











Map 4-2

MAJOR ACTIVITY CENTERS WITHIN THE STUDY AREA FOR WAUKESHA METRO TRANSIT: 2010
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Map 4-3

TRANSIT NEED INDEX FOR WAUKESHA METRO TRANSIT STUDY AREA: 2000
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NOTE: THE TRANSIT NEED INDEX IS CALCULATED BY RANKING
CENSUS BLOCK GROUPS BASED ON THE PERCENT OF
TOTAL POPULATION OR HOUSEHOLDS IN FIVE CATEGORIES:
SCHOOL-AGE CHILDREN (10 TROUGH 16), ELDERLY PERSONS
(75 AND OLDER), PERSONS IN LOW-INCOME HOUSEHOLDS,
DISABLED PERSONS, ANDHOUSEHOLDS WITH NO VEHICLE
AVAILABLE. EACH RANKED BLOCK GROUP IS ASSIGNED A
SCORE FROM 1 TO 4, IN EACH CATEGORY, WITHA 1 FOR THE
LOWEST PERCENTAGES AND A 4FOR THE HIGHEST
PERCENTAGES.THE TRANSIT NEED INDEX IS EQUAL
TO THE SUM OF THE SCORES FOR ALL FIVE CATEGORIES.

TRANSIT NEEDS INDEX LEVEL

E LOW (6 TO 10)

MODERATE (11 TO 15)

- HIGH (16 TO 19)
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ONE-QUARTER MILE WALK DISTANCE
FROM LOCAL BUS ROUTES

LIMITED TRANSIT SERVICE AREA
(PEAK-HOURS ONLY AS OF NOVEMBER 2010)



Population Served. The existing transit system provides excellent coverage of the population in the City

of Waukesha, along with densely populated residential areas adjacent to the City in the Town of
Brookfield. Transit service does not exist for populated residential areas in the City of Pewaukee and the
Village of Pewaukee (see Map 4-1). For the year 2000 resident population, about 89 percent of the City
and about 53 percent of the study area resided within one-quarter mile of a bus route. The study area
population outside the City that is not served by the transit system principally resides in areas where
residential densities are generally too low to support conventional fixed-route transit service. However,
areas in the City of Pewaukee and Village of Pewaukee contain transit-supportive residential density.
Such areas within the City of Pewaukee are located next to STH 164, south of Capitol Drive (STH 190),
and north of Watertown Road (CTH M). Transit-supportive residential density exists in the Village of
Pewaukee south of STH 190. Transit service to these areas could be provided if Waukesha County, or

the City or Village of Pewaukee agreed to pay for the local share of the operating costs.

Employment Served. The existing transit system provides excellent coverage of the employment

concentrations inside the City of Waukesha and coverage of a majority of the employment concentrations
outside the City within the study area (see Map 4-1). For year 2000 employment, about 89 percent of the
jobs within the City and 62 percent of the jobs within the study area were located within the service area.
Unserved employment concentrations exist primarily within the northeastern portion of the study area in
the City of Pewaukee, extending slightly into the Town of Brookfield. These concentrations include the
business parks in the City of Pewaukee along CTH F and STH 164 north of IH 94 and between CTH JJ
(Bluemound Road) and IH 94. A partially unserved office and industrial area exists north of IH 94 and

west of Barker Road.

Major Activity Centers Served. The transit system provides somewhat limited coverage of the major
activity centers in the study area, serving 109 of the 209 activity centers identified (see Map 4-2). Of the
100 major activity centers not served, all but two are located outside the City of Waukesha, and therefore,
outside of the primary service area of the transit system. As of November 1, 2010, Waukesha Metro
Transit is providing peak-hour transit service to the Waukesha Airport Industrial Park. This will provide
service to four previously-unserved major employers within the City of Waukesha. Most unserved
activity centers outside the City of Waukesha are located within the City of Pewaukee. Until 2006,
Waukesha County contracted with Waukesha Metro Transit to provide Flex Route 311, a peak-period
route-deviation service, which predominately served the business parks along STH 164 and CTH F north
of IH 94 in the City of Pewaukee. However, despite the high employment and activity centers in those

locations, the County discontinued the service due to the low ridership levels.



e Areas with High Transit Needs Served. Commission staff developed a transit needs index using

population data to identify areas of greatest potential transit needs in the Waukesha Metro Transit study
area. Census block groups within the study area were ranked according to the percent of population
falling into each of these “transit-dependent” categories: school-age children (ages 10 through 16), elderly
individuals (ages 75 and older), persons in low-income households, disabled individuals, and households
with no vehicle available. Each Census block group was then scored according to rank: Census block
groups with the lowest percentage of a transit-dependent category were given a score of “1,” while groups
with the highest percentage were given a score of “4.” The five resulting scores summed for each block
group created an index ranging between 6 and 19. The transit needs were separated into three classes:
low (6 through 10), moderate (11 through 15), and high (16 through 19). This approach does not quantify
potential transit demand, but shows where in the study area transit needs may be greatest based on

resident population characteristics.

The transit system provides excellent coverage of areas with the greatest potential transit needs within the
City of Waukesha, including all Census block groups designated as having high potential transit needs
(see Map 4-3). Where block groups fall at least halfway within the City of Waukesha, they were analyzed
with aerial photos to see if the residential development in those areas occurred close to, or far from, transit
service. Only two block groups with moderate transit needs were unserved in this analysis. One contains
the Waukesha County Airport/Crites Field and the Waukesha Airport Industrial Park. The other, which is
south of STH 59 and bordered by Oakdale Drive to the west, Lawnsdale Road to the south, and the
Canadian National Railroad tracks to the east, contains primarily single-family homes with some multi-
family buildings. Block groups outside of the City of Waukesha with moderate transit needs exist
throughout the remainder of the study area. Block groups along the USH 18 corridor were not considered
to be served because the majority of residential development falls outside of the one-quarter-mile transit

service area.

Systemwide Performance Evaluation: Peer Group Comparison

The transit system’s systemwide ridership and financial performance can be evaluated by comparing Waukesha
Metro Transit to similar transit systems for certain key performance measures. This performance evaluation
compared the ridership, service, and financial indicators for the Waukesha Metro Transit to two peer groups: a
Wisconsin peer group comprised of six other urban transit systems located within the State, and a national peer
group comprised of seven other urban transit systems located in other states. The peer transit systems all serve
communities with a total population similar to that of the Waukesha area, had similar annual levels of service, and

had similar bus fleet size. Commission staff excluded transit systems outside of Wisconsin in communities where



colleges or universities of over 10,000 student enrollment are located, because those communities typically have

high transit ridership often as a result of special transit services. For the Wisconsin peer group, bus systems in the

Cities of La Crosse, Eau Claire, and Oshkosh were retained since they share many other characteristics with the

Waukesha system. Table 4-2 presents the characteristics of Waukesha Metro Transit and the other transit systems

in both the national and Wisconsin peer groups. The key ridership, service, and financial performance measures

for Waukesha Metro Transit and the peer systems are presented in Table 4-3 for the years 2004 and 2008. For the

raw data used to calculate these performance measures, refer to Appendix A.

A review of the trends in the performance measures for the Waukesha Metro Transit and peer systems from 2004

to 2008 produced the following conclusions:

Transit System and Service Area Characteristics. Waukesha Metro Transit owns the equipment and

facilities used by the system and contracts with a private firm to handle day-to-day operations. Transit
system employees are employed by the private firm, not the City of Waukesha. The local funds used by
the system are obtained from property taxes. In the Wisconsin peer group, transit systems are owned and
directly operated by local municipalities using public employees, or they are operated by private
management firms under contract with the municipalities. All use local property taxes to fund the transit
system. Three of the transit systems in the national peer group are owned and operated by local
municipalities using public employees and rely on property taxes to fund transit service, and four are
owned and directly operated by public transit authorities or districts that fund transit through a dedicated

funding source.

Waukesha Metro Transit’s service area population is below average when compared to the national peer
group, but it is above average when compared to the Wisconsin group. The peer transit systems differ
from Waukesha Metro Transit in that none of the communities served by the peer systems was part of a
large (over 1,00,000 population) urbanized area with a major urban center that was the focus of economic
activity and travel for the area. The communities served by the peer systems were essentially the centers
of urban development and travel in their areas and the public transit systems can serve much of the travel
generated in the area. The total travel generated by the residents and activity centers in the Waukesha
Metro Transit service area includes trips made to and from others parts of the Milwaukee urbanized area.
The Waukesha transit system is not able to serve all of these trips which affects both the effectiveness and

efficiency measures observed for the system as discussed below.
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Table 4-2

SELECTED SERVICE CHARACTERISTICS FOR WAUKESHA METRO TRANSIT AND
TRANSIT SYSTEMS IN THE NATIONAL AND WISCONSIN PEER GROUPS: 2010

Hours of Operation

Fixed-Route Adult Major
Administrative | Service Area Vehicle Fleet Cash | College or
Transit System Structure Population® Weekdays Saturdays Sundays [(Number) Size] Fares Universityb
Waukesha Metro Transit City-owned 68,030 5:30 AM — 9:30 PM 8:00 AM - 10:00 PM 9:15 AM - 7:30 PM (24) 35-foot buses $2.00 No
Transit Systems in National Peer Group

Altoona Metro Transit (Altoona, Transit 69,608 6:00 AM — 9:00 PM 6:00 AM — 7:25 PM -- (4) 29-foot buses 1.45 No
Pennsylvania) Authority (15)  30-foot buses
(16)  35-foot buses

Battle Creek Transit (Battle Creek, Michigan) City-owned 83,000 5:15 AM - 6:45 PM 9:15 AM - 5:15 PM -- (5) 30-foot buses 1.25 No
(9) 35-foot buses

Cambria County Transit Authority Transit 80,508 5:25 AM - 10:10 PM 6:05 AM — 6:40 PM 9:25 AM - 5:40 PM (2) 26-foot buses 1.50 No
(Johnstown, Pennsylvania) Authority (10) 29-foot buses
(3) 30-foot buses
(2) 31-foot buses
(16) 35-foot buses

Decatur Public Transit System (Decatur, City-owned 86,080 5:30 AM - 7:15 PM 6:15 AM - 7:15 PM -- (13) 30-foot buses 1.00 No
lllinois) (9) 35-foot buses

Dubuque — KeyLine (Dubuque, lowa) City-owned 58,000 6:00 AM — 6:20 PM 8:00 AM - 5:30 PM -- (2) 29-foot buses 1.00 No
(6) 30-foot buses
(6) 35-foot buses

Great Falls Transit District (Great Falls, Transit 63,000 6:30 AM - 6:30 PM 9:30 AM - 5:30 PM -- (3) 25-foot buses 1.00 No
Montana) District (17) 35-foot buses

Saginaw Transit Authority Regional Service Transit 127,000 6:00 AM — 8:00 PM 8:00 AM — 6:00 PM -- (16) 28-foot buses 1.25 No
(Saginaw, Michigan) Authority (10) 35-foot buses
(15) 38-foot buses

Transit Systems in Wisconsin Peer Group

Eau Claire Transit City-owned 69,300 6:00 AM — 10:00 PM 8:00 AM — 6:45 PM -- (16)  30-foot buses 1.50 Yes
(6) 40-foot buses

Janesville Transit System City-owned 62,540 6:15 AM - 10:15 PM 8:45 AM - 6:15 PM (17)  35-foot buses 1.25 No
-- (4) 40-foot buses

La Crosse Municipal Transit Utility City-owned 78,000 5:10 AM - 10:40 PM 7:40 AM - 7:40 PM 7:40 AM - 6:40 PM (1) 28-foot bus 1.25 Yes
(20)  35-foot buses

Oshkosh Transit System City-owned 65,810 6:15 AM - 6:10 PM 6:15 AM — 6:10 PM -- (8) 35-foot buses 1.00 Yes
(9) 40-foot buses

Sheboygan Transit System City-owned 59,490 5:45 AM - 10:00 PM 7:45 AM - 6:00 PM -- (7) 26-foot buses 1.75 No
(5) 29-foot buses
(11)  35-foot buses

Wausau Area Transit System City-owned 45,513 6:00 AM - 6:30 PM 8:30 AM — 5:30 PM -- (1) 29-foot bus 1.25 No

(22) 35-foot buses
(9) 40-foot buses

®Based on population data from the U.S. Bureau of the Census as reported by each transit operator..
®This analysis defined a “major college or university” as one that has student enroliment of over 10,000 students.

Source: National Transit Database, U.S. Bureau of the Census, and SEWRPC.







Like Waukesha Metro Transit, many of the national and Wisconsin peer transit systems largely operate
35-foot buses. Some peer systems use also larger or smaller buses to provide service. The Waukesha

system’s base adult cash fare is $2.00, the highest of all the peer systems.

Ridership and Service. Waukesha Metro Transit provides long service hours when compared to both its

national and Wisconsin peers. Based on its population alone, it is unusual in providing Sunday transit
service; the only other peers offering Sunday service are the Cambria County (Johnstown, PA) and La
Crosse systems. However, Sunday service is not uncommon for transit systems operating within large
urbanized areas. The longer service hours result in values for Waukesha Metro Transit that are higher
than the peer averages for annual revenue vehicle miles and revenue vehicle hours in Table 4-3. In
addition, Waukesha Metro Transit’s service experienced annual reductions of over 3 percent per year

between 2004 and 2008, while the Wisconsin and national peers averaged smaller reductions.

Despite cutting more services than both peer systems, Waukesha Metro Transit’s ridership increased over

the period at a faster rate than either the national or Wisconsin peer averages.

Service Effectiveness. The four service effectiveness measures capture information on how well the

transit system is utilized. As noted previously, Waukesha Metro Transit provides a high level of service
for a city of its size (0.76 vehicle hours per capita in 2008, higher than either peer average). In 2008, the
Waukesha system carried fewer passengers per revenue vehicle hour or per revenue vehicle mile than
either peer group average. For both these measures, Waukesha Metro improved at a much faster rate than

either peer group over the time period.

Service Efficiency. The two service efficiency measures capture information on the transit system’s cost

per unit of service provided. The operating expense per revenue vehicle hour of service is particularly
important, since driver wages and benefits (which depend on hours of transit service) typically make up
the largest share of a transit system’s operating expenses. In 2008, Waukesha Metro Transit’s costs per
revenue vehicle mile were higher than the Wisconsin peer group average, but nearly the same as the
national average. For operating expenses per revenue vehicle hour, the Waukesha system’s 2008 level
was about 4 percent higher than the Wisconsin peer group average and nearly the same as the national
peer group average. Waukesha Metro Transit’s operating costs per mile and per hour increased by over 8
percent per year, a much higher rate than the peer group averages between 2004 and 2008. The above
average increases in the operating costs per mile and per hour for Waukesha Metro Transit in part reflect

the above average service reductions implemented by the transit system between 2004 and 2008. With



service reductions, some fixed operating costs remain with the system and are spread over a smaller

amount of service resulting in higher costs per unit of transit service.

o Cost Effectiveness. Cost effectiveness indicators compare the cost of providing the service to the level of

consumption as measured by ridership. In 2008, Waukesha Metro Transit’s operating expense per
passenger was about 27 percent higher than the Wisconsin peer average and about the same as the
national peer average. The farebox recovery rate, an important indicator that measures the percent of
operating expenses recovered through operating revenues, was about 3 percent lower than the Wisconsin
peer average and about 1 percent higher than the national peer average. Waukesha Metro Transit’s
farebox recovery rate dropped between 2004 and 2008 at a faster rate than either peer group average.
However, after the fare increase that took effect in September of 2008, the farebox recovery rate increased

to 18 percent in 2009, as shown in Table 2-6 in Chapter II.

The peer comparison of performance measures indicates that Waukesha Metro Transit service is about average
when compared to the national peer group. In six out of 12 indicators, the Waukesha transit system’s performance
level was within 1 percent of the national peer group average. When compared to the Wisconsin systems, the
Waukesha system performed better than the Wisconsin average in four out of 12 indicators and below the
Wisconsin average in eight out of 12 indicators. However, the presence of three university cities in the Wisconsin
peer group may have affected the average in all of the indicators that utilized ridership measures, since university

towns tend to have higher ridership and therefore higher utilization.

In general, Waukesha Metro Transit provides a high level of service for its service area population size, resulting
in lower passengers per vehicle-mile and per vehicle-hour of service. The transit system’s operating expenses are
reasonable when compared to the peer systems, but increased rapidly between 2004 and 2008. This increase
reflects above average service reductions which contributed to the above average increases in operating costs per

unit of service observed for Waukesha Metro Transit.

Systemwide Performance Evaluation: Peer Group Expenses Comparison
Commission staff examined Waukesha transit system’s operating costs by expense category and compared the
percent of total operating expenses in each category to the percent of total operating costs found in each category

for the peer systems. Table 4-4 displays this comparison, and leads to the following observations:

e Fringe benefits in 2008 accounted for over 36 percent of all operating costs for the Waukesha Metro

Transit system, but only 29 percent of operating costs for the Wisconsin peer group and 24 percent for the






national peer group. Unlike either the Wisconsin or the national peer group, Waukesha Metro Transit’s
fringe benefits rose considerably between 2004 and 2008 and represented a much larger share of expenses
in 2008 than in 2004. In absolute numbers, the transit system spent over $300,000 more on fringe benefits
for its employees in 2008 than it spent in 2004 with much of this increase attributed to increases in the
costs of health insurance for transit system employees. This observation is consistent with reports that
health care costs in southeastern Wisconsin are higher than the average for the rest of the State and

Country?.

o Even as the share of the operating budget spent on fringe benefits rose for the Waukesha Metro Transit
between 2004 and 2008, the share of the operating budget spent on total wages and fringe benefits
dropped, mostly due to increased fuel and supply costs, which rose by nearly $300,000. However, the
high cost of fuel is not responsible for Waukesha’s higher-than average increases in expenses, because
high diesel prices in 2008 also affected most of the systems in both the Wisconsin and national peer
groups and many systems within both peer groups had to substantially increase the share of their

operating budgets going towards fuel.

Route Performance Evaluation

Route Ridership, Service Effectiveness, and Cost Effectiveness

The previous two sections assessed the systemwide performance of the transit system by measuring how well it
serves population, employment, and activity centers, and by comparing its overall ridership and financial
performance to similar transit systems. This section of the evaluation looks at the ridership and financial
performance for the transit system’s bus routes in order to identify the routes with the lowest overall performance
levels based on route operating data, including total boarding passengers; passengers per revenue vehicle-hour
and per revenue vehicle-mile; total operating cost and operating assistance per passenger; and farebox recovery

rate.
Tables 4-5 through 4-8 and Figures 4-1 and 4-2 display the estimated service and cost effectiveness measures for
the routes of the transit system. The performance measures presented in these tables and figures are based upon

the following data:

o Daily operating characteristics of the routes of the transit system in 2009

2 See “Why Milwaukee Health Care Costs Are High: What to Do About It”, by Linda Gorman. Wisconsin Policy Research
Institute Volume 21: 2008, May 2008.
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Table 4-5
AVERAGE WEEKDAY PERFORMANCE CHARACTERISTICS FOR WAUKESHA METRO TRANSIT ROUTES: MARCH 1-4, 2010
Service Effectiveness Measures Cost Effectiveness Measures
Operating Farebox
Revenue Revenue Passengers Passengers Operating Assistance Recovery
Vehicle Vehicle Boarding per Revenue | per Revenue Operating Operating Cost per per Rate
Bus Route Hours Miles Passengers | Vehicle Hour Vehicle Mile Cost? Assistance® | Passenger Passenger (Percent)
1 46.5 585 663 14.3 1.1 $3,358 $2,845 $5.06 $4.29 15.3
2 18.0 190 275 15.3 15 1,385 1,172 5.04 4.26 15.4
3 7.7 102 149 19.5 15 557 442 3.74 2.97 20.7
4 114 139 393 34.5 2.8 827 523 2.11 1.33 36.8
5° 12.7 179 198 15.6 1.1 912 759 4.61 3.83 16.8
6° 12.9 202 177 13.7 0.9 923 786 5.21 4.44 14.8
7 8.6 111 122 14.3 1.1 638 543 5.23 4.45 14.8
8 11.9 148 322 27.1 2.2 891 641 2.77 1.99 28.0
9 20.4 343 434 21.3 1.3 1,501 1,165 3.46 2.68 22.4
15 12.6 156 133 10.5 0.9 922 819 6.93 6.16 11.2
Bus System
Total/Average 162.6 2,155 2,866 18.6 14 $1,191 $970 $4.41 $3.64 19.6
Minimum/
Maximum
Acceptable
Level -- -- -- 10.0° 1.0° -- - $5.30" $4.37¢ 15.7°

%Operating cost per route was estimated by applying the year 2009 systemwide average cost per total vehicle hour to the average weekday total vehicle hours for each
route. Operating assistance was estimated by applying the year 2009 average fare revenues per boarding passenger to the average weekday boarding passengers per
route, and subtracting the estimated fare revenues per route from the estimated operating cost per route.

®The data presented for Route Nos. 5 and 6 are for weekdays only, as Route No. 5/6 combines portions of Route Nos. 5 and 6 and operates on weekday evenings and
weekends. Weekday evening data for Route No. 5/6 is included in Table 4-8.

“‘Waukesha Metro Transit has target service effectiveness levels for its bus routes that specifyl0 passengers per revenue vehicle hour and 1.0 passenger per revenue
vehicle mile. The target performance level specified in the transit service standards presented in Table 3-1 in Chapter Il for farebox recovery is 20 percent below the

systemwide average for all routes. Red text for these measures indicates that a route does not meet the target level for that particular measure.

“The target performance level specified in the transit service standards presented in Table 3-1 in Chapter Il for cost effectiveness measures is 20 percent above the

systemwide average for all routes. Red text for these measures indicates that a route does not meet the target level for that particular measure.

Source: Waukesha Metro Transit and SEWRPC.
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Table 4-6
AVERAGE SATURDAY PERFORMANCE CHARACTERISTICS FOR WAUKESHA METRO TRANSIT ROUTES: MARCH 6, 2010
Service Effectiveness Measures Cost Effectiveness Measures
Operating Farebox
Revenue Revenue Passengers Passengers Operating | Assistance | Recovery
Vehicle Vehicle Boarding per Revenue per Revenue Operating Operating Cost per per Rate
Bus Route Hours Miles Passengers Vehicle Hour Vehicle Mile Cost? Assistance® | Passenger | Passenger (Percent)
1 39.6 492 493 12.4 1.0 $2,910 $2,529 $5.90 $5.13 13.1
2 13.0 130 233 17.9 1.8 951 770 4.08 3.31 19.0
3 7.1 98 105 14.9 11 516 435 4.91 4.14 15.8
4 7.1 95 227 32.1 2.4 519 344 2.29 151 33.8
5/6 14.2 242 212 15.0 0.9 1,022 858 4.82 4.05 16.1
7 5.3 76 107 20.3 14 387 304 3.62 2.84 21.4
8 5.5 73 101 18.4 14 394 316 3.90 3.13 19.8
9 10.7 177 119 11.2 0.7 793 701 6.66 5.89 11.6
15 10.8 132 89 8.2 0.7 792 723 8.90 8.12 8.7
Bus System
Total/Average 113.2 1,514 1,686 17.8 1.3 $920 $775 $5.01 $4.24 17.7
Minimum/
Maximum
Acceptable b b . . b
Level -- -- -- 10.0 1.0 -- -- $6.01 $5.08 14.2

®Operating cost per route was estimated by applying the year 2009 systemwide average cost per total vehicle hour to the average Saturday vehicle hours for each route.
Operating assistance was estimated by applying the year 2009 average fare revenues per boarding passenger to the average Saturday boarding passengers per route, and
subtracting the estimated fare revenues per route from the estimated operating cost per route.

P\Waukesha Metro Transit has target service effectiveness levels for its bus routes that specifyl0 passengers per revenue vehicle hour and 1.0 passenger per revenue
vehicle mile. The target performance level specified in the transit service standards presented in Table 3-1 in Chapter Ill for farebox recovery is 20 percent below the
systemwide average for all routes. Red text for these measures indicates that a route does not meet the target level for that particular measure.

“The target performance level specified in the transit service standards presented in Table 3-1 in Chapter Il for cost effectiveness measures is 20 percent above the
systemwide average for all routes. Red text for these measures indicates that a route does not meet the target level for that particular measure.

Source: Waukesha Metro Transit and SEWRPC.
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Table 4-7
AVERAGE SUNDAY PERFORMANCE CHARACTERISTICS FOR WAUKESHA METRO TRANSIT ROUTES: MARCH 7, 2010
Service Effectiveness Measures Cost Effectiveness Measures
Operating Farebox
Revenue Revenue Boarding Passengers Passengers Operating | Assistance Recovery
Vehicle Vehicle Passenger | per Revenue | per Revenue Operating Operating Cost per per Rate
Bus Route Hours Miles S Vehicle Hour Vehicle Mile Cost? Assistance® | Passenger | Passenger (Percent)
1 27.6 343 291 10.5 0.8 $2,050 $1,824 $7.04 $6.27 11.0
2 9.4 95 109 11.6 1.2 704 619 6.45 5.68 12.0
4 5.1 68 172 33.9 25 376 243 2.19 141 35.4
5/6 10.1 173 101 10.0 0.6 733 655 7.26 6.48 10.7
7/8 5.0 62 83 16.6 1.3 358 294 4.32 3.54 17.9
Bus System
Total/Average 57.2 741 756 16.5 1.3 $844 $727 $5.45 $4.68 17.4
Minimum/
Maximum
Acceptable b b b
Level -- -- -- 10.0 1.0 -- -- $6.54° $5.61° 13.9

®0perating cost per route was estimated by applying the year 2009 systemwide average cost per total vehicle hour to the average Sunday vehicle hours for each route.
Operating assistance was estimated by applying the year 2009 average fare revenues per boarding passenger to the average Sunday boarding passengers per route,

and subtracting the estimated fare revenues per route from the estimated operating cost per route.

®Waukesha Metro Transit has target service effectiveness levels for its bus routes that specifyl0 passengers per revenue vehicle hour and 1.0 passenger per revenue
vehicle mile. The target performance level specified in the transit service standards presented in Table 3-1 in Chapter Il for farebox recovery is 20 percent below the

systemwide average for all routes. Red text for these measures indicates that a route does not meet the target level for that particular measure.

“The target performance level for cost effectiveness measures specified in the transit service standards presented in Table 3-1 in Chapter Ill is 20 percent above the

systemwide average for all routes. Red text for these measures indicates that a route does not meet the target level for that particular measure.

Source: Waukesha Metro Transit and SEWRPC.
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Table 4-8
PERFORMANCE CHARACTERISTICS FOR WAUKESHA METRO TRANSIT ROUTES:
WEEKDAY EVENING SERVICE BETWEEN 6:00 P.M. AND 10:00 P.M., MARCH 1-4, 2010
Service Effectiveness Measures Cost Effectiveness Measures
Operating Farebox
Revenue Revenue Passengers Passengers Operating | Assistance Recovery
Vehicle Vehicle Boarding per Revenue | per Revenue Operating Operating Cost per per Rate
Bus Route Hours Miles Passengers | Vehicle Hour | Vehicle Mile Cost? Assistance® | Passenger | Passenger (Percent)
1 12.0 152 90 7.5 0.6 $953 $883 $10.59 $9.81 7.3
2 3.5 38 39 111 1.0 278 248 7.12 6.35 10.9
3 15 21 13 8.7 0.6 119 109 9.16 8.39 8.5
4 1.8 26 39 22.3 15 139 109 3.56 2.79 21.7
5/6 3.3 53 27 8.2 0.5 262 241 9.70 8.93 8.0
7 1.9 26 17 9.2 0.6 147 134 8.64 7.87 9.0
8 1.9 24 24 13.0 1.0 147 128 6.12 5.35 12.6
9 3.3 60 49 14.8 0.8 262 224 5.35 4.57 14.5
Bus System
Tota|/Average 29.1 400 225 11.8 0.8 $288.29 $259 $7.53 $6.76 11.6
Minimum/
Maximum
Acceptable b b $8.1 b
Level -- -- -- 10.0 1.0 -- -- $9.04° 1° 9.2

®Operating cost per route was estimated by applying the year 2009 systemwide average cost per revenue vehicle hour to the weekday evening revenue vehicle hours for
each route. Operating assistance was estimated by applying the year 2009 average fare revenues per boarding passenger to the average weekday evening boarding
passengers per route, and subtracting the estimated fare revenues per route from the estimated operating cost per route.

®\Waukesha Metro Transit has target service effectiveness levels for its bus routes that specifyl0 passengers per revenue vehicle hour and 1.0 passenger per revenue
vehicle mile. The target performance level for farebox recovery is 20 percent below the systemwide average for all routes. Red text for these measures indicates that a
route does not meet the target level for that particular measure.

“The target performance level for cost effectiveness measures specified in the transit service standards presented in Table 3-1 in Chapter Ill is 20 percent above the
systemwide average for all routes. Red text for these measures indicates that a route does not meet the target level for that particular measure.

Source: Waukesha Metro Transit and SEWRPC.
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e Systemwide cost per vehicle hour and passenger revenue per boarding passenger in 2009.

o Boarding passengers per route, collected by the transit system from March 1 through 7, 2010.

Waukesha Metro Transit has target service effectiveness levels for its bus routes specifying 10 passengers per
revenue vehicle hour and 1.0 passenger per revenue vehicle mile. In addition, minimum (or maximum)
performance targets for cost efficiency were identified by Commission staff under the transit service standards
for this study as presented in Table 3-1 in Chapter Ill. For each of the performance measures used in the
evaluation, routes that have service effectiveness or cost efficiency measures that do not meet the target levels
specified in the service effectiveness goals for the transit system or in the Commission’s service standards are
identified as below average performers with red text. Tables 4-5 through 4-8 and Figures 4-1 and 4-2 display all
the performance measures used. The following observations may be drawn from the information in the tables and

figures:

e Weekday Route Performance. Route Nos. 2, 3, 4, 5, 8, and 9 have weekday performance levels that

generally exceed both the target service effectiveness levels for the transit system and the minimum (or
maximum) performance targets specified under the service standards. Of these eight routes, Route Nos.
4, 8, and 9 are clearly the best performers; they rank in the top three for nearly all the service
effectiveness and cost effectiveness measures. Route Nos. 2, 3, and 5 routes have weekday performance
measures that are generally within acceptable levels. Based solely upon these measures, these routes

could continue to be operated without change.

The remaining four routes, Route Nos. 1, 6, 7, and 15, have lower performance levels. These routes meet
the target service effectiveness levels for the transit system but not the performance targets for the cost
efficiency measures specified under the service standards as they are consistently below the systemwide
average, and have at least one performance measure that does not meet the minimum (or maximum)
target level. Of these four routes, the performance levels observed for Route No. 15 are the most
problematic, and Route Nos. 6 and 7 have performance levels that are only slightly better. Route No. 1
has worse-than-average performance levels, but only one of the five performance measures does not meet
target levels. These routes merit further study to determine if changes to improve their performance
should be considered.

e Saturday Route Performance. On Saturdays, Route No. 4 continues to be the best performer. Route Nos.

2, 3, 7, and 8 also demonstrate performance levels that consistently exceed target performance levels.



The combination of Route Nos. 5 and 6 results in mostly acceptable performance levels for Route No.
5/6. Route Nos. 1 has mixed performance, meeting the transit system targets for service effectiveness but
having low cost-effectiveness levels. Route No. 1 carries the most passengers out of all the routes, but its
performance levels are affected by the high level of service operated over it. (Revenue vehicle hours are
only 5 hours, or 15 percent, less on Saturdays than on weekdays.) Route No. 15 continues to exhibit low
performance levels, and is joined by Route No 9, which had acceptable performance levels on weekdays.
Route No. 9’s low performance can be attributed to the significant proportion of ridership that uses the

route for school-related travel on weekdays but not on Saturdays.

e Sunday Route Performance. On Sundays, Route No. 4 remains the best performer. The combination of

Route Nos. 7 and 8 results in good performance levels for Route No. 7/8. Route No. 2 shows acceptable
performance on Sunday for all measures except farebox recovery. The performance levels on Route No.
1 and Route No. 5/6 are mixed with cost effectiveness measures that are below target levels; both routes
have significantly higher vehicle miles and vehicle hours of service on Sunday than the two high-

performing routes.

o Weekday Evening Route Performance. Route No. 4 remains the best-performing route during weekday

evening service, and Route Nos. 2, 8, and 9 all demonstrate acceptable performance levels. The
remaining routes, including the combined operation of Route Nos. 5 and 6 during weekday evenings as
Route No. 5/6, did not meet any of the minimum or maximum performance levels. Overall, Waukesha
Metro’s bus routes had their lowest performance during weekday evenings (6:00 p.m.-10:00 p.m.), below
Saturday and Sunday levels. Potential changes to these routes to improve their performance during the

evenings should be considered.

Ridership by Route Segment

To supplement the route ridership, service, and cost performance measures, Commission staff examined the
boarding and alighting passenger activity along each bus route to help identify route segments with the highest
and lowest ridership. The March 2010 passenger counts collected by the transit system that were used for the
performance measures above also included the number of boarding and alighting passengers by stop for each bus
route. To facilitate the analysis of the passenger boarding and alighting data, Commission staff divided the bus
routes into segments of about one mile in length based on land uses and major intersections along the route. Staff
calculated the average weekday total passenger boardings and alightings at all the stops along each segment, then
divided that figure by the total scheduled bus trips operated over the segment to calculate the average boardings
and alightings per bus trip along each segment. Figure 4-3 displays the 83 route segments designated for the

transit system, ordered by passenger activity per scheduled bus trip. The route segments which rank in the top
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Figure 4-3
AVERAGE WEEKDAY BOARDINGS AND ALIGHTINGS OVER
SEGMENTS OF WAUKESHA METRO TRANSIT ROUTES: MARCH 1-5, 2010
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one-third are considered the “most productive” segments in the transit system, and the route segments ranking in

the bottom third are considered the “least productive” segments in the transit system. It is important to note that

while the March 2010 passenger counts provide an indication of passenger activity over each route, the counts

represent a sample of ridership for only one weekday or weekend. Additional counts should be undertaken by the

transit system to verify the observed ridership patterns before service changes or route restructuring is

implemented.

The most productive and least productive route segments are shown for each route on Map 4-4. The following

observations may be drawn from the figure and map:

Most of the segments with the highest passenger activity per bus trip are those that serve major
commercial areas or multi-family housing complexes, or that pass through the Downtown Transit Center,

reflecting the high number of passengers going to the Downtown area or transferring between routes.

Route segments that served high schools and middle schools were not always highly productive. Usually
such segments generate many passengers at peak times. For example, Waukesha North High School,
which is located on segment 8-4, had over three boardings and alightings per scheduled bus trip, even
though most of that passenger activity occurred at two times during the day. Waukesha South High
School is located on segment 15-9, which also is a highly-productive segment because Route No. 15 only
serves it once daily, at 7:00 a.m. However, several route segments that serve middle or high schools fared
only average or poorly: West High School on CTH X (segment 6-10) had less than one boarding and
alighting passenger per scheduled bus trip. Horning Middle School (segment 1-4) and Butler Middle
School (segment 8-5) are located on route segments that had less than two boardings and alightings per
trip. Fewer middle and high school students are using Waukesha Metro Transit than in the past. A
significant number of students residing between one and two miles from school—a major market for the
transit system—now take advantage of the “pay-to-ride program” offered by the Waukesha School
District. This program allows students that are not eligible for the yellow school bus service (paid for by
the District for students that live more than two miles from school) to use the school bus service if they
pay a fee. The base fee is $120 per semester, which parents pay directly to the yellow school bus provider.
As a result of the increased use of yellow school bus service under this policy, Waukesha Metro Transit
has eliminated many special school-day-only bus trips it formerly targeted toward students living between

one and two miles from school.
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e All routes of the system had at least two productive segments and at least one unproductive segment,
except Route No. 4, which had no unproductive segments. Route No. 1, which carries the most
passengers, has the most segments with low productivity for two reasons: First, many of the passengers
use Route No. 1 to travel from the City of Waukesha to the Brookfield Square Shopping Center, meaning
that few passengers board or alight along some route segments on Bluemound Road in the City of
Brookfield. Second, it has the highest number of bus trips that operate over the route, which results in a
lower value for the passenger activity per trip.

e Unproductive route segments can sometimes indicate where routing changes should be considered,
especially if the unproductive segments reflect circuitous route alignments that increase travel time and
make transit travel less attractive. Some circuitous route segments have high passenger activity; others do
not generate much ridership. These unproductive route segments will be revisited under the transit
service improvements proposed in the next chapter. However, some of the route segments with the
lowest passenger activity occur where bus routes pass through areas with few activity centers and land
uses unsupportive of transit, on their way towards activity centers or land uses that do generate significant
ridership. Consequently, not all unproductive route segments can be totally eliminated if the transit
system is to continue to provide extensive coverage of the Waukesha area. Alternative ways of continuing
to serve the areas generating ridership could be considered, such as flex-routing and limited period bus

service.

Compliance with Passenger Loading Standards

Public perception by some residents in the City of Waukesha is that Waukesha Metro Transit buses do not carry
enough passengers to warrant using 35-foot buses to provide the service. If a resident sees a large bus that is
empty or nearly empty at the end of the route or during an off-peak time period, they may think that operating a
35-foot bus is wasteful and inefficient. However, the size of the transit vehicle needed on a route is determined

by the maximum passenger load on the route, which usually occurs only once or twice a day.

Transit professionals calculate the “load factor” to measure whether the capacity of fixed-route bus service
provided (the number of seats on the bus and the existing headways for routes) is appropriate for the number of
passengers using the service. In the case of Waukesha Metro Transit, the range of acceptable passenger loading
standards is set forth in the Objectives, Principles, and Standards in Chapter 11l of this report. Objective No. 2,
Standard No. 7 specifies that the maximum load factor (measured as the ratio of passengers to seats on the bus at
that point where passenger loads are highest) should not exceed 1.25 during peak periods, and 1.00 at all other

times. This standard ensures a high degree of comfort for passengers using the bus service by limiting the number
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of standees. Objective No. 3, Standard No. 2 specifies that each fixed-route’s maximum load factor should
exceed 0.50 at least once during weekday service. At least half the seats in a vehicle should be occupied at some

point along each route, in order for the fixed-route service to be considered as providing an appropriate capacity.

Commission staff used the March 2010 boarding and alighting passenger counts along each bus route to calculate
the passenger loads carried over the length of each bus route by scheduled bus trip. The passenger loads were
then reviewed to determine the highest passenger loads for each route during each time period: morning, midday,

afternoon, and evening.

To calculate the maximum load factor for each of the highest passenger loads, Commission staff adjusted the
maximum load factor in order to account for variability in ridership.. Ridership on Waukesha Metro Transit was
10 percent lower in 2009 than it was in 2008, and will likely be even lower in 2010, due mostly to ridership
declines resulting from high unemployment levels. Ridership and passenger loads also vary by day of the week
and month, as well as by time of year. Any recommendations for service changes or bus sizes that are based on
passenger loads should take into account this variability. Therefore, the maximum load factor for each route was
adjusted upward by 20 percent more than observed in the sampled data. Table 4-9 displays the observed
maximum passenger loads and the adjusted maximum load factors for each route during each weekday time
period. Appendix B to this report includes figures for each route displaying the total boarding passengers and
maximum passenger loads per bus trip observed with the March 2010 passenger counts. The information in the

table supports the following observations:

o No routes had adjusted maximum load factors that exceeded the standard of 1.25 passengers per seat
during weekday peak periods and 1.00 passengers per seat during off-peak periods. The highest adjusted
load factor was 1.00, which occurred on Route No. 4 during the midday period and was due to a
significant number of passengers boarding the bus on the 10:03 a.m. northbound trip toward the transit

center.

e Three routes had adjusted maximum load factors that did not meet the standard calling for one-half of the
seats on the bus to be occupied at some time during weekday service. The buses on Route Nos. 3, 7, and

15 were never more than half-full.

e Route Nos. 2 and 6 were more than half-full at certain times, but could be operated with smaller buses
that have as few as 20 seats and would still have adjusted maximum load factors that would be within the

range of acceptable levels.
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e The passenger loads on most routes are much lower during the evening than the daytime. In fact, most of

the bus routes operated after 6:00 p.m. carried an average of less than 5 passengers per trip.

It is important to note that the load factors are influenced by three factors: the ridership at peak times, the
operating headways on the routes (less frequent service will result in higher load factors), and the number of seats
on the bus. The 35-foot buses used by the transit system have 31 or 32 seats. When one wheelchair is in place,
the seating capacity drops by two to three seats. When two wheelchairs are in place, seating capacity drops by
five to six seats. Wheelchair use on Waukesha Metro Transit’s fixed bus routes is up significantly. In 2008 and
2009, the fixed routes carried about 1,800 wheelchair rides annually. In 2010, annual wheelchair rides increased
to about 3,500 trips. Commission staff found that the maximum load factors on the routes would not change
significantly if seating capacity was assumed to be 28 seats which reflects having one wheelchair in place. At
peak loading times, if a wheelchair user is on the bus, some of the routes would be more likely to have standing
passengers, but not above the acceptable maximum load factor of 1.25. Even with a lower seating capacity, the

calculated maximum load factors for Route Nos. 3, 7, and 15 were only slightly higher.

Given the findings of this analysis, for those routes where passenger load factors do not exceed 0.50 during

weekday service, consideration should be given to the following strategies:

Restructure bus routes to possibly combine routes and eliminate unproductive areas;

e Reduce service hours or service frequency for low-ridership areas;

e Purchase smaller buses that have fewer seats; and,

o Replace fixed-route, fixed-schedule service with flexibly-routed demand-responsive service such as

route-deviation, dial-a-ride bus, or shared-ride taxicab services.
Summary of Riders Comments and Concerns
The final section of the evaluation considers passenger comments and concerns from the survey of Waukesha
Metro Transit riders that the Commission conducted in April, 2008, to assess the extent that transit system riders

perceive the service to be safe, reliable, convenient, and comfortable. Many of the rider comments dealt with a

very specific aspect of service, such as requests to increase service at certain times along certain routes. For the
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purposes of the evaluation, Commission staff summarized these comments into broad categories, which are

shown in Table 4-10. An analysis of the table produces the following observations:

e About half of the 992 returned surveys included additional comments made by passengers. About 6
percent (60 comments) of the surveys stated that Waukesha Metro Transit service needed no
improvements. Many comments read simply, “Keep up the good work.”

o Many Waukesha Metro Transit riders would like more transit service. About 21 percent (205 comments)
of the surveys had comments requesting additional service, either through more increased service
frequency, longer hours of service, or more weekend service. About 11 percent of the surveys had
suggestions for changing routes, extending service to unserved areas, or adding stops. A typical comment
read, “Please extend hours to at least 9 p.m. and make buses come every half-hour instead of every hour.”
Some comments were specific requests for more service on a particular route or a particular time of day.
In particular, many comments requested that the transit system add service on Route No. 9 by operating it

until 10:00 p.m. on weekdays and adding service on Sundays.

e About 7 percent (71 comments) of the surveys had a variety of general comments regarding the routes of
the transit system. Many of these comments included suggestions for playing music on the bus or

installing television monitors with public service programming

e About 4 percent (39 comments) of the surveys suggested improvements to the vehicles or fixed facilities
of the transit system, such as cleaning the seats of the buses, or adding concrete pads or shelters at bus

stops.

e Transit riders also had other suggestions for improving the transit service that were not related to service
expansion or more frequent buses. About 9 percent of the surveys had comments expressing concerns
about rude or unfriendly drivers, on-time performance, fare payment options, and coordination between

routes.

Some of the comments pertaining to extending transit service hours, increasing service frequency, and making
changes to bus routes will be addressed in the next chapter, which will propose service improvements. The
specific comments and suggestions regarding transit system equipment and facilities, bus operators, and customer

service are beyond the scope of this study. Waukesha Metro Transit staff was provided a complete set of all the
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comments made on the surveys so that they can decide how best to respond to these day-to-day operating

concerns.

FINDINGS OF THE EVALUATION OF WAUKESHA METRO TRANSIT SERVICE

The findings of the systemwide performance evaluations, route-by-route assessments, and rider survey can be
summarized into several key concerns regarding both deficiencies in the Waukesha Metro Transit System, and
unmet transit service needs for City of Waukesha residents. The deficiencies and unmet needs are identified

below.

Rapid Increase in Operating Expenses per Unit of Service Provided

In 2008, the transit system’s operating expense per revenue vehicle hour was about 4 percent higher than the
Wisconsin peer average, but about the same as the national peer average. Even though the operating expense per
revenue vehicle mile and per hour are reasonable when compared to the national peer group, both of those
indicators increased by over 8 percent per year between 2004 and 2008. An examination into the causes of this
rapid increase revealed that a substantial share of that rapid increase is due to increases in the costs of fringe
benefits for system personnel. Fringe benefits in 2008 accounted for over 36 percent of all operating costs for
Waukesha Metro Transit, but only 29 percent of operating costs for the Wisconsin peer group and 24 percent for

the national peer group.

Service Effectiveness and Cost Effectiveness of Some Routes and Service Periods
Certain routes demonstrate low service effectiveness and cost effectiveness, especially during certain service
periods. By reducing or combining service on these routes, Waukesha Metro Transit can improve efficiency and

have more resources to dedicate to other routes and service periods that may need additional service:

¢ Route No. 1 has the highest service levels and ridership of all the transit system routes. However, it fared
poorly in terms of its service effectiveness and cost effectiveness on weekday evenings, Saturdays, and
Sundays. Additional analyses should be undertaken to identify if service changes should be considered
such as reducing the frequency of service provided over the route during those time periods. The analyses
should address the potential impacts of such changes on the convenience of passenger transfers resulting
from some Route No. 1 buses not meeting the pulse schedule of buses from all the other routes at the
Downtown Transit Center. Consequently, some passengers transferring to or from Route No. 1 would

need to wait a half-hour to change routes.
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Route No. 15 had the poorest performance measures of all routes for every indicator for both weekday
and Saturday service. The City created Route No. 15 in August 2000 in conjunction with modifications
to Route No. 2 that were funded under a Wisconsin Employment Transportation Assistance Program
(WETAP) grant awarded to the City of Waukesha. Route No. 15 is composed largely of segments that
were formerly part of Route No. 2 (see Map 4-5). Prior to the creation of Route No. 15, Route No. 2
served the Minooka Park subdivision and the K-Mart store on the southeast side of the City. Under the
WETAP grant, Route No. 2 was extended to the northeast side of the City to serve the Wal-Mart store on
STH 164 and Coral Drive, the employers in the commercial area along Moreland Boulevard and
Bluemound Road, and the Goerkes Corners Park-Ride lot. Route No. 15 was created to replace service
formerly provided by Route No. 2 on the southeast side of the City. The route performance evaluation in
this chapter indicated that Route No. 2 had good performance measures. As Map 4-4 showed, much of
the ridership on Route No. 2 is generated in the area around STH 164 and Coral Drive, including the
former Wal-Mart store. That store closed in November of 2010 when the Wal-Mart Supercenter at STH
59 and West Avenue opened. The STH 164 and Coral Drive area will still need transit service because it
is now the location of a Goodwill Industries store and the office of Community Care, which provides
services to elderly and disabled individuals. Waukesha Metro Transit made some minor adjustments to
both Route No. 2 and Route No. 15 in November 2010. Route No. 2 no longer enters the parking lot at the
former Wal-Mart location, and Route No. 15 now traverses Fleetfoot Drive between Racine Avenue and
Sunset Drive (see Map 4-5). Additional studies of boarding and alighting passenger activity should be
undertaken to identify whether changes should be considered for the routes such as discontinuing Route
No. 15, but retaining service to both the STH 164 and Coral Drive area, and the Minooka Park

subdivision.

Route No. 6 had measures that were worse than the acceptable performance levels for nearly all the
weekday performance indicators. The low measures are mostly caused by the unproductive segments at
the end of the route. As Map 4-4 showed, south of Sunset Drive, Route No. 6 traverses a long section of
CTY X to Waukesha West High School without any stops. On the March 2010 survey day, 7 passengers
alighted at West High School in the morning, and 5 boarded in the afternoon, but the route served the
high school throughout the midday period. Further analysis of boarding and alighting passenger activity
at the high school should be conducted to support analysis of whether the extension of bus service to

West High School is warranted at all times or only during certain periods.
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Route No. 5/6 had performance measures that were worse than the acceptable level for weekday evening
and Sunday service, although it performed acceptably on Saturdays. Further study is needed of changes

that might improve the route’s performance on weeknights and Sundays.

Needs for More Frequent Service or Longer Service Hours on Certain Routes

Certain routes demonstrate very high service effectiveness and cost effectiveness. By increasing service on those

routes, Waukesha Metro Transit can better serve the people that are most dependent on the transit system:

Route No. 4 had the highest passengers per revenue vehicle hour and the best performance measures in
the route performance evaluation. This route serves several low-income neighborhoods. After the
opening of the Wal-Mart Supercenter at STH 59 and West Avenue in November 2010, ridership on the
route could increase substantially. To prevent overcrowding on the route during the midday period,
consideration should be given to providing half-hour headways during the midday period. Consideration

should also be given to providing later service hours at night on Route No. 4.

Route No. 9 also had good performance measures on weekdays and weekday evenings, although it did not
perform as well on Saturdays. The route serves the Silvernail Plaza commercial area, where employees in
the retail and service sector have shifts that can end at 9:00 p.m. or later. Currently, the last weekday bus
on Route No. 9 departs the Waukesha County Technical College (WCTC) at 8:50 p.m., passing by
Silvernail Plaza at 8:55 p.m. Many of the rider survey comments requested that Sunday service on Route
No. 9 be restored. Currently, most of the grocery stores that are directly served by a transit route on
Sundays are located on Route No. 5/6, which serves Sentry at the Fox Run Shopping Center and Pick N’
Save at the Shoppes at Fox River, both on the southwest side of the City. Consideration should be given
to providing longer service hours on weeknights and to restoring Sunday service to serve Silvernail Plaza.
Consideration should also be given to modifying service on this route so that not all bus trips serve

WCTC on Saturdays and Sundays when student ridership is lightest.

Under-utilization of Transit Vehicle Capacity on Certain Routes

Public perception by some residents in the City of Waukesha is that Waukesha Metro Transit buses do not carry

enough passengers to justify using 35-foot buses that have 30-31 seats. Ideally, the size of the transit vehicle used

should be determined by the highest passenger loads carried. This typically occurs only once or twice a day. The

evaluation in this chapter determined that for some routes, 35-foot buses did, in fact, provide more capacity than

could be justified by the highest passenger loads observed on the routes, as specified by Objective No. 3, standard

No. 2 in Chapter 11l of this report. The buses on Route Nos. 3, 7, and 15 were never more than half-full during
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the course of weekday service. Other routes, such as Route Nos. 2 and 6, were more than half-full at times but
could be operated with smaller buses having as little as 20 seats, and would still have acceptable maximum load
factors. For those routes, periods, and areas where passenger loads are lowest, consideration should be given to
the following strategies: restructure bus routes to possibly combine routes and eliminate unproductive areas;
reduce service hours or service frequency; purchase smaller buses with fewer seats; and replace fixed-route/fixed-
schedule service with demand-responsive service such as route-deviation, dial-a-ride bus, or shared-ride taxicab

Services.

Issues other than passenger loads should be examined when considering whether smaller vehicles should be added
to the transit system’s bus fleet. For a system the size of Waukesha Metro Transit, the addition of another vehicle
type to the fleet may result in: the need to prepare multiple procurement documents for purchasing buses;
additional training for bus operators and mechanics; expanding the on-site inventory of spare parts and the space
needed for parts storage to accommodate the different manufacturers and bus models®; and the potential for
reduced flexibility in assigning vehicles to system routes. These issues can reduce cost efficiencies that may be
present under operation with a standardized vehicle fleet. At the same time, a number of transit systems consider
it appropriate public policy to operate with a mix of vehicle sizes in response to varying ridership markets. These
issues will be discussed further in the next chapter when possible changes to the transit system bus fleet are
identified.

Reduced Student Ridership

Many of the routes of the Waukesha Metro Transit system were designed to serve middle and high school
students. However, fewer middle and high school students are using Waukesha Metro Transit than in the past. A
significant number of students who reside between one and two miles from school now use the yellow school bus
service through the “pay-to-ride” program. This program allows students who are not eligible for the school
district’s yellow school bus service to use the service if they pay a fee of $120 per semester to the school bus
operator. As a result of the decreased use of Waukesha Metro Transit by students under this policy, the transit
system has eliminated special school-day-only bus trips that were targeted toward students living between one
and two miles from school. Any service changes that are proposed in the next chapter will take into consideration
the loss of student passengers on the Waukesha Metro Transit system.

®During its last bus procurement in 2007, Waukesha Metro Transit staff reviewed the costs of purchasing a 30 foot-long bus
instead of a 35 foot-long bus. Staff determined that the smaller bus would cost about $13,000 less than a 35 foot-long bus but
had different components which would increase the parts inventory and storage area needs and possibly impact operating
costs. The specific components included a different rear axle and suspension, brake drums, wheel hubs, and smaller tires and
fuel tank. The cost of the spare parts for these components was estimated to be at least equal to the price difference between
the 30 and 35 foot-long buses.
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SUMMARY

This chapter evaluated the performance of Waukesha Metro Transit based upon specific performance measures
identified in the transit system objectives and standards in Chapter IlIl. The evaluation included assessments of
performance on a systemwide basis and on a route-by-route basis. Some of the most important findings of the

transit system evaluation are listed below:

1. The existing transit system provides excellent coverage of the existing residential and employment
concentrations inside the City of Waukesha. Outside the City, the transit system does serve some densely
populated residential areas in the Town of Brookfield, and provides excellent service to employment
concentrations in the City of Brookfield. However, areas in the City of Pewaukee and the Village of
Pewaukee that contain transit-supportive residential and employment density, or that have major activity
centers, are unserved. Transit service to those areas could be provided if Waukesha County or the City of
Village of Pewaukee agreed to pay for the local share of the operating costs. Waukesha County did
previously contract with Waukesha Metro Transit to provide peak-period route-deviation service to
business parks along STH 164 and CTH F north of IH 94 in the City of Pewaukee, but decided to

discontinue the service in 2006 due to low ridership levels.

2. The transit system is about average when compared to similar transit systems from around the country
and Wisconsin. Waukesha Metro Transit’s performance level was within 1 percent of the national peer
group average in six out of 12 measures, and performed better than the Wisconsin average in four of 12
performance measures and worse than the Wisconsin average in eight out of 12 measures. In general,
Waukesha Metro Transit provides a high level of service for its service area population size, resulting in
lower passengers per vehicle-mile and per vehicle-hour of service. The performance of Waukesha Metro
Transit can be partially attributed to its service area being within a large (over 1,000,000 population)
urbanized area. The total travel generated by the residents and activity centers in the Waukesha Metro
Transit service area includes trips made to and from others parts of the Milwaukee urbanized area which
the transit system is not able to serve. This limitation affects both the effectiveness and efficiency

measures observed for the system.

3. The transit system’s operating expense per revenue vehicle mile and operating expense per revenue
vehicle hour increased by over 8 percent per year between 2004 and 2008. An examination into the
causes of this rapid increase revealed that a substantial share of that rapid increase is due to the high costs

of fringe benefits, which can be attributed to increases in the costs of health insurance for transit system
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employees. Fringe benefits in 2008 accounted for over 36 percent of all operating costs for Waukesha
Metro Transit, but only 29 percent of operating costs for the Wisconsin peer group and 24 percent for the

national peer group.

Route Nos. 2, 3, 4, 5, 8, and 9 have weekday performance measures that generally exceed the acceptable
performance levels. Based solely upon these measures, these routes could continue to be operated
without change. The remaining four routes, Route Nos. 1, 6, 7, and 15, have at least one performance
measure that does not meet performance targets. These routes merit further study to determine if changes
to improve performance should be considered.

On Saturdays, Route Nos. 2, 3, 4, 7, and 8 meet all performance targets, and Route No. 5/6 meets most
performance targets. Route Nos. 1 has mixed performance, meeting the transit system targets for service
effectiveness but having low cost-effectiveness levels. Route No. 15 continues to have performance levels
that are problematic along with Route No. 9, which had acceptable performance levels on weekdays. On
Sundays, Route Nos. 4 and 7/8 meet all performance targets and Route No. 2 meets all targets except
farebox recovery. The performance of Route Nos. 1 and 5/6 is mixed with cost effectiveness measures

below target performance levels.

On weekday evenings (6:00 p.m. — 10:00 p.m.), Route Nos. 2, 4, 8, and 9 continue to demonstrate
acceptable performance levels. The remaining routes (Route Nos. 1, 3, 5/6, and 7) did not meet any of the
performance levels. Potential changes to improve their performance during the evenings should be

considered.

The highest passenger activity occurs on the portions of routes those that pass through the Downtown
Transit Center or that serve major commercial areas or multi-family housing complexes. The presence of
a high school or middle school along a route does not guarantee that part of the route will be productive.
Many of the routes were designed to serve middle and high schools, but fewer middle and high school
students are using Waukesha Metro Transit than in the past. Several routes with below average
performance levels in the route evaluation are comprised of long segments with low passenger
productivity, such as Route No. 1, which carries the most passengers but has the most segments with low

productivity. Route Nos. 6 and 15 also have long segments with low passenger productivity.

No routes had maximum load factors (adjusted upward by 20 percent more than the sampled data) that
exceeded the standard of 1.25 passengers per seat during peak periods and 1.00 passengers per seat during

off-peak periods. Three routes had adjusted maximum load factors that did not meet the standard calling
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for one-half of the seats on the bus to be occupied at some point during weekday service. The buses on
Route Nos. 3, 7, and 15 were never more than half-full. Route Nos. 2 and 6 could also be operated with
buses having as few as 20 seats and would still meet the acceptable levels. Issues other than passenger
loads should be examined when considering whether smaller vehicles should be added to the transit

system’s bus fleet.

About 6 percent of the surveys returned from the April 2008 survey of Waukesha Metro Transit riders
included comments stating that the transit service needed no improvements. About 21 percent of the
surveys had comments requested additional service, either through increased frequency of service, longer
hours of service, or more weekend service. About 4 percent of the surveys included suggestions that
related to the vehicles or fixed facilities of the transit system. Many specific comments and suggestions
were submitted on the survey forms that are beyond the scope of the transit plan. However, the comments
pertaining to extending transit service hours, increasing service frequency, and making changes to bus

routes will be addressed in the service improvements proposed in the next chapter.

22





abeck
Typewritten Text

















	Appendix B Charts.PDF
	Page 1
	Page 2
	Page 3
	Page 4
	Page 5




