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BACKGROUND
* February 2019

o Regional Transportation Authority of Central Oklahoma
* July 2019 ,_E I

o Public transportation transitions from the OU to City of Norman «." nnnnnn Iﬂ
o Partnership with EMBARK
o Fare free fixed-route and paratransit service

* November 2019

o Transit sales tax approved

* July 2020

o Transit study commences

* November 2020

o Fleet maintenance and operations building breaks ground




G
PROJECT TIMELINE V&Y
NORMAN

TRANSIT STUDY

Community Community Community
Outreach Outreach Outreach

[ 1 [ 1

JUL « AUG * SEP - OCT NOV - DEC - JAN - FEB

Existing Conditions Analysis Scenario Planning
* Routes  Public meetings * Route changes
» Schedules * Online surveys * Service expansion
* Ridership » Stakeholders  Transit center
* Destinations * Bus stops
* Employment * New buses



TRANSIT TODAY

Lindsey East

Lindsey West

West Norman Link

Alameda/E. Norman

Social Security

Norman Express
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RIDERSHIP

» Major destinations
o University of Oklahoma
o Sooner Mall
o University Town Center
o Walmart Supercenter stores
o Community Services Building
o Robinson Crossing shopping center
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RIDER SATISFACTION

Please rate your satisfaction with the following aspects of EMBARK Norman service.

T e

Safety on the bus 48% 44% 8%
Reliability of schedule 47% 41% 12%
Speed of service 34% 56% 9%
Frequency of service 29% 39% 32%
Days of service 24% 38% 38%
Comfort at bus stops 23% 50% 27%
Hours of service 23% 37% 40%

0% 10% 20% 30% 40% 50% 60% 70% 80% 90% 100%

MW Satisfied M Neutral B Unsatisfied

Source: Nelson\Nygaard Online Survey N=117 10



RIDER NEEDS

What one improvement would you like to see in transit service here in the area?

Later service on weekends

Earlier morning service

More routes to more places

More shelters at stops

Later evening service

More frequent service on weekdays

Other

More frequent service on weekends

Source: EMBARK On-Board Survey
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TELL US MORE

/ The buses originally ran \

every 30 minutes on almost
every route.

We would all like for all
buses to run every 30
minutes and Sunday service

as well. /

Think about running 7 day a
week so everybody can get to
work if needed.

It would be nice if it went to
more grocery stores.

4 )

The East Norman Library needs to
be added on to a route so that
residents on the east side of town
can use the library.
.

a

I'm increasingly concerned
about elderly residents and

-

their ability to get to the store.

The circular routes
make it difficult to
travel to destinations
and return home in a
short time.
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ROUTE NETWORK CONCEPTS
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ROUTE NETWORK CONCEPTS

Community survey question:
Which route network do you prefer?

Existing
Service

10% .
Scenario A

27%

Scenario B
31%
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RECOMMENDED NETWORK
* Improves access to key destinations: \;;\ :
o Norman Regional HealthPlex \ Y I
o University Town Center
o Walmart Supercenter stores
o Sooner Mall 7 Tl
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Ay
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« Add service to new destinations 1 I
o Moore Norman Technology Center
o Norman East Branch Library P oy W
o Walmart Supercenter on Classen Blvd /
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» Upgrade frequencies on all routes
o 15-minute service on Route 111
o 30-minute service on all other routes
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5-YEAR SERVICE PLAN

50,000 $8,000,000
Add Classen route
45,000 "¢ $7,000,000
Upgrade Route 110
40,000 frequenc
Upgrade Route 112 $6,000,000
35,000 frequenc
o
I
= 25,000 ./. $4,000,000
< 20,000 $3,000,000
15,000
$2,000,000
10,000
5,000 $1,000,000
0 $0

2021 2022 2023 2024 2025 2026

Operating Cost -@-Fixed-Route Hours -@-Paratransit Hours

Cost



DOWNTOWN TRANSIT CENTER SITE SELECTION

* Screening process
o City-owned parcels
o Centrally located
o Proximity to The Depot
o Vacant or retrofittable tracts

* Evaluation criteria
o Pedestrian access
o Adjacent land uses
o Operational efficiency
o Proximity to The Depot
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EVALUATION CRITERIA

Pedestrian access

Option A

Norman Station
The Depot

Option B

Gray Street
Parking Lot

Option C

James Garner at
City Hall

Adjacent land use

Operational efficiency

Proximity to Norman Station
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BENEFITS OF THE DEPOT SITE

* Provides capacity for up to 6 buses

 Proximity to local destinations:
o Main Street
o City Hall
o Cleveland County Complex
o The Well

* Promotes multimodal connectivity
o Legacy Trail
o Amtrak
o Future RTA commuter rall




FARE ANALYSIS

Peer City Best Practices
 Generally low base fares - $1.00
« Day and monthly pass options

« Agreements with Universities
o Student Fees
o Contract Revenue
o Funding Partnerships

EMBARK OKC Oklahoma City, OK

Huntsville Transit Huntsville, AL

The Ride Ann Arbor, Ml

CyRide Ames, |A

Lawrence Transit Lawrence, KS

Mountain Line Missoula, MT
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BEST PRACTICE: COMMUNITY PARTNERSHIP

Sustainable Missoula

* Began in 2015 as partnership with
11 local business and organizations

* Has grown to 24 members
e Attractive to new businesses

* Allows transit managers to focus on
other sustainability efforts

 Builds on community support
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FARE POLICY RECOMMENDATIONS

« Continue operating fare free for at least 2 years
o Allow riders to adjust to recommended Fall 2022 route changes
o Allow ridership to recover from the COVID-19 pandemic
o Begin discussions with OU regarding funding partnership and student pass

* Re-evaluate the potential for fare implementation in 2 years
o Continue operating fare free, or
o Implement a new fare policy
= Establish a fare structure with low base fares to mitigate potential ridership loss
= Partner with OU on a student pass program
= Adopt fare technology in line with best practices
= Explore potential alignment with EMBARK OKC's fare policy
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SUMMARY OF RECOMMENDATIONS
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Update and streamline the route network

Realign bus routes to better serve the needs of existing and potential
transit riders by improving access to key destinations and reducing
travel time.

Establish a Downtown Transit Center

Relocate the local route transfer hub from the OU campus to
downtown Norman to maximize efficiency and allow for future
service expansion.

Strategically expand bus service

Extend routes to serve emerging destinations, offer longer hours and
more frequent service, and operate on Sundays.

II ZMBARK II_.

Upgrade and standardize the fleet

Replace aging vehicles and assemble a uniform fleet to minimize
maintenance costs. Pursue Federal Transit Administration (FTA)
grants for replacement buses.

Continue to operate fare-free

Avoid costly fare collection equipment on new buses. Allow riders to
adjust to route changes and the local economy to recover from the
pandemic before re-evaluating the fare policy.

Promote transit supportive land use

Make transit easier to access and encourage more sustainable
development. Maximize rider safety, comfort, and convenience.
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NEXT STEPS

* June 22
o Seek City Council adoption

* FY 2022

o Prepare for route network redesign
o Establish a Downtown Transit Center
o Install new bus stops

o Coordinate with EMBARK
= Update rider information
= Perform rider outreach
= Make necessary operational changes

* Fall 2023

o Implement recommended route network redesign
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