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APPENDIX B

TRANSIT PROFILES FROM THE 1994 SECTION 15 REPORT YEAR



97



98

APPENDIX C

PERFORMANCE MEASUREMENT FOR NON-TRADITIONAL
TRANSIT SERVICES

Technical assistance to the King County Department of
Transportation focused on performance measurement for
non-traditional transit service. This appendix provides a brief
summary of conclusions, followed by documentation of the
technical assistance.

SUMMARY OF KEY CONCLUSIONS

1. Non-traditional and traditional services need to be eval-
uated for efficiency and effectiveness using a common
set of measures (e.g., subsidy per passenger or passen-
gers per hour), although various circumstances may
justify lower standards for certain services. Examples
of such circumstances include the following:
• Situations where communities have a right to a cer-

tain amount of service, based on policy considera-
tions or allocations based on funding. This kind of
allocation process should be avoided but, where it
occurs, it may require that standards for some areas
be lower than for other areas.

• Some services are cheaper to provide than others.
For example, use of small buses or contracted ser-
vice may justify a lower passenger-per-hour stan-
dard than for large-bus, in-house service. Implicit
in this case is that efficiency is being maintained.

• The community is willing to contribute extra funding.
• Ridership is expected to grow because of near-term

development trends or meaningful land use mea-
sures (rare in the United States and usually associ-
ated with rail lines or major facilities).

2. To the extent that policy considerations dictate that
low-density areas should receive service or that
demand-responsive service should be provided, lower
standards have to be accepted. For example, in Cali-
fornia, demand responsive systems are required to
achieve a 10 percent farebox recovery while fixed-
route systems are required to achieve a 20 percent
farebox recovery.

3. The process for determining the right value to use for
performance standards and for applying the standards
should be open, visible, understandable, and consis-
tent. Performance standards need to be based on local
experience and community goals. Where lower stan-
dards are set for a class of service, they are often based
on averages for that class of service.

4. The process of implementing and evaluating a new ser-
vice typically takes between 1 and 2 years. A consis-
tently applied process should be defined which is

known and communicated to the community at the out-
set. The process should involve multiple review steps,
beginning early in the process. Working with the com-
munity to achieve acceptable performance, by means of
marketing or service modifications, is important.

5. Coverage or connectivity is generally a service design
consideration rather than a performance evaluation
measure. The only example discovered of a perfor-
mance measure which reflects coverage or connectiv-
ity is Toronto’s measure of the change in weighted
passenger travel time associated with a service
change. The way Toronto uses this measure, an added
travel time of 5 min for 100 passengers can be over-
come by reducing travel time by 20 min for 25 peo-
ple. Therefore, ridership is still part of the equation.

6. There are systemwide measures for which non-
traditional services may make a contribution dispro-
portionate to their ridership. One such measure is
“market share”—the percent of service area residents
who have used transit in some time period.

7. If, in considering a possible service, it appears unlikely
that it would meet the established standard, then it may
be that the transit agency should facilitate the service
being provided by another entity, rather than lower its
established standards. Another way to say this is that
the transit agency should try to define its “market
niche” and help others to serve the other niches.

8. Customer satisfaction, the subject of the focus groups,
is an important tool for constantly improving services,
but ultimately does not substitute for more objective
measures of effectiveness. It could be that some num-
ber of extremely satisfied customers might be as
important as a larger number of somewhat satisfied
customers. This kind of tradeoff might be one that a
community would be interested in making in the case
of neighborhood service, assuming that the service
allocation requires some amount of neighborhood ser-
vice of some form.

9. Determining the appropriate share for private sector
partners typically follows one of two models, based
on the experience of symposium participants and
other systems included in the research. One is a share
based on negotiation. The other is a requirement that
the partner cover the total subsidy cost.

10. Supporting land use planning objectives is an appro-
priate consideration in designing service or setting
performance standards only for major capital facilities
or where meaningful measures to promote transit rid-
ership are in place.



99

BACKGROUND INFORMATION

Description of the Agency

The Transit Division of the King County Transportation
Department operates public transportation in Seattle, Wash-
ington, and surrounding communities. The service, known as
Metro, was commonly referred to as Seattle Metro until
incorporated into the County government in 1995.

Metro is widely regarded as a leader in providing a wide
array of mobility management services. In its application for
technical assistance, Metro noted the following mobility
management functions:

• A large vanpool program;
• Bicycle racks on all buses;
• An instrumental role in establishing the Bellevue TMA;
• Efforts to influence transit-friendly development,

including producing the DOT report Encouraging Pub-
lic Transportation through Effective Land Use Actions
and organizing a four-session workshop for local juris-
dictions in 1995 on “Translating Comprehensive Plan
Policies in Transit-Supportive Code”;

• Efforts to influence parking policies through organizing
a national symposium, lobbying for tax code changes,
and developing employer education workshops and
handbooks;

• Programs in partnership with the private sector, includ-
ing the corporate FlexPass program, the UPass program,
and the First Hill Express; and

• Technology innovations in transportation information
dissemination and analysis, including developing 
RiderLink and the TDM model.

Metro introduced successful Commute Trip Reduction
(CTR) legislation for the state of Washington in 1991 and has
a staff with responsibility for helping employers in King
County meet CTR goals. Metro was one of the first transit
agencies to take an active role in providing services for
seniors and people with disabilities, including demand-
responsive services and fully accessible fixed-route services.

Goals of the Technical Assistance

Metro is planning to put more emphasis on non-
traditional “products.” Some of these are programs, such as
FlexPass (corporate passes) and parking debits. Others
Metro staff refer to as “products on wheels,” (i.e., trans-
portation services).

Non-traditional transportation services, especially those
that provide intra-community service and connections to the
regional network, may have disappointing performance
according to usual measures such as passengers per hour or
cost per passenger. Examples of non-traditional services
include small-bus fixed routes, dial-a-ride (especially func-

tioning as a feeder to fixed route), route deviation service,
and designated stop or point deviation services.

Metro desired ideas on how to measure the performance of
these services which recognize the contribution they make,
but still provide adequate accountability so it is possible to
discontinue a service which is unsuccessful by some stan-
dard. Metro wanted some idea of what are reasonable expec-
tations for non-traditional services using common measures
such as passengers per hour or cost per passenger. This inves-
tigation would involve contacting other operators which
have implemented similar services to see how they have per-
formed, how long the services took to reach levels that were
considered successful, and what local standards of success
may have been applied.

Metro desired ideas on how to measure whether each area
is receiving its fair share of service for the tax dollars it
spends. This topic was expanded slightly to look at ideas for
measuring how coverage is best measured at all, and espe-
cially how non-traditional services contribute to coverage.
This investigation included looking at alternative concepts to
coverage such as “accessibility,” which would be some mea-
sure of what degree of access the network gives to the array
of activities in the community or metropolitan area. The
investigation would search for some way of comparing ser-
vice alternatives so the research team could say one creates
better accessibility than another. It was assumed that there
was some theoretical research on this topic, but Metro
needed tools that can be implemented for practical use in the
short term.

Metro also needed assistance in learning about the dimen-
sions of satisfaction that private sector partners apply to their
evaluation of program-type products and how they decide
whether to participate in a program. This element of the tech-
nical assistance focused on Metro’s FlexPass program. Flex-
Pass is a corporate pass program that provides a bus pass to
all employees of participating employers. The FlexPass can
also cover vanpool fares, ridematching services, guaranteed
rides home, and cash payments to employees who carpool,
bike, or walk to work.

Methods Used to Achieve the Goals

1. Research and document what other systems have done
in the areas of performance measurement for non-
traditional services of interest to Metro (or what practi-
cal ideas researchers have come up with) through 
networking and library research.

2. Arrange for people representing a handful of the most
interesting ideas on performance measurement to come
to Seattle for a 1-day symposium to work with Metro
staff on developing useful ideas to apply there.

3. Conduct focus groups of employers to determine the
dimensions of satisfaction with a programmatic service
(specifically FlexPass) and to investigate how deci-
sions on participation are made.
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4. Conduct focus groups of community users to determine
the dimensions of satisfaction with an innovative trans-
portation product.

Description of Technical Assistance Activities

Review of Approaches to Performance
Measurement

A literature search was conducted using Crain & Associ-
ates’ library, the library of the Institute of Transportation
Studies at the University of California at Berkeley, and a
search of the TRIS on-line data base. The search focused on
issues of coverage, equity, and performance measures for
service in suburban and low-density areas. Thirteen relevant
reports and articles were found and summarized.

Practitioners were interviewed based on references found
in the literature search, suggestions from Metro staff, and 
the consultants’ experience gained in preparing the Com-
pendium of mobility management functions. Information
about 16 transit systems was summarized, including how
those agencies measure customer satisfaction, coverage or
equity, and performance of non-traditional services.

A brief summary of the review is attached in matrix for-
mat (see Table C-1). Lengthier summaries were also pro-
vided to Metro and are available from Crain & Associates on
request.

Symposium on Performance Measurement

Crain & Associates arranged for representatives of the
transit systems in Toronto, Vancouver, Portland (Oregon),
and Montgomery County (Maryland) to travel to Seattle and
participate in an all-day symposium on measuring perfor-
mance of non-traditional transit services. The symposium
was held in May 1996 at Seattle Metro’s offices. During the
morning, a representative from Seattle explained Metro’s
needs and plans for service changes, and what issues Metro
was looking for guidance on. Following that, each participant
provided an overview of his or her agency’s services and
approach to performance measurement. The afternoon was
devoted to a facilitated discussion of six topics which had
been posed in each participant’s invitation. These were:

• What are appropriate performance measures for non-
traditional services? Is it appropriate to use different mea-
sures than those used to evaluate traditional services?

• What are reasonable expectations or standards for per-
formance of non-traditional services? What basis is there
for setting standards lower than for traditional service?

• How much time should be allowed for non-traditional
service to achieve standards? What type of mid-term
review or corrective action is appropriate for services
which are in trouble?

• What are effective methods that give new services a
chance to succeed but allow for discontinuing unsuc-
cessful services?

• How should considerations such as supporting land use
objectives, providing accessibility, serving special mar-
kets, or meeting coverage or equity goals be included in
the process of evaluating service? Can useful perfor-
mance measures be constructed that incorporate these
considerations?

• Should financial participation by community or private
sector partners or calculations of subsidy revenue from
each community enter in the evaluation of performance?

Following the symposium, Crain & Associates prepared a
synthesis of the discussion and the review of current practice
for use by Metro. The synthesis is attached to this summary.

Employer and Community Focus Groups

Two focus groups were conducted in March 1996 with
representatives of employers participating in Metro’s Flex-
Pass program and with representatives of employers who
expressed interest in FlexPass but had so far declined to par-
ticipate (“potential users”). Focus groups were also held with
users and non-users of two small-bus services operated in
partnership with local communities. These services were the
Issaquah Shuttle and the Federal Way DART. The partici-
pants were recruited by Metro staff. The focus groups, con-
ducted by subcontractor Pacific Consulting Group, were
designed to

• develop a framework, in the form of a scorecard, for
assessing employer satisfaction with the FlexPass pro-
gram and for assessing rider and community satisfaction
with innovative transit services.

• identify ways the programs and services could be
improved to meet key concerns.

SUMMARY OF THE SYMPOSIUM ON
PERFORMANCE MEASUREMENT

1. What are appropriate measures for 
non-traditional services? Is it appropriate to
use different measures than those used to
evaluate traditional services?

Symposium Participants

Preceding the discussion on appropriate measures for non-
traditional services, the question of what constitutes “non-
traditional” service was addressed. Juri Pill of the Toronto
Transit Commission (TTC) stated that what is considered to
be “non-traditional” service varies for different people and
different situations. He raised the concern that classifying
service as non-traditional may simply provide a justification
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TABLE C-1 Summary of Practitioner Interviews

(continued on next page)
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TABLE C-1 (continued )



to allocate funds to relatively inefficient service. It was gen-
erally agreed by the participants and audience that at the out-
set, innovative service may be “outside the box” of existing
traditional service and, initially, “service inside the box” sub-
sidizes these new services. However, eventually all transit
services must be judged by a common set of standards; oth-
erwise, effective, efficient services will suffer by supporting
services where transit is inappropriate and inefficient.

The symposium participants agreed that performance
measures, i.e., the bases for comparison, should be consistent
across services. Performance is viewed as outcome-based,
primarily relying on measures of service effectiveness such
as passengers per revenue hour or passengers per platform
hour. Non-traditional and traditional services should ulti-
mately be viewed in terms of efficiency using measures such
as cost per trip, subsidy per trip, and cost per hour as com-
pared with other services. At TTC, recommended changes 
are expected to produce better economic performance 
and greater benefits for customers than the current service
configuration.

Regarding the specific performance measures used, Mont-
gomery County, Maryland, evaluates passengers per plat-
form hour, cost per platform hour, and cost per passenger,
recognizing that employing platform hours penalizes those
choosing to live in less dense areas. BC Transit re-allocates
resources on the basis of rides per hour, cost per ride, and rid-
ers at the maximum load point. It does allow for lower per-
formance if a service supports regional objectives such as the
“Regional Town Center” concept. Tri-Met measures perfor-
mance by boarding rides per revenue hour of service and cost
per boarding ride. TTC’s emphasis is on maximizing eco-
nomic performance, as measured by subsidy per boarding
and revenue-to-cost ratios, and maximizing mobility, as
measured by weighted travel time. TTC conducts compara-
tive evaluations to determine the relative value of service
changes using four measures of community benefit: rider-
ship, change in accessibility (e.g., walking time to transit
stops and transit dependency), degree of access to other
modes, and change in travel time.

Community desires and wants and customer satisfaction
come into play but are hard to measure. For various reasons,
local communities desire non-traditional, community-based
services. For example, BC Transit operates a community-
oriented mini-bus service called Community Link; one com-
munity initially served by Community Link preferred a local
operating company with drivers who resided locally. From
the community perspective, it is relevant that these services
typically use mini-buses or smaller buses which are seen by
the public as more neighborhood-friendly (because of their
reduced noise, weight, and odors) and more efficient (less
unused capacity) and as tending to provide a more comfort-
able ride. In Portland, Oregon, and British Columbia, the
small vehicles are necessary in order to navigate certain areas
because of topography or road size. The symposium partici-
pants noted that these services are actually much less effi-
cient than perceived by the community.
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Measures of customer satisfaction include the percentage
of the population who have used the system in the past year
(Montgomery County, Maryland) and complaints (TTC). BC
Transit conducts weekly telephone interviews with 100 cus-
tomers while Montgomery County uses on-board and tele-
phone surveys. Tri-Met was part of the TCRP Transit IDEA
Project No. 1 to develop a Customer Satisfaction Index (CSI)
methodology to determine customer satisfaction with mass
transit. The overall conclusion by the panel was that com-
munity satisfaction is important but does not substitute for
effectiveness.

Other Evidence

Staff members from 13 other transit systems were inter-
viewed, by phone, about their “non-traditional service” and
performance measurement. All transit agencies used one or
more of the measures cited above to monitor new or “non-
traditional service.” A few additional measures were cited:
passengers per mile (MARTA), maximum load factors
(Metro-Dade), and cost per mile (San Diego Transit Devel-
opment Board). Only the Southeastern Pennsylvania Transit
Authority (SEPTA) varies performance measures by service
and “typically picks four to six factors appropriate to the 
service and monitors whether it’s moving the needle.”
MARTA’s approach to “stick with traditional, simple, mea-
sures of performance so that policy board members can
understand and support recommended service changes” is
exemplified by many systems. Two systems which have
developed comprehensive guidelines for service planning
and standards are Metro-Dade (Service Planning Guidelines
and Current System Analysis) and PACE Suburban Bus 
Division of the RTA (Service Criteria and Performance
Guidelines).

Observations

The experience of other transit agencies supports desig-
nating consistent measures of performance which can be
applied to different modes, different services, and the system
as a whole. The preponderance of traditional performance
measures points to the necessity of choosing measures which
will be easily understood by elected officials and the public.
It is also important to fully understand the policy implica-
tions of choosing, for example, a variable of platform hours
versus revenue hours.

2. What are reasonable expectations or
standards for performance of non-traditional
services? What basis is there for setting
standards lower than for traditional services?

Symposium Participants

Performance measures are constant across services but
performance objectives or standards may be set lower for



non-traditional services. However, there was little support
for setting lower standards solely on the basis of the service
being non-traditional.

Various justifications for setting lower standards for non-
traditional service were mentioned. A lower performance
standard can be adopted on a temporary basis in order to
build the market for transit. While there are few cases in the
United States, this temporary acceptance of lower perfor-
mance may be contingent upon developing supporting land
uses, such as a town center. Sub-area allocations of resources
or service to coincide with transit revenue contributions pro-
vide another basis to justify lower standards in lower density
areas. The fact that non-traditional services are often oper-
ated with smaller buses at a resulting cheaper cost per hour
can also justify lower passenger per hour standards since the
subsidy or cost per passenger will be correspondingly lower.
A final situation justifying the adoption of lower standards
occurs when a community agrees to pay to subsidize lower
performance. However, meeting “congestion relief” objec-
tives was not seen as a reason to accept lower performance.

Establishing a planning process and “picking an objective
you can live with” were seen as critical. Being careful about
setting precedents was noted as was the importance of avoid-
ing an unwieldy or inflexible evaluation process.

Tri-Met’s non-traditional services are expected to meet a
pre-determined minimum threshold set for the particular ser-
vice or type of service. Montgomery County sets perfor-
mance standards by category of service but these are unre-
lated to whether the service is non-traditional. BC Transit’s
Service Design Guidelines give minimum performance tar-
gets by routes in terms of boarding passengers per service
hour, passengers per vehicle at the maximum load point, and
walking distance. TTC has certain “as of right” services, for
example, paratransit and night service, but other service is
expected to eventually reach minimum performance stan-
dards or face reconfiguration or elimination. The Toronto
approach is that eventually “the box” of service must expand
to include new or non-traditional service or the system will
suffer. This approach is mirrored in Montgomery County,
where non-traditional services are viewed as “incubator ser-
vices” which eventually must mature into more conventional
service in order to survive.

The Tri-Met standard for traditional service is 15 boarding
rides per revenue hour and 9 boarding rides per vehicle hour,
while the standard for alternative service has been set at 5.2
boarding rides per revenue hour and 4.6 boarding rides per
revenue hour.

BC Transit’s “Phase II” of its “Community Link” service
has set 35 boardings per hour in the peak and 25 boardings
per hour in the off-peak as the guideline. This reflects the cur-
rent minimum for conventional services, but is far below the
current regional average of 55 boardings per hour for regular
service.

Montgomery County peak service standards are 15 pas-
sengers per platform hour for regular buses and 12 for small
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buses, and the off-peak standard is 10 passengers per plat-
form hour. When new services are introduced, a set of per-
formance objectives is defined.

TTC’s system performance must meet a 78 percent 
revenue-to-cost ratio—this drives the annual review of service
by route. This annual process consists of first ranking over
one-half of all routes in terms of economic efficiency, as 
measured by the revenue-to-cost ratio and subsidy per board-
ing. All routes with performance worse than the system aver-
age are then examined in detail to identify means of improv-
ing their performance. A third component of the economic
review examines those routes which exceed the maximum
permissible subsidy of five times the system average; major
changes are proposed and if this is not possible, elimination
is recommended. Finally, a comparative evaluation is con-
ducted to determine the relative value of transit service
changes that have been proposed. Measures of ridership,
change in accessibility (average reduction or increase in
walking time to transit stops), transit dependency (the degree
to which people who live or work in the area have access to
no other modes of travel), and change in travel time are com-
bined into one overall total of benefit-points for each route
change. Each benefit-point total is then divided by the cost of
the service change, and the changes are ranked on the basis
of this number.

The participants agreed that while it is difficult to project
ridership for experimental service, projections should be
made and if the proposed service does not meet expected per-
formance levels, it should not be implemented. It is impor-
tant to be able to project whether or not new ridership is
“choice,” i.e., will get people out of their cars, and how much
ridership will be peak versus off-peak travel. Tri-Met proj-
ects ridership for new service requests using mode split, 
density, employment, and population density. TTC and BC
Transit also employ models to project ridership.

Gordon Aoyogi of Montgomery County advised that
Metro should identify its “core service” and determine which
“market niches” for new service it can serve and whether cer-
tain market niches should have some other provider. He felt
it was important not to succumb to community pressure to
provide service that does not make sense. Rather, in the role
of a mobility manager, Metro should facilitate the provision
of certain services by others.

Other Evidence

The approaches to setting and using performance stan-
dards for transit service fall into three general categories: (1)
evaluating individual service or route performance against
the average performance of the system, (2) setting perfor-
mance standards by type of service, or (3) setting perfor-
mance standards for particular services which reflect cir-
cumstances such as characteristics of the service area or level
of financial support.



Like many transit agencies, Metro-Dade (Miami) and
Tidewater Transportation District Commission (Norfolk,
Virginia) evaluate performance based on the system average.
For Metro-Dade service, a route’s unlinked passenger trips
per revenue hour must be equal to or greater than one-half the
weighted system average for all routes of that time period (by
weekday, Saturday, or Sunday). Routes failing to meet this
guideline are considered sub-standard and designated for fur-
ther investigation and corrective action. Tidewater distin-
guishes its core fixed-route service from paratransit feeder
service called Maxi-Ride. It ranks its service areas by cost
per passenger and other variables, looks at the lowest rank-
ing Maxi-Ride areas, and then subdivides these low-ranking
areas as to time or area in order to improve performance.

PACE Suburban Bus Division (Chicago), New Jersey
Transit, and Orange County Transit Authority (California)
are examples of systems which set performance standards by
type or classification of service. PACE reviews performance
quarterly based on route performance standards for each type
of service: inner suburban, outer suburban, satellite city,
rush-hour service, subscription bus, and special services.
Route productivity must achieve 50 percent of the classifica-
tion average quarterly as measured by passengers per rev-
enue hour. The PACE farebox ratio standard is 50 percent for
fixed route, 60 percent for suburban bus, and 100 percent for
vanpools.

New Jersey Transit implemented a “Wheels Program”
using CMAQ funding. Twenty-five services were extensions
of existing services which were required to attain a 20 per-
cent farebox recovery in the first year and 25 percent farebox
recovery in the second year. Another 15 services for con-
gested employment sites in the suburbs were required to
attain a 15 percent farebox recovery in the first year and 25
percent farebox recovery in the second year. An evaluation
of the 40 services after 1 year recommended retention of 21
services, revision and reevaluation of 14 services, and elim-
ination of 5 services.

Orange County Transportation Authority has two types of
non-traditional services: (1) market development services
which are experimental routes, usually with small buses,
intended to develop the market for fixed-route service, and
(2) community routes implemented at the time of the Orange
County bankruptcy, some of which were new service and
others which replaced traditional services which had to be
cut. The market development services were expected to
reach the large-bus standard of 20 passengers per vehicle
hour within 1 to 11⁄ 2 years. The community service routes are
expected to achieve 10 passengers per vehicle service hour.
Because of community support, certain routes for both type
services have been retained, although the standard has not
been achieved.

Similar to Montgomery County, San Diego’s community-
based demand-responsive DART service and MARTA
(Atlanta) provide examples of operators which set service
standards particular to the service. DART service standards
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are incorporated as part of each provider contract based on
historical productivity and minimum standards. MARTA ini-
tially establishes average weekly passengers per revenue
hour and average weekly cost per passenger expectations for
new service. These are monitored quarterly using a 1-year
running average to account for seasonal fluctuations.

Observations

Setting performance standards for non-traditional or
experimental services must be reconciled with Metro’s view
of itself as a community service and must reflect system
goals and objectives clearly. All the systems reviewed with
any type of non-traditional service have set lower perfor-
mance standards than for regular service. Justifications for
the lower performance standards included: (1) allowing suf-
ficient time to build the transit market (including accompa-
nying land use), (2) sub-area allocations to reflect fair shares
of service to lower density areas, (3) lower operating costs
per hour because of the use of smaller vehicles, and (4) con-
tributions by local communities to subsidize service. Impor-
tantly, the lower performance standards were seen as tempo-
rary to allow the service sufficient time to incubate and reach
a higher performance level. Thus, the importance of picking
“an objective you can live with” and recognizing that,
although there is some flexibility to take local specifics into
account, ultimately the service should perform “inside the
box” of core service.

3. How much time should be allowed for non-
traditional service to achieve standards? What
type of mid-term review or corrective action is
appropriate for services which are in trouble?
What are effective methods that give new
services a chance to succeed but allow for
discontinuing unsuccessful services?

Symposium Participants

The amount of time allowed for non-traditional services to
achieve standards varies but it was agreed that if service does
not measure up then it is necessary to pursue other options—
reconfiguration, community support, employer support, or
elimination. Important elements relative to standards and
expectations for non-traditional services include the process
to set performance objectives, the length of time allowed for
the service to come up to standard, the implementation of ser-
vice adjustments during the trial period, and the definition of
roles and responsibilities.

Montgomery County, Maryland, relies on a 1-year com-
prehensive process to provide sufficient opportunity for new
service to succeed. At the end of the first 4 months, adjust-
ments are made as necessary. If the standard is not achieved
after an additional 4 months, the service is placed on the
“endangered species” list and the community is notified that



they have 4 months to make the service come up to expecta-
tions. This process is important in harnessing community
support and resources to make a new service successful. If
the service is close to the standard by the end of the year, they
continue to work with the community, especially if the ser-
vice is in a growing area. Other routes have been saved by
politically astute community members. The advantage of this
process is in letting the community understand that service
provision is more than just putting a bus on the street. The
process has enabled Montgomery County to cut two of three
routes which do not meet standards.

TTC has the opportunity to reconfigure service in con-
junction with each of ten annual “Board periods.” One ser-
vice was reconfigured 10 times in order to meet service stan-
dards. In another case, the question of which two of three
arterials to serve in a community was resolved by using the
service planning process to estimate ridership and working
with the community to chose an option which met the service
criteria. If service does not meet the established criterion of
requiring no more than 5 times the average subsidy per
boarding, the only option for continuing the service is 100
percent private support. The rationale is that any lesser
amount would bring down the system average performance.

In Vancouver, there is strong support to continue to
expand non-traditional services to support the “Complete
Community” concept. In Portland, the future of non-
traditional services is tied to systemwide financial con-
straints. Institutional and organizational considerations for
Tri-Met dictate an 18-month to 2-year timeframe to evaluate
the success or failure of new service. BC Transit reviews new
service at 3 months and 6 months but allows about 1 year
before significant changes are made. If the service meets
other objectives, such as supporting the regional town cen-
ters, BC Transit looks at this as a growth market and may
even expand service although the initial performance objec-
tives have yet to be achieved.

Other Evidence

The interviews with other transit agencies revealed that
most operators carefully monitor new service and make
adjustments early on to allow a new service to succeed. The
time allowed for new services to reach expected performance
ranged from 6 months (Miami’s Metro Dade) to 2 years.
MARTA allows 1 year for new service, Orange County
Transportation Authority allows 1 to 11⁄ 2 years for market
development routes, and New Jersey Transit sets 1-year and
2-year required farebox recovery ratios. PACE’s new routes
are evaluated quarterly and are generally implemented on a
1-year trial basis. Possible actions for a PACE route that is
not performing to standard include restructure, increased
marketing or advertising, developing community input and
action, or additional research. If after 1 year, the route fails
to improve, it is placed on a Target List for review and action
by the Board. Routes which demonstrate an acceptable
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growth rate are continued for a second year when most reach
maturity.

Observations

The most successful systems have established a clearly
defined process as to the roles for relevant players (the com-
munity, elected officials, the transit agency staff, and Board),
setting and monitoring performance objectives, timing for
modifications and adjustments, and the consequences for ser-
vices unable to attain performance objectives. The willing-
ness of the transit agency to work with the community to
modify or reconfigure service to successfully achieve an
acceptable performance level was also critical.

4. How should considerations such as
supporting land use objectives, providing
accessibility, serving special markets, or
meeting coverage or equity goals be included in
the process of evaluating service? Can useful
performance measures be constructed that
incorporate these considerations?

Symposium Participants

The divergence between the Canadian and American
approaches to the relationship between land use and trans-
portation planning and considerations of equity of service 
set the tone for the discussion among the symposium 
participants.

In Vancouver and Toronto, transit and infrastructure
investments support land use objectives. Vancouver has less
developable land than any major city in North America and
has pursued a policy of developing regional town centers for
the past 25 years. While the transit system supports this con-
cept, ridership remains “core-focused” with a 40 percent
transit share travelling into the core. Vancouver has experi-
enced huge growth in suburb-to-suburb travel and strategic
investments have been made to encourage development of
high-density suburban sub-centers. One example of such
investment was the alignment for the SkyTrain rapid transit
system. Regional planning goals include the development of
“complete communities” with a balance of jobs, housing, and
services. Considerations of equity and coverage arise
because of contributions of local gas taxes. Lower density
areas feel they are subsidizing the urban areas because they
generate proportionately more tax revenue per population—
outlying service is, therefore, retained. Serving areas based
on income is not an issue but seniors present some equity
issues. Because the fleet is now 38 percent accessible, BC
Transit will try to target more community-oriented routes, for
example, to capture ridership within communities.

Twenty years ago, Toronto decided not to continue high-
way construction into the urban area but to invest heavily in
transit. Under strong political leadership, TTC has tied the
transit budget to an annual cycle in which all service (other



than “as of right service”) is “put into the same hopper and
evaluated the same way at the same time.” Standards which
are public and fully accountable have been established to
allocate resources. The public must be made to understand
the process and standards so that politicians can say no to
unreasonable requests. TTC is funded 70 percent by farebox
revenues, 15 percent by metro tax payers, and 15 percent by
the province. Communities receive their share of available
service based on the optimum functioning of the system as a
whole. This process is influenced by political considerations.

By contrast, considerations of equity and sub-area alloca-
tions of resources are more predominant in the United States.
Non-traditional services have been implemented in Portland,
Oregon, and Montgomery County, Maryland, in order to find
the most cost-effective means of serving low-density or par-
ticular service populations. Tri-Met’s non-traditional ser-
vices are “typically for lower density suburban residential
and employment centers” which necessarily have to be ini-
tially served with minibuses. That Tri-Met is partially
financed by an employer payroll tax increases the pressure to
provide service equitably. Businesses in the suburbs expect
provision of transit service because they contribute to transit
financing; this is particularly an issue for businesses that have
relocated to suburban areas and no longer enjoy the same
level of transit service but continue to pay the same level of
payroll tax.

Montgomery County looks at census tract data to deter-
mine concentrations of low-income people. These areas then
receive “Level 3” service (peak 1 mid-day 1 evening and
weekend) versus “Level 1” (peak) or “Level 2” (peak 1 mid-
day) service. As another example, when Metrorail opens a
new station in its greater Washington, D.C., service area,
considerations of equitable provision of service come into
play. Four bus routes are typically added to service each new
station. This new service is financed by reallocating existing
funding and optimizing service efficiency.

The participants agreed that the only land use factors that
can truly influence transit use are major infrastructure invest-
ments and policies. Gordon Aoyagi of Montgomery County
felt strongly that transit should not be part of the local mas-
ter planning process unless the master plan identifies facili-
ties, densities, and automobile controls (i.e., things that in-
fluence demand). Glen Leiscester of BC Transit gave the
example of SkyTrain extensions to areas where development
was desired and successfully achieved. Similarly, in Toronto,
the Scarborough Rapid Transit was specifically aimed at
development with service being provided as a loss leader.

Gordon Aoyagi concluded that, “We want transit-oriented
communities but land use planning, zoning, and funding do
not reflect this.”

Other Evidence

Although the literature on equity is fairly extensive, it is
highly theoretical. This is reflected in the fact that few of the
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transit agencies interviewed incorporate measures or even
considerations of equity in their service planning.

Only SEPTA calculates service coverage for the five coun-
ties within its jurisdiction. Passengers are tracked by the
county of boarding and service coverage is then computed
based on population and square miles of service. Steve Silku-
nis of SEPTA suggested a measure of service penetration as
measured by unlinked passengers per population density
(population per square mi.).

Ottawa-Carleton Transit Authority (OC Transpo) provides
different levels of subsidy for different services. There is a
$4 maximum subsidy per passenger for suburb-to-suburb
service versus a $3.25 to $3.85 subsidy per passenger or local
radial, all-day express, and peak express services. When the
maximum subsidy is reached, the agency evaluates services
for redesign or termination.

Typical of many U.S. systems, Metro-Dade has estab-
lished a goal of bus service within 1⁄ 4 mile of 95 percent of the
population in central Miami with different bands and goals
as distance increases from the urban core. MARTA looks at
the criterion of service within 1⁄ 4 mile of population but really
plans are based on a route-by-route analysis.

Of note in the literature was a recapitulation of transit
equity research in the United States in “Some Considerations
of Equity in Financing and Providing Transit Service in
Texas” (Technical Report 1078-1f, Technical Study No. 2-
10-84-1078, The Issue of Equity in Texas Transit Finance by
Dock Burke, Katie Womack, and Joanne Sauders for the
Texas Transportation Institute, April, 1986). This research
classifies equity in terms of three different systems: (1) fee
for service, (2) equality in service distribution, and (3) dis-
tribution according to need. In the past, it was generally
accepted that transit service should be distributed equally
within a metropolitan area, with low-income sectors receiv-
ing their “fair-share.” More recently, the emphasis has
switched to the third system, focusing particularly on the
mobility deficits of people with disabilities, the elderly, and
low-income people. Nonetheless, studies of the actual bene-
fits and tax burdens of transit subsidy allocations show that,
overall, transit subsidization redistributes income from high-
income to low-income classes but is not very effective in tar-
geting benefits to low-income people. Long-distance, peak-
hour suburban trips have significantly higher income riders
but receive the highest subsidies. Buses transport the largest
percent of riders and lowest income riders but receive the
least amount of capital subsidy. Also, local and state taxes to
finance transit are regressive against income versus federal
financing which is progressive.

Observations

Metro has traditionally focused primarily on measures of
ridership and cost effectiveness when considering changes 
to the system. This is consistent with the experience of 
most other transit agencies. The Six Year Plan includes an



emphasis on non-downtown connectivity and market share
which implicitly reflects an equity orientation and a desire to
support local comprehensive plans. Customer satisfaction is
also considered important. The experience of other transit
systems shows that customer satisfaction and equity are
rarely quantified or have associated performance standards.
Coverage (similar to connectivity) is considered as a policy
related to system design rather than performance evaluation.

There was no support among the participants for using a
Customer Satisfaction Index (CSI) as a performance mea-
sure. Rather, a CSI is seen as a tool for improving service.
For example, a CSI might be used to adjust a route to
improve the route-level CSI or adjust the network to improve
the system-level CSI but this would not be used as the basis
to keep or eliminate service.

The success and desirability of pursuing comprehensive
land use and transportation planning was evident from the
Toronto and Vancouver experiences over the past decades.
The Canadian regional planning process is predicated on less
individualism than is possible in the United States. However,
Canada’s experience does point to the importance of design-
ing communities so transit works and developing meaning-
ful plans and programs which support the development of
transit ridership.

5. Should financial participation by community
and private sector partners, or calculations of
subsidy revenue from each community, enter
in the evaluation of performance?

Symposium Participants

Private-sector partners do not play a significant role in any
of the participants’ transit operations. Only Montgomery
County has been proactive in brokering transit options with
the private sector. Otherwise financial contributions by com-
munities and the private sector are a last resort to maintain or
initiate a service.

In Montgomery County, the trip reduction ordinance
requires that, if the number of trips associated with a new
development is projected to exceed capacity or rides, the
developer must pay to provide service to achieve a 30 per-
cent mode share. Some options available include contribu-
tions to park-and-ride lots, peak hour shuttles, fare subsidies,
and guaranteed-ride-home programs which are financed by
10-year performance bonds. Communities have the option to
contribute financially to a service when it is placed on the
“endangered species” list, however, communities generally
realize they would be compromising other programs. Mont-
gomery County was also the only participant that actively
brokers transportation service. For example, the National
Institutes of Health, the Naval Medical Center, and a subur-
ban hospital all wanted shuttle service. Montgomery County
successfully adopted a broker role by providing technical
expertise to the employers to jointly implement a private
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shuttle. The advice of Gordon Aoyagi was “lend expertise to
those who can use it.”

TTC has developed the clearest guidelines for private-
sector participation. Proposed routes which are projected to
exceed the standard of 5 times the system average subsidy
are not recommended for implementation. The only option
for service then is 100 percent private subsidization of the
operating loss.

BC Transit has limited opportunities for private-sector
partnerships because the agency partially relies on a local gas
tax. Because of the gas tax, most businesses and communi-
ties feel they pay their fair share to support transit service;
this is particularly true in outlying areas where more gas tax
revenue is generated per capita than in the urban core. The
cost of Vancouver’s transit service is relatively high because
40 percent of the operating budget consists of debt service on
capital. One commercial area wanted service but, because
ridership projections did not meet the BC Transit guidelines,
the area now pays the difference of an institutional charter
rate.

To date, Tri-Met has had limited success with private sec-
tor partnerships because the system is partially supported by
a local payroll tax and businesses feel they already pay their
share for service. However, a regional employee commute
options ordinance is under development, and Tri-Met
expects that employers will come to them in the future. Sev-
eral types of public-private partnerships are under consider-
ation by Tri-Met—neighborhood grants, financial partner-
ships with employers, taxi shuttles with local jurisdictions or
employers, and Transportation Management Associations
(TMAs). One hospital consortium agreed to pay 70 percent
of the cost for service. Tri-Met is looking for a rationale to
determine the approximate share of cost for future privately
subsidized service.

Other Evidence

Research conducted during the B-7 project did not pro-
duce clear guidance for private-sector partnership funding.
HARTLine in Tampa has pursued a negotiating strategy with
several private partners. Milwaukee County Transit has set a
requirement that partnership services have a zero impact on
total local subsidy requirements. The Milwaukee approach
mirrors that used in Toronto and Vancouver.

Observations

Successful results in Montgomery County, Maryland,
reinforce the message that transit agencies should become
mobility managers. Gordon Aoyogi pointed out that no
request for assistance or service was initially denied because
it was not considered part of the County’s purview. However,
providing assistance does not imply providing the service



and ignoring a transit agency’s core service and market
niches for new service. A transit agency cannot be “all things
to all people.”

There are few business partnerships with transit, but ele-
ments to support developing partnerships were evident. Juri
Pill of TTC emphasized establishing a visible, open, objective
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process. All participants had examples of services for which
lower performance standards are accepted or a higher level of
service is provided through private subsidy. Tri-Met is recep-
tive to implementing service with private-sector participation.
In Montgomery County, the Silver Spring downtown shuttle
operates on 3-min headways because of private subsidy.



DESCRIPTION OF THE AGENCY

History

The predecessor to Lynx, Tri-County Transit, was
founded in 1972 in Central Florida as the Orange-Seminole-
Osceola Transportation Authority. In 1991, the Chamber of
Commerce president was elected as chair of the transit board.
He led the Board of Directors in the transition from a man-
aged contract bus company to an empowered locally staffed
organization, terminating the contractor who operated the
fleet, bringing in a new management team, and reinventing
the agency under the name of Lynx. In the succeeding years,
“What was a ‘status quo’ bus company has been successfully
transformed into a full line mobility services organization.”
(Fiscal Year 1995-96 Annual Budget)

Lynx, based in Orlando, serves an area of approximately
2,500 square miles with a population of 1.4 million people.
It has a fleet of 215 air-conditioned coaches; 127 are acces-
sible to persons with disabilities. Peak frequency is 15 min-
utes on heavily used routes, with average frequency of 30
minutes in urban areas and 1 hour in outlying areas. It also
operates carpool and vanpool programs, community shuttles,
and a paratransit service called A1 Link. Ridership on A1
Link is 50,000 customers each weekday with a base fare of
$.85. In 1994, Lynx merged with the Central Florida
Regional Transportation Authority, creating a regional role
for Lynx and adding the function of rail development.

Lynx is governed by a nine-member Board of Directors.
Each of the three County Commissions appoints a member,
as do the cities of Orlando, Altamonte Springs, and Kissim-
mee. The State membership consists of the Florida Depart-
ment of Transportation’s (FDOT’s) District Secretary and
two members appointed by the Governor.

Mobility Management Role

From its outset, Lynx intended to be more than just a bus
company, unlike its predecessor. Its vision is “Moving to be
America’s Best: to become recognized as a world class
leader in providing and coordinating the full array of trans-
portation services.” Its mission statement also embraces the
concept of mobility management as a full range of trans-
portation options: “Lynx’s mission is to create and provide a
comprehensive transportation system for residents and visi-
tors that offers quality customer services in a cost-effective
manner.” (Lynx Master Plan 1992)

In order to expand into the role of mobility manager, Lynx
first had to establish a stronger identity in the communities it
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serves. Market research conducted in 1991 showed that only
33 percent of those surveyed could name Tri-County Transit
as the public bus company. Not only did it change its name,
Lynx also painted the downtown terminal and some buses
pink. The painted buses were meant to symbolize a bold
change. Now all the buses have bright colors, and Lynx
describes itself as Funky . . . Fun . . . Artistic . . . Color-
ful . . . Bold . . . Graphic . . . Wild . . . Creative . . .
Exciting . . . Cutting Edge.” (Customer Amenities Manual).
The result is that, during the 1995 market research, 85 per-
cent of households surveyed volunteered Lynx as the name
of the community bus service. Lynx supplements its income
by allowing the buses to become moving billboards with
commercial messages. The painted buses have become a
trademark of sorts and public reaction is overwhelmingly
positive at 87 percent.

Lynx has a Mobility Assistance department which per-
forms ridematching and organizes vanpools, now numbering
39. New software is being purchased for the matching pro-
gram to upgrade its capabilities. The department has
launched a School Pool ridematching service for parent car-
pools and has instituted a Commuter Assistance Program for
Lynx’s own employees.

Recognizing the relationship between land use and trans-
portation, Lynx has developed a Central Florida Mobility
Design Manual that cities and counties can use in their 
development review process. The manual shows how traffic
circulation, transit stops, and building location can be
designed to promote public transportation. A companion
Customer Amenities Manual describes designs for bus shel-
ters, bike parking, park-and-ride lots, and ADA compliance.

In conjunction with the business community, Lynx oper-
ates a circulator shuttle in downtown Orlando and another
shuttle along International Drive in the hospitality sector of
town. It is working on the installation of new technology,
which will eventually give callers to the Customer Services
Center real-time information on buses and a menu of trans-
portation options.

GOALS OF THE TECHNICAL ASSISTANCE

Lynx was selected by the TCRP B-7 project panel for a
pilot program testing strategies for becoming a mobility
manager. Because of its suburban operating environment,
Lynx is representative of many transit agencies around the
country and, therefore, its experiences have potential for
transferability to others. As described above, Lynx has
already embraced the mission of mobility management,
which was a prerequisite for the technical assistance. How-
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ever, it is still in the fledgling stages and ripe for advance-
ment of mobility management practices.

The goal of the pilot program was to assist Lynx in devel-
oping new products and services responsive to employers
through partnerships with the private sector. To meet this
goal, Lynx proposed to work with businesses, developers, and
major public and private employers from three activity areas:

• The Downtown Transportation Management Associa-
tion (TMA) in downtown Orlando,

• The University Alafaya Corridor Transportation Asso-
ciation (UACTA), encompassing the University of Cen-
tral Florida and an adjacent research park, and

• The International Drive Transit and Improvement Dis-
trict (I-Drive), which includes a major concentration of
hotels and restaurants serving Orlando’s tourist attrac-
tions, such as Walt Disney World.

The emphasis on public/private partnerships was also an
important factor in Lynx’s selection for the pilot program,
given that advancement of mobility management often
involves such collaborations.

METHODOLOGY

Crain & Associates, in conjunction with Pacific Consult-
ing Group, conducted interviews with a broad representation
of the organizations within Lynx’s service area. City, county,
and FDOT staff members were interviewed, along with a
developer, a human resources director for a hotel chain, the
police chief at the University, and persons involved with the
three targeted areas mentioned above. From these interviews,
along with interviews of Lynx management, a list of poten-
tial strategies was developed, ranging from basic strategies,
such as discounted transit passes, to integrating information
on private sector transportation services into Lynx’s future
customer services technology. In order to develop strategies
that would be of the most interest to private-sector partners,
it was decided to involve potential partners in their selection.
Employers in the three activity areas were targeted, because
there was an existing organization—the Downtown TMA,
UACTA, and I-Drive—with which to coordinate.

The technical assistance comprised three activities: a peer
roundtable, focus groups, and a survey of employers. The
peer roundtable was planned as a 1-day symposium to
describe successful partnerships in other cities between a
transportation organization and the business community.
Representatives from the business community and major
public and private employers were then convened in focus
groups to identify their transportation concerns and the prod-
ucts and services that might meet these needs. Finally, a sur-
vey was widely distributed to employers in the TMA,
UACTA, and I-Drive to test responses to the ideas and the
potential for partnerships. From the results of these activities,
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Lynx will develop an action plan for implementing partner-
ships around strategies identified as most appealing to the
private sector.

TECHNICAL ASSISTANCE ACTIVITIES AND
RESULTS

Peer Roundtable

As the first step in developing an action plan for new prod-
ucts and services, Lynx held a 1-day peer roundtable featur-
ing speakers from four agencies in other parts of the country.
The audience was composed of staff from the largest public
employers, the City of Orlando and Orange County; a repre-
sentative of FDOT; members of the TMA, UACTA and 
I-Drive associations; and key Lynx staff.

Crain & Associates arranged and paid for participation of
four speakers, who were chosen based on the interests
expressed in the initial interviews with various sectors of the
community. For example, Lynx wanted to stimulate
increased involvement by the three associations and the local
governmental organizations. Therefore, the Community
Affairs Manager from the City of Redmond, Washington,
was invited to describe that city’s role in nurturing two suc-
cessful TMAs. She also explained FlexPass and Riderlink.
Riderlink is a joint technology project between the transit
operator and one of the TMAs to provide information by
means of electronic touchscreen kiosks set up at employer
sites. FlexPass, a program of Seattle Metro, is an employer-
paid, discounted, multiple-use pass for all employees at par-
ticipating sites.

Because both Lynx and those interviewed had discussed
employer-subsidized passes, two other speakers were chosen
to present variations of the FlexPass. The TDM Program Man-
ager of Tidewater Regional Transit (TRT) in Norfolk, Vir-
ginia, outlined the Commuter Check program, sold primarily
to hotel managers and fast food retailers through TRT’s mobile
sales unit. Employers purchase Commuter Checks and give
them or resell them to employees, who can use them toward
the purchase of transit tickets. She also outlined TRT’s Maxi-
Ride service—vans used as neighborhood circulators and con-
nectors to fixed routes in low-density areas.

The Marketing Director of Milwaukee County Transit
System in Wisconsin described how the UPass was folded
into the tuition payment of all students at two universities and
how the concept is being expanded into a corporate pass for
businesses. Through his Business Development Department,
he has also developed new routes and route extensions par-
tially funded by local businesses.

The final speaker, the Employer Services Administrator of
the Fort Worth Transportation Authority (The T) in Texas,
discussed the transit agency’s assistance to a non-profit orga-
nization involved in transporting the unemployed to job
interviews. Once employed, workers were further assisted by
organizing carpools and vanpools to their jobs. The T subsi-
dizes vanpools by an amount comparable to the subsidy of its



fixed routes and uses vanpools where bus routes are uneco-
nomical. This speaker, as well as earlier speakers, empha-
sized the benefits of offering an accompanying guaranteed-
ride-home program to gain acceptance for vanpooling and
pass programs.

At the close of the session, the audience discussed which
partnership programs might be transferable to Orlando.
Based on this input, Lynx staff and the research team decided
that reactions to an employer pass program and a sub-
scription vanpool program, including an accompanying
guaranteed-ride-home program, would be tested further in
the focus groups.

The Proceedings of the Peer Roundtable are included as
Attachment D-1.

Focus Groups

Three focus groups were held, one in each of the targeted
areas of the Downtown TMA, UACTA, and I-Drive. Staff
from these associations helped Lynx organize the focus
groups and invite key employers to participate. The objec-
tives of the focus groups were

• To learn more about specific transportation problems
faced by employers and their employees;

• To gauge interest in the existing vanpool program,
called VanPlan, and in a commuter pass; and

• To help develop a survey to go to a broader sample of
employers.

Four to seven employers participated in each focus group.
Participants were asked what issues or problems they faced
getting themselves and their employees to and from work.
They were then asked to design a transportation program 
to fit their needs. Both the commuter pass program and the
VanPlan program were separately described, along with an
accompanying guaranteed-ride-home program. For each pro-
gram, participants were asked what was good and not so
good about it, how it could be made better, and under what
conditions they would participate in the program.

Both programs were well received. Participants suggested
that the pass program should be linked with improved bus
service and ease of purchase, such as a buy-by-mail option
or payroll deduction. Suggestions for the vanpool program
were to use smaller, easier-to-fill vans, to offer a free month
trial, and to provide free use to drivers on non-commute days.
Participants were concerned that organizing vanpools among
several employers might be difficult.

Attachment D-2 is a summary of the focus groups’
responses.

Surveys

Based on the responses in the focus groups, a 14-question
survey was developed. The survey was sent to 716 employ-
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ers in the three target areas, preceded by an advance letter
from Lynx’s Executive Director. In order to increase
responses, a second wave of surveys was sent out. A total of
305 employers returned the surveys for a response rate of 43
percent.

The survey listed the transportation problems identified in
the focus groups and asked respondents to rank the serious-
ness of the problems on a scale of 1-7. Respondents were
then asked to indicate how serious each problem would be
for them as an employer 5 years from now. Downtown and
UACTA-area employers ranked overcoming resistance to
anything but the single-occupant automobile as the most seri-
ous problem now, but ranked congestion leading to the area
as the most serious problem 5 years from now. I-Drive em-
ployers ranked congestion on the roads within the area as the
most serious problem both now and 5 years from now.

Relatively few employers had heard of the VanPlan pro-
gram, and even fewer had participating employees. How-
ever, just over 25 percent of all employers surveyed indicated
at least some likelihood of participating in part of the fund-
ing as a benefit to employees. They ranked congestion and
parking availability as the problems that both the vanpooling
and commuter pass programs would help with most.

Almost half of all employers surveyed indicated at least
some likelihood of participating in part of the funding of the
commuter pass program. The survey showed that large
employers are more likely to participate, but more than half
of even the smallest employers, with under 25 employees, are
at least somewhat likely to participate.

When asked how employers would determine the value of
the VanPlan and commuter pass program to their company,
Lynx’s understanding of business concerns headed the list.
This measure was followed closely by program costs, bene-
fits to employees, time required to administer the program,
and communications with Lynx. The person Lynx should
contact about the VanPlan or commuter pass programs var-
ied widely, but Human Resources was the single most likely
point of contact.

The full survey results are presented in Attachment D-3.

DIFFICULTIES ENCOUNTERED AND THEIR
RESOLUTION

Initially, the technical assistance was planned as part of the
development of a business plan to be funded with an addi-
tional grant. The business plan would have been a more com-
prehensive look at internal and external institutional issues,
leading to both short- and long-term strategies to becoming
a full-service mobility manager. When the additional grant
did not materialize, the first difficulty encountered was to
define a manageable scope of work for the technical assis-
tance. Because Lynx has a strong commitment to mobility
management and is open to many strategies for implementa-
tion, the challenge for them is to harness their energy and
creativity to fit within their staffing and financial resources.



This difficulty was approached in several ways. Because
it had been determined that the goal was to involve private-
sector partners, the activities of the technical assistance cen-
tered on ways to assess the interests of potential partners. The
interviews and the peer roundtable were methods at the out-
set to research these interests and, thus, narrow the range of
possible products and services. The participation of Lynx
staff in these activities also helped them focus their sights on
specific strategies. In addition, a decision was made to work
with the three activity areas that already had existing associ-
ations. This decision saved the enormous amount of time it
can take to organize interest groups and provided a conduit
for direct involvement of the private sector. From this
process, a focus on the VanPlan and discounted transit passes
emerged.

A second difficulty was the weak response of and involve-
ment in the downtown area. This response resulted from a
faltering Downtown TMA and the negative results of a prior
survey of City of Orlando employees, which had indicated
that employees were unreceptive to a proposed Commuter
Assistance Program. In one respect, this was helpful, in that
it gave direction to Lynx about where to focus its energies.
The interest expressed in the I-Drive area has convinced
Lynx to target that area first for implementation. But the sur-
vey results from the employers are encouraging enough that
the downtown should still remain a market to develop. Dur-
ing the timeframe of the technical assistance, the Downtown
TMA did fold. However, there are now plans for Lynx to take
a primary role in its revival. In addition, since Lynx has
started the Commuter Assistance Program with its own
employees, the City of Orlando has indicated interest in
developing a pilot program.

The final difficulty involved getting the survey to employ-
ers within the original timeframe established for the technical
assistance. Because of the need to coordinate the schedules of
several busy people, the mailing of the survey was delayed.
Having top management’s endorsement of the survey was
considered important enough to justify the delay. To increase
the response rate, a second wave was also mailed out. The
result was a 21⁄2-month slip in the research schedule.

PARTICIPANT EVALUATION

The Director of Planning and Development and the Man-
ager of Mobility Assistance, who were the Lynx staff mem-
bers most involved in the technical assistance, were asked to
evaluate the benefits of the technical assistance. Overall, they
ranked the role of the technical assistance as very helpful,
particularly in regard to the responsiveness of the products to
private-sector needs and the increased communication with
the private sector. One ranked the technical assistance as
moderately helpful in increasing the potential for new part-
nerships and the other ranked it as very helpful. Focus groups
in the business community constituted the component of the
technical assistance activities that both found most helpful.
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Both believe that TCRP should give more emphasis to pilot
programs, as opposed to basic research, because pilot pro-
grams are more likely to generate interest and result in action
plans and program implementation. As the Director said,
“You’d be surprised what you discover in the real world!”

IMPACT OF THE TECHNICAL ASSISTANCE

A presentation on the activities of the technical assistance
program and the results of the survey was made to the Exec-
utive Director and key Lynx staff. Following the presenta-
tion, the planning and marketing department staffs met for a
brainstorming session on the findings and their implications
for the VanPlan and commuter pass programs. Out of this
evolved two additional tasks:

• The marketing department developed a preliminary
plan for an expanded VanPlan program.

• A consultant was hired to research the various types of
discounted transit passes around the country, including
FlexPass, Commuter Check, UPass, and others. The
research will serve as the foundation for the design of
Lynx’s new pass.

The research team returned to Lynx to develop the frame-
work for an action plan for the VanPlan program. Items dis-
cussed included

• Whether painting the vanpools for increased visibility
will result in increased riders;

• What the goal for new vanpools on the road should be,
given the limited staff available and competing program
priorities;

• What types of marketing materials are needed for phone
inquiries and presentations;

• Whether carpooling should be emphasized as much or
more than VanPlan;

• How to tap into wireless communication companies and
traffic radio for additional incentives to riders;

• How to evaluate the success of an expanded VanPlan
program; and

• What the marketing budget will be for VanPlan.

Through this discussion, the barriers and opportunities for
implementation were identified. The first barrier that has to
be resolved is the fact that no marketing budget has been
planned for this program. Other elements of the action plan
will concern resolution of the budget issue, and the Plan will
then be refined. Reports will be sent to the Crain & Associ-
ates and the project panel 6 months and 1 year after the end
of the technical assistance to document progress.

Although the period of the technical assistance was too
brief to demonstrate quantifiable results, such as the number
of new vanpools or employers selling commuter passes,
there are, nonetheless, identifiable outcomes:



• Lynx has a useful product from the technical assis-
tance—a body of research about its employer market to
use in developing new products and services.

• Through the focus groups and survey, Lynx learned that
sometimes it is more important to return to the basics
than to invest in another new product. Although they
have a good product in VanPlan, almost no one knows
of it. The survey indicated that there is significant poten-
tial for growth and interest in financial participation.

• A representative from the University of Central Florida
at the peer roundtable was stimulated enough by the
presentation about Milwaukee County Transit’s UPass
to call the speaker later for more details. Although Lynx
had had preliminary discussions about such a pass, the
technical assistance program solidified the university’s
interest in pursuing this partnership with Lynx.

• Because the survey identified major potential for an
employer commuter pass program, with a majority also
interested in financial participation, Lynx is moving
ahead with plans to develop such a pass. It is likely that
this program would have been implemented eventually,
but the technical assistance has advanced its develop-
ment and has clarified community interest in it.

• As a result of the technical assistance, Lynx developed
a relationship with one major employer in the I-Drive
area, who has instituted a payroll deduction plan for bus
passes and scheduled two vanpool program presenta-
tions. This employer will be a model for others in the
hospitality industry.

• The passivity first encountered in the downtown area
has been countered with an interest in having Lynx
reformulate the Downtown TMA and develop a Com-
muter Assistance Program among city employees.

• The selection of Lynx by the TCRP panel and the
involvement of the research team as a third party gave
Lynx’s ongoing mobility management efforts credibil-
ity in the community. Similarly, the peer roundtable
exposed private and public sector participants to new
ideas and gave credibility to mobility management as a
function of a transit agency.

• The technical assistance helped increase the attention of
the Executive Director and Lynx’s senior staff on the
Mobility Assistance programs offered by Lynx.

LESSONS ABOUT MOBILITY MANAGEMENT

Crain & Associates has identified ten key factors which
influence a transit agency’s ability to act as a mobility man-
ager. This section analyzes how these factors limit or encour-
age mobility management at Lynx. (In three sections, dis-
cussion about two factors has been combined.)

Leadership

The clearest lesson that emerged from the Lynx pilot pro-
gram is the critical role that leadership plays in creating, pro-
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moting, and advancing the mobility management agenda.
Because of the vision of the Board president in 1991 and
because of the commitment of the new management team to
that vision, Lynx transformed itself from a bus company into
a mobility management agency. The transformation demon-
strates that leadership can bring about fundamental change.

This change can be attributed to a willingness to take risks.
The Board agreed to paint the downtown terminal and some
buses pink to draw attention to the re-invention of the transit
system. When one downtown employer objected to the pink
terminal, the Board president attempted to make peace and
win her over by sending her a bouquet of pink roses. How-
ever, in a town used to being entertained by Walt Disney
World, the pink paint paid off in community acceptance.

The pilot program further demonstrates the importance of
leadership. Lynx’s activities during the technical assistance
stimulated renewed interest among downtown employers in
mobility assistance programs. By its outreach to employers,
Lynx has already begun new partnerships with the hospital-
ity sector in the International Drive area and solidified com-
mitment to a discounted pass program at the university. Lynx
obtained these results by taking the lead instead of limiting
itself to existing operations.

Organizational Culture and Management

Mobility management continues to be part of Lynx’s
vision because it has a champion in the Director of Planning.
However, leadership alone cannot succeed without a sup-
portive environment. Both the Board of Directors and the
Executive Director give the Director of Planning latitude to
experiment and take initiative. Senior staff members who
were interviewed agreed unanimously that Lynx has a cul-
ture of innovation that is widely accepted in the organization.
However, one cautioned that, as staff who were part of the
birth of Lynx leave, the internal vision needs refocusing
among new members to the organization. Another believes
that, as Lynx grows, its processes are becoming more bureau-
cratic and less responsive. These comments point out that
transportation agencies must continually take the tempera-
ture of the organizational culture and reinforce the mobility
management mission when needed.

Labor Relations

Florida is a right-to-work state, so the union is not in as
strong a position as in some other states. Nonetheless, the
agency has worked on team-building and trust and, accord-
ing to a senior staff member, employee surveys show a pos-
itive growth in union-management relations. Labor relations
do not appear to constrain the agency’s mobility manage-
ment efforts. In fact, the union contract allows Lynx to pri-
vately contract for any new service with notification to the
union. One department director suggested that having a two-



tiered or variable pay structure would be a measure, not 
only at Lynx, but industry-wide that could further mobility
management.

Political and Institutional Environments

The fast-growing, suburban setting in which Lynx oper-
ates creates a climate that encourages flexibility and change.
Lynx is operating in a dynamic environment, as evidenced
by its 70 percent increase in ridership in 4 years. It is attempt-
ing to respond by putting a high value on meeting the com-
munity’s needs—on “never saying no”—and the political
and institutional environments are, in turn, generally quite
supportive.

Both the State of Florida and the City of Orlando have
adopted growth management policies that are favorable to
transit. In the face of rapid growth, many consider the poli-
cies ineffectual in their implementation; nonetheless, the
existence of the policies evidences that a mindset to encour-
age a mobility management approach is alive within these
institutions.

FDOT has exhibited a commitment to balanced trans-
portation by limiting urban interstate highways to six general
purpose lanes within a maximum of ten lanes. Lynx staff
interprets this policy as the state’s recognition of a need for
mobility management to address traffic growth. The policy’s
intentions are undermined by the lack of enforcement of the
high-occupancy-vehicle (HOV) lanes on I-4. It is antici-
pated, however, that when new HOV lanes are added, all of
the HOV lanes will then be enforced.

The one area where Lynx has experienced some conflict
within the political environment is with the private sector
carriers. There are 250 private bus operators serving the 13
million tourists visiting Orlando. The largest has sued over
the shuttle Lynx operates on International Drive, which
reportedly has the largest concentration of hotels in the
world. Although the private operator lost the lawsuit, it con-
tinues to maintain that Lynx’s intentions of being “entrepre-
neurial” represent unfair competition. This incident demon-
strates a barrier that can occur when an agency strays from a
traditional transit role.

Cost and Funding

Because it has no dedicated source of funding for its $47
million budget, it must negotiate annually with the cities and
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counties for their contributions. Although Lynx enjoys good
relationships with the cities and counties, local funding is not
predictable.

Lynx’s plans outstrip its ability to fund them. Thus,
despite its commitment to mobility management, it must go
slower than it would like or than the rapid growth of its ser-
vice area requires. For example, School Pool has been a suc-
cessful pilot program that introduces Lynx as a mobility
management agency into the homes, where residents are not
necessarily bus riders. The potential to greatly expand this
program has been demonstrated, but additional personnel
would be required. Similarly, vanpools are recognized as an
efficient method of providing mobility with limited re-
sources. In addition, vanpools help boost Lynx’s Section 15
data, bringing in revenue to the agency which exceeds the
cost of the VanPlan program. However, one barrier that was
discussed during the action plan session was the need to add
staff if an aggressive implementation of the VanPlan expan-
sion is to be undertaken.

Performance Measures

Lynx staff indicated that they think out new programs very
thoroughly before introducing them. Thus, they set realistic
timeframes for measuring success and feel confident from
the outset that programs will meet expectations. However,
the rapid growth of Lynx has inhibited their ability to
develop structured measures linked with the budget. Staff
also cited a lack of industry-wide models upon which to base
measures for mobility management.

Regulations

As indicated earlier, growth management regulations of
Florida and Orlando have actually been enhancing charac-
teristics for Lynx’s mobility management efforts. They have
created an awareness of transportation issues among busi-
ness and elected officials and the community, although
actions have sometimes lagged behind policies. As with
many other transportation agencies studied in this research,
Lynx cited federal regulations regarding school busing, char-
ter service, and Section 13(c) labor protections as inhibitors
to realization as a full mobility management organization.
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the eight member companies has a connection to Riderlink.
Through the Internet, Riderlink provides transit schedules,
on-line ridematch applications, bicycle information, and con-
gestion and road construction updates. The Internet address
is http://transit.metrokc.gov/

Flexpass provides participating employers with a multiple
use pass for all their employees. The pass can be used to ride
transit, participate in a guaranteed-ride-home program, and
receive rideshare matching assistance, vanpool subsidies,
reduced parking rates, and merchant discounts. How much
the employer contributes is based on the number of employ-
ees making use of the discounted bus pass.

At various points during the morning, Danny Pleasant, Trans-
portation Planner from the City of Orlando; Joe Wallace,
Director of the Central Florida Research Park; and Luann
Brooks, Director of the International Drive Transit &
Improvement District, briefly outlined the demographics of
their activity areas and described problems and opportunities.

Carol Russell, TDM Program Manager of the Tidewater
Transportation District Commission in Norfolk, Virginia,
discussed their Maxi-Ride service. Ten vans serve six service
areas as neighborhood circulators and connectors to fixed
routes. Originally, Tidewater Regional Transit (TRT) con-
tracted with taxi companies to run this dial-a-ride service for
the general public, but TRT later found that it was less expen-
sive to use their own vans. Drivers have cellular phones and
book their own trips. Patrons can call the drivers directly 2
hours in advance of the trip. The service is most appropriate
for low-density areas.

The Commuter Check program also originally began as a
subsidized taxi program. Residents in public housing were

As the first step in developing an action plan for new prod-
ucts and services, Lynx held a 1-day Peer Roundtable on
March 22. Representatives from four other agencies
described how they had responded to the market by forming
partnerships with the private sector. Speakers were Joseph
Caruso, Milwaukee County Transit System, Wisconsin;
Carol Russell, Tidewater Regional Transit, Norfolk, Vir-
ginia; Catherine Simpson, The T in Dallas, Texas; and Kim
van Ekstrom, City of Redmond, Washington. The audience
was composed of key Lynx staff; City of Orlando, Orange
County, and Florida DOT staff; and members of the three
activity areas upon which the pilot program is focused:

• The Downtown Transportation Management Associa-
tion (TMA);

• The University Alafaya Corridor Transportation Asso-
ciation; and

• The International Drive Transit & Improvement 
District.

Kim van Ekstrom, Community Affairs Manager from the
City of Redmond, Washington, described the planning
process leading to the formation of the Overlake and Willows
Corridor TMAs. She emphasized that successful partner-
ships depend on flexibility and positive thinking, goals—and
measures to determine whether the goals have been met,
acceptance of the role as an agent of change, reinforcement
of the benefits of transportation programs to employers, and
identifying someone to continually nurture the relationship.

Two specific products have resulted from partnerships: 
Riderlink and Flexpass. Riderlink is a joint project between
King County Metro and the Overlake TMA. Electronic
touchscreen kiosks have been set up at selected employer
sites. The Employee Transportation Coordinator at each of



given taxi vouchers for trips. When the taxi program became
costly and unwieldy to manage, TRT converted to a Com-
muter Check program. Employers purchase Commuter
Checks and give them or resell them at a discount to employ-
ees, who can then use the checks toward the purchase of tran-
sit tickets. Hotel managers and fast food retailers are primary
customers for Commuter Checks, subsidizing their workers
to ensure that they have a way to get to work. TRT uses a
mobile sales unit to travel to employment sites. Benefits to
employers include a federal tax credit, attraction of entry-
level employees, reduced turnover, and possible reductions
in parking costs or subsidies. TRT has found that this pro-
gram requires a significant sales effort—six or seven sales
calls to reach closure. Larger employers have been more
resistant because of internal bureaucracy and the potential for
a substantial cost in subsidies to employees.

Joe Caruso, Marketing Director of Milwaukee County Tran-
sit System in Wisconsin, outlined three partnership programs
introduced by his Business Development department: new
routes and route extensions partially funded by local busi-
nesses, a UPass for students at two universities, and a corpo-
rate pass that is under development. The UPass is a $29
semester pass folded into the tuition payment of all students.
At one university, transit ridership increased 35 to 40 percent
and automobile use declined from 54 to 40 percent. The cor-
porate pass will be modeled after the UPASS, where Mil-
waukee County Transit and participating businesses will
subsidize $30 of a $45 monthly pass for employees.

Milwaukee County Transit uses the following key concepts
to ensure successful partnerships:

• Customize routes to fit the partner’s needs,
• Involve the corporate customer as a marketing and

financial partner,
• Ensure that the corporate customer shares the risk and

needs to participate in the political process,
• Keep the process simple and do as much for the corpo-

rate customer as possible,
• Hire a coordinator to help the customer, and
• Give it time to succeed.

The final peer speaker was Catherine Simpson, Employer
Services Administrator of the Fort Worth Transportation
Authority (The T) in Texas. She discussed the Weed and
Seed program, which organized transportation for workers to
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jobs at the airport. The T provided a van to a non-profit
agency to transport potential workers to job interviews. A
large carpool matching effort evolved, along with three sub-
sidized vanpools. Before participating in the Weed and Seed
transportation program, 70 percent of the workers were on
unemployment. Employers are satisfied because the program
provides them with good employees who come to work on
time. Employers now enjoy an 86 percent retention rate for
new hires.

The T’s subsidized vanpool program consists of 130 vans.
The speaker indicated a belief that passengers in vanpools
should be subsidized in the same way that bus riders are sub-
sidized. Vanpooling is part of the area’s Ozone Alert strategy
for clean air. In addition, she mentioned that The T saved
$150,000 a year by converting bus routes into vanpools when
Lockheed downsized its workforce. This speaker, as well as
previous speakers, emphasized the importance of a guaran-
teed-ride-home program to accompany ridesharing efforts.
Guaranteed-ride-home, which assures participants of a ride
home in case of an emergency, has a low cost but is very
effective in marketing carpooling and vanpooling to poten-
tial riders. Her experience and that of TRT’s has indicated
that minimal use of the program is actually made.

At the close of the session, the audience discussed which part-
nership programs might be transferable to Orlando. Based on
this input, the consultants, Peter Webb and Gail Murray, met
with Lynx’s Director of Planning, Rob Gregg, and Manager
of Mobility Assistance, Ann Joslin, to determine which
potential products or services discussed at the Roundtable
were most promising for further testing. It was decided that
focus groups would be scheduled in May to test reactions to
a UPass and a corporate pass, expansion of the vanpool pro-
gram, commuter check, and guaranteed-ride-home.

These concepts will be presented to three separate focus
groups—one in each activity area—on May 15 and 16, 1996.
Each focus group will be asked to develop and rank a list of
transportation needs and concerns. The group will then eval-
uate what products and services could address these needs.
Focus group participants will be asked how best to approach
the private sector with partnerships, what resources might be
available from them, and how willing they would be to get
involved. A follow-on survey of employers in the three activ-
ity areas will then be conducted to quantify the results of the
focus groups.
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THE TRANSPORTATION RESEARCH BOARD is a unit of the National Research Coun-
cil, which serves the National Academy of Sciences and the National Academy of Engineering. It
evolved in 1974 from the Highway Research Board, which was established in 1920. The TRB incor-
porates all former HRB activities and also performs additional functions under a broader scope
involving all modes of transportation and the interactions of transportation with society. The Board’s
purpose is to stimulate research concerning the nature and performance of transportation systems, to
disseminate the information that the research produces, and to encourage the application of appro-
priate research findings. The Board’s program is carried out by more than 400 committees, task forces,
and panels composed of more than  4,000 administrators, engineers, social scientists, attorneys, edu-
cators, and others concerned with transportation; they serve without compensation. The program is
supported by state transportation and highway departments, the modal administrations of the U.S.
Department of Transportation, and other organizations and individuals interested in the development
of transportation.

The National Academy of Sciences is a private, nonprofit, self-perpetuating society of distin-
guished scholars engaged in scientific and engineering research, dedicated to the furtherance of sci-
ence and technology and to their use for the general welfare. Upon the authority of the charter granted
to it by the Congress in 1863, the Academy has a mandate that requires it to advise the federal gov-
ernment on scientific and technical matters. Dr. Bruce M. Alberts is president of the National Acad-
emy of Sciences.

The National Academy of Engineering was established in 1964, under the charter of the National
Academy of Sciences, as a parallel organization of outstanding engineers. It is autonomous in its
administration and in the selection of its members, sharing with the National Academy of Sciences
the responsibility for advising the federal government. The National Academy of Engineering also
sponsors engineering programs aimed at meeting national needs, encourages education and research,
and recognizes the superior achievements of engineers. Dr. William A. Wulf is president of the
National Academy of Engineering.

The Institute of Medicine was established in 1970 by the National Academy of Sciences to 
secure the services of eminent members of appropriate professions in the examination of policy
matters pertaining to the health of the public. The Institute acts under the responsibility given to the
National Academy of Sciences by its congressional charter to be an adviser to the federal government
and, upon its own initiative, to identify issues of medical care, research, and education. Dr. Kenneth
I. Shine is president of the Institute of Medicine.

The National Research Council was organized by the National Academy of Sciences in 1916 to
associate the broad community of science and technology with the Academy’s purpose of furthering
knowledge and advising the federal government. Functioning in accordance with general policies
determined by the Academy, the Council has become the principal operating agency of both the
National Academy of Sciences and the National Academy of Engineering in providing services to the
government, the public, and the scientific and engineering communities. The Council is administered
jointly by both Academies and the Institute of Medicine. Dr. Bruce M. Alberts and Dr. William A.
Wulf are chairman and vice chairman, respectively, of the National Research Council.

Abbreviations used without definitions in TRB publications:

AASHO American Association of State Highway Officials
AASHTO American Association of State Highway and Transportation Officials
APTA American Public Transit Association
ASCE American Society of Civil Engineers
ASME American Society of Mechanical Engineers
ASTM American Society for Testing and Materials
FAA Federal Aviation Administration
FHWA Federal Highway Administration
FRA Federal Railroad Administration
FTA Federal Transit Administration
IEEE Institute of Electrical and Electronics Engineers
ITE Institute of Transportation Engineers
NCHRP National Cooperative Highway Research Program
NCTRP National Cooperative Transit Research and Development Program
NHTSA National Highway Traffic Safety Administration
SAE Society of Automotive Engineers
TCRP Transit Cooperative Research Program
TRB Transportation Research Board
U.S.DOT United States Department of Transportation
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