of

Servicewill operate from7 a.m. to 7 p.m.onweekdays, Saturdays, new node stopsand upgraded existing stops. Total capital cost are

and Sundays. Expected wait times would vary throughoutthe day estimatedat $790,000 (see Table4).
based ondemandand traffic. Customers could expect to wait Table 4| Capital Cost
between10 to 30 minutes onaverage. Significantdemandor traffic |

delays could result in waittimes upto 60 minutes onrare Units | Unit Cost | Total Cost
occasions Vehicl 2 $150,000 | $300,000
. - ehicle . . 150, ,
Table 2| Service Statistics (Lin service +1 spare)
_ Stops 10 $45,000 | $450,000
Frequency Vehicles —
Upgrade existing stops 4 $10,000 $40,000
Revenue
Hours | AM | Midday AM | Midday | PM Total $790,000
Weekday | 7am-7pm | NJA| N/A N/A 1 1 1
Benefits and challenges
Saturday | 7am-7pm | N/A| N/A N/A 1 1 1 g
Sunday | 7am-7pm | N/A| N/A N/A 1 1 1
Benefits Challenges
Cost = Adaptability: Service = CostperRider:
The costofmicrotransit service includes both operatingand capital shifts with traveldemands Potentially higher cost
cost. Operatingcostare determined by the total hours of service. throughtheday per riderdueto longer
Based onan estimated operatingcostof$85 per hour, total = Convenience: New distancestraveled by
operatingcostare $369,000 annually (see Table 3). technology is convenient SUSEC_’mS_VS tovarying
i estinations
Table 3| Operating Cost and userf'rlendly,and most :
sy stems aimto guarantee *= OperatingCost: Need
Route Weekday Saturday Sunday fast response times adeguatg numb_er of
n Geographic Coverage: vehiclesin serviceto
Revenue Dally Revenue Dally Revenue Dally . . uarantee fastresponse
that are notconducive to es
Node 12 $1,020 12 $1,020 12 $1,020 | $369,000 fixed-route service

Nelson\Nygaard Consuliing Associates, Inc. | 5
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Rejected Alternatives
RIDERSHIP BASED FIXED ROUTE

Overview

Fixed-route public transportation service operates alonga fixed
path with a set schedule. Itis a high capacity service thatserves
importantcorridors and linkscommon destinations suchas
employmentcenters, high population areas, andactivity centers.

This service type is mostfamiliar to potential riders, withrelatively
equalstopspacing alonga fixed alignment. Fixed stops canbe co-
locatedwith other transportation services such as train stations,
Ferry terminals, or other bussystems to create intermodal hubs
that increase regional mobility for riders. Fixed-route service works
bestin markets where customers utilize public transportation daily
for consistent purposes, suchaswork trips. While the service
provides opportunitiesfordiscretionarytrips, it is most successful
when focused ona specific market with a consistent customer base
to ensureefficiency.

The ridership based fixed-route alignmentfocuses on servingareas
whichwillgenerate the mostconsistentcustomer activity, butdo
not service neighborhoods or provide frontdooraccessto
employmentat commercial destinations. The alignmentlargely
mirrorsthatoftheexistingMBTA service, serving theareasof
highestridershipdemandin Salem. The proposed Blue Route
servesmany ofthe same destinationsas MBTA Route #455/459,
while the proposed Green Route servesthe same destinationsas
MBTA Route #450/456.

Figure 4 | Ridership Based Fixed Route Map
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By serving popular destinations in the community which are Table 6| Blue Route Turn List
sharedwith MBTA bus rputes, thlsalternat_lve increases thfa Blue Route —5.24 miles
frequency of transitservice along busy corridorswhileadding new B T —
connections. Some busstopscan be co-located with MBTA stops. Turn To
South Terminus Straight | Paradise Rd
Turn List Paradise Rd Right Loring Ave
Both proposed fixed routes provide bidirectional service and add Loring Ave Left Canal St
key eastandwestconnections, notcurrently served by existing Canal St Right Ocean Ave
transit options. Tables5 and 6 illustrate the proposed alignments Ocoan A Lof Lafayete St
for bothroutes.
. Lafay ette St Right Leavitt St
Table5| Green RouteTurn List
Leavitt St Left Congress St
Green Route - 3.98 miles Congress St Left Ward St
1 10 Ward St Right Lafayette St
South Terminus (Walmart) | Left Highland Ave Lafayetee St Lef New Derby St
Highland Ave Straight | Essex St New Derby St Right Washingion St
Essex St Lef North St Washington St Left Bridge St
North St Right | Bridge St Bridge St Right | Goodhue St
Bridge St Right B2 ) Goodhue St Straight | Grove St
Bri t Right | Webb St
fidge S 9 ebb S Grove St Left Tremont St
Webb St traight | North Termi
ebb S Straig orh Terminus Tremont St Right School St
School St Straight | North Terminus

Nelson\Nygaard Consulting Associates, Inc. | 7
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Activity Centers Served

= MBTA CRStation

= Salem Common

=  Ferry Terminal

=  Waterfront

= Community Life Center

= Library
= PeabodyEssex Museum
= RileyPlaza

» ShetlandPark

» NorthShore Medical Center

= High School

» Salem State University, Nand S campuses
= Hawthorne Square

= Vinnin Square

=  Walmart

Capital Needs

Fixed-route transitrequires several capital investments for
implementation. These investments include v ehiclesand bus stops.

Vehicles

Fixed-route transitcan operate witha variety of vehicles depending
on demand. Services are often operated with transit buses like
thoseinFigure5. Thesebusesare mostoften 30’ or40’ long and
can seatbetween 20 and 40 passengers. Even in environments
wherethislevel of capacity is not needed transit buses are often
used dueto their superior comfortand durability, as fixed-route

serviceis often more demandingdue to operating conditions.
Transitbusescanbeequippedwith bike racks, fareboxes, and
wheelchair ramps.

Figure5| Transit Bus

Alternatively, fixed-route servicesmay be operated with a cutaway
vehicle. These vehiclesutilize a van chassis and body construction
as a base platform,which canbe fitted witha passenger
compartmentcapable of seating 8 to 30 customers, whichcan
accommodate demand onlower productivity route. Thesizealso
provides some fuel efficienciesover larger buses. Cutawaysmay be
equippedwithbike racks, fareboxes, and wheelchairaccess.
Traditionally cutawayshave utilized rear wheelchair liftsfor
accessibility, however recentimprovements have placed wheelchair
rampsin thefrontofthevehicleas shownin Figure6.

For theridership based fixed-route alternativea 30’ transitbusis
recommended duetoitssuperior comfortand durability.

Nelson\Nygaard Consulting Associates, Inc. | 8
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Figure 6 | Cutaway with SideRamp

Bus Stops

Fixed-route service requires equal stopspacing, with4 to 6 stops
per mile. Fixed-route service also requires aninbound and
outboundstopat eachlocation. The proposed ridership based
fixed-route serviceswould require an estimated 85 bus stops. As
such, mostbusstopswould require simple stop designswith
essentialelementsin orderto be cost effective. At limited high
ridership locations, a bench and shelter would be provided for
additional customer comfort. Figure 7 showsan example ofa basic
bus stopanda stopwith abenchandshelter.

Figure 7 | Bus Stops

BASIC BUS STOP

p- ELEMENTS:
Bus stop sign
Paved boarding area
Sidewalk connection
Street lighting

APPROXIMATE COST:
$20,000-%$25,000

7

Nelson\Nygaard Consulting Associates, Inc. | 9

BUS STOP + SHELTER

® ELEMENTS:

Bus stop sign

Paved boarding area
Shelter and seating
Sidewalk connection
Street lighting
Pavement markings

APPROXIMATE COST:
$25,000-$30,000

7
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Service Characteristics

Servicewould operatefrom7 a.m. to 7 p.m.onweekdays,
Saturdays,and Sundays ata frequency ofevery 60 minutes.

Table 7| Service Statistics

bus stops and upgraded existingstops. Totalcapital costare
estimated at $2,780,000 (see Table 9).

Table 9| Capital Cost

| Units Unit Cost | Total Cost
Vehicle 2in servic?:a +1spare) $350,000 | $1,500,000
Basic Bus Stop 20 $25,000 |  $500,000
Bus Stop + Shelter 6 $30,000 $180,000
Upgrade existing stops 60 $10,000 |  $600,000
Total $2,780,000

Frequency Vehicles
Revenue
Hours AM | Midday
Weekday | 7am-7pm | 60 60 60 2 2 2
Saturday | 7am-7pm | 60 60 60 2 2 2
Sunday | 7am-7pm | 60 60 60 2 2 2
Cost

The costoffixed-route service includes both operatingand capital
cost. Operatingcostare determined by the total hours of service.
Based onan estimated operatingcostof$85 per hour, total
operatingcostwould be $737,000 annually (see Table 8).

Table 8| Operating Cost

Weekday Saturday

Revenue | Daily | Revenue | Daily | Revenue
BN 2 |sioo| 12 [s100| 12 |sL0
RN 12 [sLom| 12 [s100| 12 | $1,02

$737,000

Capitalcostare determined by the number of vehiclesrequired to
operate the service and spares for redundancy, and the number of

Benefits and challenges

= CostperRider:Lower = Paratransit: Requires
costperrider dueto complementary
higher utilizationpertrip paratransitservice,

»  Predictability: whichwould require
Consistent routes and additionalcoordination
schedules make service with MBTA's TheRide

easy tounderstand = ServiceArea:Limited

= Speedand Directness: geographic coverage,
Typica"yoperates a|0ng with service focusedin
the mostdirectpath higher density/demand
possible, providing fast areasandcorridors
and attractive service

Nelson\Nygaard Consuliing Associates, Inc. | 10
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COVERAGEBASED FIXED ROUTE Figure 8 | Coverage Based Fixed Route Map
B | i L i
1bg 3
Overview Coverage Based Alternative %,
e e Orange Route 3

Fixed-route public transportation service operates alonga fixed
path with a set schedule. It is a high capacity service thatserves ¢ === Purple Route
importantcorridors and linkscommon destinations suchas % 1/4 Mile Buffer
employmentcenters, high population areas, andactivity centers. 4 S 14

Beverly

This servicetypeis mostfamiliar to potential riders, with relativity - KA -
equalstopspacing alonga fixed alignment. Fixed stops canbe co- )
locatedwith other transportation services such as train stations,
Ferry terminals, or other bussystems to create intermodal hubs
that increase regional mobility for riders. Fixed-route service works
best in markets where customersutilize public transportation daily
for consistentpurposes, suchas work trips. While the service
provides opportunitiesfor discretionarytrips, it is most successful
when focused ona specific market witha consistent customer base
to ensure efficiency.

{”’?rtw

Peabody

The coverage based fixed-route alignmentfocuseson providing
neighborhood-based service where thereis no or limited existing
transit. Thisalternative complements the MBTA bus routes
currently serving Salem, allowingfor transfersbetween systems to
cover more potential riders in the community.

Nelson\Nygaard Consulting Associates, Inc. | 11
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Turn List

Both proposed fixed routes provide bidirectional serviceand add
key eastand westconnections, notcurrently served by existing
transit options. Table 9 and 6 illustrate the proposed alignments
for bothroutes.

Figure 9| Purple Route Turn List

Purple Route -4.37 miles
o

Turn

South Terminus Straight | Loring Ave
Loring Ave Left Lafay ette St
Lafay ette St Left Ocean Ave
Ocean Ave Right Canal St
Canal St Left Mill St

Mill St Left Margin St
Margin St Right Jefferson Ave
Jefferson Ave Right Jackson St
Jackson St Left Highland Ave
Highland Ave Right Proctor St
Proctor St Left Goodhue St
Goodhue St Straight | Grove St
Grove St Left Tremont St
Tremont St Right School St
School St Right North St
North St Right Bridge St

Figure 10| Orange Route Turn List

Orange Route —5.73 miles

Turn To
South Terminus (Walmart) | Left Highland Ave
Highland Ave Left Marlborough Rd
Marlborough Rd Right Rockdale Ave
Rockdale Ave Left Circle Hill Rd
Circle Hill Rd Left Gallowss Hill Rd
Gallows Hill Rd Left Witch Way
Witch Way Right Summit St
Summit St Right Butler St
Butler St Left Hanson St
Hanson St Right Boston St
Boston St Left Bridge St
Bridge St Right Washington St
Washington St Left Washington St
Washington St Left Dow St
Dow St Left Congress St
Congress St Straight | Hawthorne Blvd
Hawthorne Blvd Right Essex St
Essex St Left Webb St
Webb St Straight | North Terminus
Bridge St Left North Terminus

(Salem Station
Busway)

Nelson\Nygaard Consulting Associates, Inc. | 12
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Activity Centers Served

= MBTA CRStation

= Salem Common

=  Ferry Terminal

=  Waterfront

= Community Life Center
= Stop &Shop

= Library
= PeabodyEssex Museum
» RileyPlaza

» ShetlandPark

= NorthShore Medical Center

» Salem State University, N campus
= Hawthorne Square

=  Walmart

Capital Needs

Fixed-route transitrequires several capital investments for
implementation. These investments include vehiclesand bus stops.

Vehicles

Fixed-route transitcan operate witha variety of vehicles depending
ondemand. Services are often operated with transit buses like
thoseinFigurell. Thesebusesare mostoften30’or40’longand
can seatbetween 20 and 40 passengers. Even in environments
wherethislevel of capacity is notneeded transit buses are often
used due to their superior comfortand durability, as fixed-route
serviceis often more demandingdue to operating conditions.

Transitbusescanbeequippedwithbike racks, fareboxes, and
wheelchair ramps.

Figure 11| Transit Bus

Alternatively, fixed-route servicesmay be operated with a cutaway
vehicle. Thesevehiclesutilize a van chassis and body construction
as a base platform,which canbe fitted witha passenger
compartmentcapable ofseating 8 to 30 customers, whichcan
accommodate demand onlower productivity route. Thesizealso
provides some fuel efficienciesover larger buses. Cutaways may be
equippedwithbike racks, fareboxes, and wheelchairaccess.
Traditionally cutawayshave utilized rear wheelchair liftsfor
accessibility, however recentimprovements have placed wheelchair
rampsin thefrontofthevehicleas shownin Figure 12.

For the coverage based fixed-route alternative a cutaway busis
recommended due toitssuperior comfortand durability.

Nelson\Nygaard Consulting Associates, Inc. | 13
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Figure 12 | Cutawaywith Side Ramp

Bus Stops

Fixed-route service requires equal stop spacing, with 4 to 6 stops
per mile. Fixed-route service also requires aninboundand
outboundstopat eachlocation. The proposed ridership based
fixed-route serviceswould require an estimated 85 bus stops. As
such, mostbusstopswould require simple stop designswith
essentialelementsin order to be cost effective. At limited high
ridership locations, a bench and shelter would be provided for
additional customer comfort. Figure 13showsan exampleofa
basicbus stopandastopwith a benchandshelter.

Figu

re 13| Bus Stops

BASIC BUS STOP

p ELEMENTS:
Bus stop sian
Paved boarding area
Sidewalk connection
Street lighting

APPROXIMATE COST:
$20,000-$25,000

7
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BUS STOP + SHELTER

P ELEMENTS:
Bus stop sign
Paved beoarding area
Shelter and seating
Sidewalk connection
Street lighting
Pavement markings

APPROXIMATE COST:
$25,000-%$30,000

7
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bus stops and upgraded existingstops. Total capitalcostare

Service Characteristics estimatedat $2,300,000 (see Table 12).
Servicewould operatefrom7 a.m. to 7 p.m.onweekdays, Table 12| Capital Cost
Saturdays,and Sundays ata frequency ofevery 60 minutes. _ _
Table 10| Service Statistics | units unit Cost | sl (e
. 3
- Vehicle . . $150,000 $450,000
Frequency Vehicles (2in service +1 spare)
Revenue Basic Bus Stop 60 $25,000 $1,500,000
B A ey Bus Stop + Shelter 5 $30,000 |  $150,000
Weekday | 7am-7pm | 60 60 60 2 2 2 Upgrade exising 2 £10.000 600,000
Saturday | 7am-7pm | 60 60 60 2 2 2 stops ’ '
Sunday | 7am-7pm | 60 60 60 2 2 2 Total $2,300,000
Cost Benefits and challenges
The costoffixed-route service includes both operatingand capital
cost. Operatingcostare determined by the total hours of service. _
Based onan estimated operatingcostof $85 per hour, total Benefits Challenges
operatingcostwouldbe $737,000 annually (see Table 11). = CostperRider:Lower = Paratransit: Requires
Table 11 | Operating Cost costperrider dueto complementary
higherutilizationpertrip paratransitservice,
R Al I ; , ;
:(\)/ﬁrgge gggf schedules make service with MBTA’s The Ride
easy to understand = ServiceArea:Limited
$737000| * Speedand Directness: geographiccoverage,
] ] ] _ the mostdirect path higher density/demand
Capitalcostare determined by the number of vehiclesrequired to possible, providing fast areasand corridors

operate the service andspares for redundancy, and the number of and attractive service

Nelson\Nygaard Consuliing Associates, Inc. | 15
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Transit Fares
FARE FREE RECOMMENDATION

Itis recommendedthatany public transportationservice
impended by Salem be fare free. After initial service patterns are
established faresmay bereassess ifdemand is highenoughto
warrant fares to controlexcessdemand.

Nearly allpublic transportation is subsidized in the United States.
On average faresonly coveraround 15% ofthe service cost on the
mostproductive systems in the countryand only around5%on
small city and rural services. Itis importantto understand that
when discussingfaresin almost all casesthe revenue only accounts
for amerefraction of the total operating revenue.

Making thedecisionto chargea farefortransit service has
significantimpactson potential ridership, operating costs,and
administrative complexity. Because ridershipis inversely
correlated with fare price, the highest potential ridership comes
from operatinga fare-free service. Any price above fare free limits
the ridership potential based on a standard elasticity measure.

Within the transit industry, thisfare elasticity is consideredon
averagetobearatioof.03:1. Forevery10%increasein fare thereis
a3%decreaseinridership!(Figure14).

L TCRP REPORT 95 Transit Pricing and fares
http:/lonlinepubs.trb.orgloniinepubsitcrp/terp mt 95¢12.pdf

Figure 14 | Fare Elasticity

Fare Elasticity

Fare

Ridership

Competition

Competitionin the transportation market is also a key
consideration when evaluating potential fare structures. InSalem,
thereare numeroustransportation options, includingpersonal
vehicles, bike share, MBTA service, local transitshuttles, private
transit shuttles, and Transportation Network Companies (TNCs).
Faresforthese servicescanrange from anestimated $0 —$15.
These servicesare also convenientand thus to be competitivein
the market, any provided public transitoptionmusteitherbe more
convenientor more affordable thanthe existing market
competition.
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Charging Fare

= Faressuppressridershipandtransitservices are most
commonly evaluated on howmy customersride,noorlow
fares maximizes ridership (addressingthe guestion: what
returnarewe gettingon our investment?)

= Investmentin hardwareand physical space necessaryto
collect fares, including;

— Fareboxeson buses

= Increasingrevenueto helpcloseafundinggaporbackfill
loss offunding

= Reducingreliance onotherfundingsources

= Helpingreduceor prevent service reductions through
increased revenues

= Potentially increasing service, ifincreased revenuesare
substantial

= Supportingthe perceptionthatthe public helps pay for

public services (addressing the question: why should
transit ridersget a “free ride”?)

— Securespace for accounting, auditing,andfare
reconciliation

— Vaultforsecure money storage

= Addressingpotential problems with individuals who may - Ticketvendingmachines (TVMs)
ride the busseekingshelteror forother non- = Increasein staffresources
transportationreasons — Accounting, auditing, fare reconciliation

— Additionalmarketingand customer service
responsibilitiesto convey and educate passengers and
drivers alike about the fare structureand policies

— Pointofsaleadministration

— Newand increased responsibilities fordriversin
operatingthe fareboxand conducting enforcement

— Resourcesneededto conduct public outreacharound
introductions of fares and future increasesin fares

— Additional responsibility for
maintenance/administrative staff to “empty” fareboxes
and countfares

— Maintain fareboxes and ticketvendingmachines
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Potential Sources of
Funding

Salem hasaccessto several fundingsourcesto supportpublic
transportationcost. These funding sourceswere identified in the
2018 Shuttle Bus Feasibility Study and a Qualitative Evaluation of
CurrentTransitService. Those relevant thatidentified funding
sources,as wellas additionallocal options, are listed here.

CONGESTION MITIGATION AND AIR
QUALITY (CMAQ)

As part of the State Transportation | mprovement Program (STIP),
the Boston Region Metropolitan Planning Organization has
allocated $800,000 in Fiscal Year 2020and 2021 thatmay be used
to fund locally developed transitservice that supportsfirst-
mile/last-mile connections.

NORTH SHORE TRANSPORTATION
MANAGEMENT ASSOCIATION (NSTMA)

The NSTMA worked with Beverly to obtain a $125,300grant from
MAPCfor the developmentofthe Wave shuttle. Salem canwork
with the TMA to leverage similar funds ifavailable.

COMMONWEALTH TRANSPORTATION
INFRASTRUCTURE ENHANCEMENT FUND

MAPC administersa statewide programto supporttransportation-
related cost. Thefundsare formulafundsbased onthe number of
TNCridesthatoriginate in a municipality. Thisequatesto about
$30,000 annual for Salem.

COMMUNITY TRANSIT GRANT

MassDOT administers Federal Section5310 fundsforthe purchase
of capital assets or support of operational costthatfocustransit
serviceonseniorsandindividualswithdisabilities. Partneringwith
the Salem Council on Agingmay provide anopportunity to
leverage these funds. Awardsare competitive and vary by project.

FOUNDATIONS

Local foundation and other philanthropic organizations often make
competitive grants available, which Salemmay pursue. These
sources of funding are often unreliable.

ADVERTISING

Transitprovidesoftensell advertingin sheltersandontheinside
and outside oftransit vehicles. Revenuesvary, but arereliable.

PARKING BENEFITS DISTRICT

Asa City in Massachusetts, Salem hasthe authority to create
special areaswhere parking revenues may be collected for the
purpose of transportation-related improvements, including transit.

TRANSPORTATION ENHANCEMENT FUND

The Transportation Enhancement Fundwasestablished to provide
fundingto implement transportation initiativeswithin Salemto
equitably transportpeople and to reduce congestion. The program
isfundedthroughl) annual ride-share allocationsfromthe State,
2) traffic mitigation contributionsfrom new development, and 3)
through hostagreementswith the marijuanadispensaries (1%of
totalsaleswill beallocated to the fund).
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Service Delivery Models
Effective public transportation operates much like a normal TRANSPORTATION NETWORK COMPANY

business. Like businesses, transit providershave aboard of CONTRACT
directors, anadministrative team,anda frontline service team. The
primary goal of these structuresis to ensure that transitproviders
havetherightbalance of policy oversightand the capability to
provide day-to-day service to customers.

The City contractswith a TNCforthe day-to-
day management of the public transportation
serviceandonly remains responsible for the
administrationofthe contractorandthe

Public transportationservice is delivered in four primarywaysin assurance ofallcompliance and oversight
the United States. These service delivery methods range from requirements.
complete ownership to fully contracted service. To the customer,
the service functions in much the same way and the delivery PARTNER WITH EXISTING SERVICE
method is of little consequence. To the municipality or transit PROVIDER
provider, these service delivery methods have a significantimpact
on costandgeneral oversightrequirements. The City contractswith anexisting
transportation provider to provide day-to-day
IN-HOUSE OPERATION managementofthe public transportation

serviceandoversightofallcomplianceand
oversight requirements. Existing providers
include MBTA, CATA, and the North Shore
TMA.

The City actsas the sole entity responsible for
all aspects of public transportation o perations,
employingevery position and managingall
compliance and oversight requirements.

TURNKEY CONTRACT

The City contractswith a private transportation
provider forthe day-to-day management of the
public transportation serviceand only remains
responsible for the administration of the
contractorandtheassurance ofall compliance
and oversightrequirements.
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Implementation

The final recommendation here ultimately seeksto meet the transit
needsofSalem. Througha comprehensive assessment of market
demands, service opportunities,and community needs—these
recommendations provide immediate improvementsand establish
atransit recommendationto support future improvements.

Annual
Operating Costs $369 000
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Figure 15| Node Based Microtransit
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