[image: image1.wmf] 

 
FTA Region I Ridership Symposium

April 7, 2004            

  Crowne Plaza  

 Worcester, ma

Increasing Ridership:
“Thinking

 
Outside

 the Bus” 
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9:00-9:30am
Registration             

Continental Breakfast

9:30-10:45am
Opening Remarks
· Worcester Mayor Timothy Murray & Worcester City Manager Michael O'Brien

      Welcome to Worcester!

Opening remarks by both City dignitaries, recognizing the importance of transit in spurring the economic development of the City and the mobility of its citizens—both stressed increased ridership as a means of achieving these ends, and both advocated for more MBTA commuter rail service to Worcester as a local ridership strategy. 
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· FTA Region 1 Administrator Richard Doyle & 

FTA Deputy Regional Administrator Mary Beth Mello 

      FTA’s Ridership Initiative: National Goals & Local Performance

FTA Region 1 Administrator Richard Doyle (Dick) began by summarizing FTA’s multifaceted interest in the issue of increasing transit ridership: (1) improved ridership makes FTA’s investment go further, (2) an empty bus or train is a poor ambassador for public transit, and (3) none of the many benefits associated with public transit are realizable if people do not ride.  At the national level, we have an opportunity to share best practices for increasing ridership from across the country, learning from what works—the goal of this Symposium. While acknowledging that the transit manager’s business model is challenging, often requiring juggling several seemingly conflicting goals, Doyle noted that innovation is key to meeting the challenge. Increasing ridership is more than just wheels, axels, nuts, and bolts—it requires a novel way of thinking and operating—“Thinking Outside the Bus.”  The good news, as will be illustrated throughout the day, is that many great ridership innovations do not have to cost a lot.

Deputy Regional Administrator Mary Beth Mello then turned the microphones around and asked the General Managers in attendance three questions regarding the status of ridership in the region: (1) What are we doing well in New England? (2) Where do we need to do to improve? and (3) What are the special challenges? Responses from participants are summarized below:

Doing Well

· Industry works well together

· Takes ridership seriously

· Quick to apply new technologies, e.g. email alerts

· Attracting press coverage

· Customer appreciation events e.g. lending library on buses

· Use of innovative pass programs

· Adapting to seasonal changes

Need to Improve

· Image of public transit —not just for “creeps & weirdoes!”

· Take advantage of opportunity to attract new riders—inclement weather, special events, etc.

· Better utilization of existing capacity—off peak

· Listening to customers

· Flexibility of routes/service provided

· Driver training/customer courtesy

Special Challenges

· Funding—conservation of resources

· Responding to terrorist threat—homeland security

· Labor/management relations

· Employee morale

· WRTA Administrator Mary MacInnes & GBTA CEO Jeffery O’Keefe 

      Back to Basics:  Growing Ridership in the Context of Flat or Diminishing Resources

Mary MacInnes, Administrator for the host transit property—the Worcester Regional Transit Authority (WRTA)—illustrated the challenges she and her colleagues face by showing two cartoons that recently appeared in her local newspaper:
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At a time when funding to transit agencies from the state remains flat, costs continue to rise.  Historically, transit properties have taken the short-term approach, whereby, as caricatured in the first cartoon, fares are raised, which causes decreased usage, which necessitates a reduction in service, yielding an even greater ridership loss, thereby necessitating yet another fare increase and round of service cuts, which results in an even greater ridership loss, etc.  At this rate, the transit agency is doomed to become nothing more than a museum piece—a relic from a past era, as depicted in the second cartoon.  This was exactly the spiral of failure that the WRTA was in when MacInnes took over the Authority in 2001—to avoid the fate pictured in the cartoons, her solution was to concentrate on improving the product, both in terms of quality and efficiency, first by focusing on improving: management/union relationship; productivity—including 50% spare ratio reduction, reduction in extraboard and absenteeism, reduction in maintenance overtime, and comprehensive service redesign; service quality—including improved on-time performance, vehicle cleanliness, and reduction in accidents in service; customer service—including map and schedule availability, stop announcements; outreach and marketing—including attractive new paint scheme for vehicles, new user-friendly web site, new downtown customer service center, timely response to complaints, and 24-hr schedule information hotline.  By taking these steps at the outset, WRTA was able to streamline its service in the summer of 2003—reallocating resources to where demand was high and away from where demand was low, and raise fares without suffering the expected loss in ridership.  While increasing ridership is clearly the ultimate goal, MacInnes concluded, sometimes looking at how an otherwise inevitable loss in ridership was circumvented can be just as instructive. 
Jeffery O’Keefe, Chief Executive Officer of the Greater Bridgeport Transit Authority (GBTA), reiterated that lack of adequate funding is a challenge facing everyone in the industry—however, he noted, it should never be used as an excuse for inaction.  Using his own property as an example, GBTA has been able to do more with less by being more responsive to its customers and delivering a better product that better meets the demand for service.  This spring, following a system-wide review of its service, GBTA will be implementing a new, innovative service plan recognizing that one size does not fit all.  As an example, in inner city Bridgeport, three duplicative routes running on parallel streets will be consolidated onto one street, providing 10-15 minute headways along the trunk line.  In more suburban Stratford, a new flexible point deviation service will be introduced, in order to better meet the demand of customers in the more sprawling, dispersed area.  To foster better communication with riders, GBTA has established “Route Ambassadors” for each route—as a result, customer issues, concerns and suggestions are given voice within the Authority.  Finally, O’Keefe noted that GBTA was keeping current with advances in technology to provide a better service to riders—as an example, the Authority is partnering with the Connecticut DOT to develop an Automatic Vehicle Location (AVL) system for GBTA buses—a computer-based vehicle tracking system that will allow the Authority to improve schedule adherence, provide customers with real-time service information, improve service efficiency, improve bus schedules, pre-process data for dispatch, and provide enhanced safety and security

At the conclusion the presentation, Dick Doyle presented O’Keefe with an FTA award for his distinguished service at GBTA in recognition of his “outstanding leadership and dedication to public transit in Bridgeport and the New England region.” O’Keefe had previously announced that he will be stepping down in June in order to take serve as Executive Director of the Antelope Valley Transit Authority in California.

10:45am-Noon
Panel #1

Building Ridership Through Strategic Planning, Customer Service & Innovative Partnerships

Moderator: Noah Berger, Federal Transit Administration

The moderator noted that Panel # 1 is the theoretical panel, meaning that the panelists do not have to back up what they say with actual data or results—that burden falls on the afternoon speakers.  The assembled panelists represent a cross-section of the industry—pure private sector, contractor providing service to a public sector agency, public sector provider and social service agency.  This diversity is an outgrowth of the multiple, seemingly contradictory demands and goals facing transit: comprehensive coverage, congestion relief, cleaner air, economic development, service to the economically disadvantaged, seniors and people with disabilities.  This diversity is both a challenge as well as an opportunity—it offers a potential unfreezing, a model for viewing the question of ridership from different perspectives:
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· Ed Houghton, Pitney Bowes Corporation/Chair of MetroPool 

Private Corporation Involvement in Expanding Transit

Ed Houghton, Director of Workforce Effectiveness at Pitney Bowes Inc. headquartered in Stamford, CT, began by acknowledging that his charge is easier than that of most in the room—his private sector vantage point dictates that he can only invest in something if it helps his company’s bottom line. Pitney Bowes is interested in transit because it directly correlates to increased employee productivity and employee retention.  Cars, he noted, operate at 20% capacity—a condition that would be deemed unacceptable in any other context.  Where possible, Pitney Bowes locates its facilities close to transit nodes and provides incentives for employees to live near transit.  Where public transit does not operate, or does not provide the convenience and flexibility his employees require, Pitney Bowes operates designated corporate shuttles to connect to Metro North commuter rail stations.  Anecdotally, he observed that there is no better illustration of the benefit of transit to maintaining employee morale and productivity than what he observes every morning in the company parking lot—employees who have driven to work on I-95, the Merritt Parkway, or Route 1 look like they have already put in a full day of work, while employees getting off of transit or the corporate shuttle bus look happy and refreshed.  In short, there is considerable opportunity for transit to partner more with the private sector—still a largely untapped market.  Houghton concluded by emphasizing that the private sector is very interested in transit—not because the private sector can be counted on to “save the world,” but because it is in the private sector’s best interest to do so.

· Reinald Ledoux, Administrator, Brockton Area Transit Authority (BAT)

Focus on the Customer

[image: image16.png]


Reinald Ledoux (Ray) began his presentation by showing a now infamous photo that appeared in his local newspaper showing an elderly customer, identified as Gertrude by the Brockton Enterprise, forced to wait for the bus atop a snow bank because the shelter had been plowed in.  A typical response would have been for the transit property and the municipality to each blame the other. Ledoux, however, chose a different approach—he issued a public apology.  In an open letter to his customers, he stated: “We do need to do a better job of coordinating with the city of Brockton as well as providing better guidance to and supervision of our contractors responsible for snow removal.  We apologize to any passenger who was inconvenienced during this last storm.  Our effort will be redoubled in this area to assure that our facilities remain accessible.”   Customer service, he noted, starts with understanding elasticity (of price, service) and competition (autos/other modes, ourselves).  It requires establishment of an agency culture around great customer service—employee involvement and recognition is a must, as employees represent the agency to the riders.  Towards this end, we must provide the means for employees to see service through the lens of our customers.  He noted that everything speaks, requiring attention to detail and follow-through—for example, trash strewn about an intermodal center gives the message that “we don’t care.”  Employees picking trash up, however, gives the message that “we are proud of our service.”  To date, BAT has implemented the following small initiatives aimed at fostering a culture of great customer service: (1) Employee involvement and empowerment, (2) Employee recognition and awards, (3) Weekly customer service meetings, (4) Emphasis on employee training, (5) Customer service training as key component for new hires, (6) Meet and greet improvements, (7) Web page and other media improvements, (8) Strategic partners developed and reenergized, e.g. local colleges and minor league professional baseball. In short, Ledoux concluded, great customer service requires a radical change in organizational culture.

· David Lee, General Manager, Connecticut Transit (CTTransit)

Strategic Planning/Market Research: Matching Service to Demand

David Lee began his presentation by identifying three distinct segments of the population for whom market research needs to be targeted: (1) Current transit riders, (2) Potential transit riders, (3) Everybody else (non-riders with little potential to become riders).  Surprisingly, Lee observed, not enough attention is focused on the first group—little research has been done regarding rate of ridership attrition/turnover.  If, for example, a transit property can expect to experience 10% attrition of its ridership over a one year period, then it would need to attract 12% new riders to meet FTA’s 2% goal, and 10% just to stay even. If we can better understand the reasons for attrition of current riders, we might better position ourselves to retain them.  As the private sector knows, it is cheaper and easier to retain existing customers than to gain new ones.  Potential riders are a difficult group to reach. To capture them, we must do a better job of learning what obstacles stand in the way of their using transit: lack of information, service not going where they want to go when they want to go there, lack of flexibility, poor image of system, etc.  In many cases, we need to change the way we deliver transit to the marketplace.  In Hartford, Lee noted, he inherited a primarily radial system, with many lines following the same routes covered by streetcars in the 1920’s.  Lee prioritized fully reevaluating that system to better fit modern travel patterns—after all, we have different needs now than we did in 1920.  As a result, CTTransit recently added crosstown service, so customers can travel between key destination points without having to change in the Central Business District (CBD).  To add flexibility, he has added service earlier in the morning and later at night, as well as on weekends. Even though these runs, when taken in isolation, appear to be lower productivity trips, they in fact make the entire system more attractive.  Market research has indicated that many potential customers for commuter express service find the requirement to transfer onto local buses a major disincentive.  In response, beginning in May 2004, 115 express trips will circulate to Hartford’s Asylum Hill and Capitol Avenue employment centers, rather than stop at the usual downtown terminus, providing more “one-seat” rides for commuter express customers who formerly would have needed to transfer to local routes to complete their trips.  To overcome the negative image many potential riders have of buses as unsafe, unclean, unreliable and unwelcoming, CTTransit has targeted improving the condition of bus stops and shelters, as they are the portal to the transit system.  Finally, Lee cautions, non-potential riders should not be ignored—while they may never ride the system, there is value in educating them as to the benefit of public transit.  

· Claire Ghiloni, Acting Director, Massachusetts Human Service Transportation Office
Human Service Transportation Markets

Claire Ghiloni began her talk by noting that she, or at least the discipline she works in, marks her as different from everyone else in the room—unlike everyone else, she is a human service provider, not a transportation provider.  However, given her role as Acting Director of the Massachusetts Human Service Transportation Office, she sits at the fulcrum between the two fields and often finds herself at gatherings of transportation providers or human service providers, but never gatherings of both—which would be the logical nexus for real solutions.  Much of what the previous speaker had identified as the challenges that need to be overcome, she observed, could be characterized as inertia—continuing to do things a certain way in the future simply because that is how they have always been done in the past, regardless of whether or not it still makes sense.  For human service clients, who can easily fall through the cracks and may be less able to effectively articulate their needs, overcoming inertia, be it with respect to transportation or some other service, is a real challenge.  Ghiloni stressed the logical areas for partnerships between human service agencies and transit providers: With proper training and education, many human service clients would best be served and served most cost-effectively via the fixed-route system—yet in many cases, the training and education is lacking.  While greater use of the fixed route system represents an opportunity for human service agencies to conserve scarce resources, it also represents an opportunity for the transit agencies to better utilize existing capacity, given that many of the trips needed by her clients are not during peak commute times.  To overcome some of the obstacles that had previously stood in the way of greater use of transit by human service clients, Massachusetts has turned to new technologies—e.g. hand held PC’s that use GPS technology to track people’s whereabouts, so family members can know that individuals are safe on public transportation.  In other cases, Massachusetts has leaned on more traditional tools, such as a new education campaign targeting school officials on the value of public transit.  The challenge, on the human service side, is recognizing that ceding control over the transportation aspect of their clients’ treatment plans is okay.  On the transportation side, the challenge is recognizing that serving human service clients does not make a transit provider into a social service agency—and that it is possible to serve human service clients without scaring off potential riders in suits and ties.

Noon-1:00pm         Lunch Speaker:

· Michael Mulhern, General Manager, Massachusetts Bay Transportation Authority (MBTA) 

   Ridership Growth on the Silver Line: What the Modelers Overlook (But the Passengers Don’t)
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The subject of MBTA General Manager Michael Mulhern’s talk was a case study of the Authority’s successful implementation of the Silver Line—a service Mulhern described as a state-of-the-art Bus Rapid Transit (BRT) system, combining the quality of rail transit with the flexibility of buses.  The Silver Line, which began operating in revenue service in July 2002, travels along Boston’s Washington Street between Dudley Square in Roxbury and Downtown. The line uses advanced bus technology, with many features that enhance safety, comfort and convenience for customers. The Silver Line route features a reduced number of stops, as well as a dedicated bus lane along Washington Street, allowing for faster travel times and increased frequency with service running at headways of less than five minutes at peak times. The route also employs Intelligent Transportation System (ITS) technology, whereby a computer onboard each bus uses satellites to plot its position and then transmits that data to the MBTA's Bus Control Center (BCC). This real-time information allows the MBTA’s BCC to respond to changing conditions and deliver reliable, high-frequency, high-volume service during rush hours and other peak times.  In a little more than a year, Silver Line ridership has nearly doubled over the local bus route that it replaced, from 7,625 passengers a day to more than 14,000 daily riders—an 85% increase. Recent customer surveys indicate that 90% of those who ride it rate Silver Line service as "good to excellent,” with 41% indicating an enthusiastic “excellent.”

Some of the increase in ridership was predicted by the travel demand models that were run prior to service implementation, based on improved trip times, frequency and reliability—however, the demand models failed to anticipate the full impact the new service had on ridership. To completely understand how success was achieved, Mulhern argued, we have to look to some of the Silver Line’s less tangible improvements, that don’t show up in the models. The use of articulated low-floor vehicles with three wide doors offer customers greater comfort and easier access. Silver Line passengers enjoy climate-controlled comfort, automated stop announcements, and a smooth ride.  As the buses are powered by low-emission compressed natural gas (CNG) fuel, this environmentally friendly bus fleet supports the MBTA's commitment to improving air quality, conserving energy, and providing for the health, safety and security of its riders. Silver Line stations are designed with rider comfort, convenience and safety as top priorities. Sheltered, distinct street-level stations offer seating, “smart” kiosks with schedule information, variable message boards, police call boxes, area maps, and bike racks. The well-lit stations welcome passengers with attractive landscaping, map-adorned kiosks, and bas-relief medallions embedded in the sidewalk. Part and parcel with the close attention to infrastructure, Mulhern submitted that the Silver Line has reached new riders through aggressive service branding supported by a comprehensive marketing and communications campaign.  Visible signage with distinct Silver Line logos at subway/Silver Line transfer stations also contributes to reaching a wider audience and attracting ridership.  Finally, the Silver Line has been put on the map—literally.  The well know stylized MBTA spider map of the subway now includes the Silver Line—increasing the service’s visibility for riders otherwise not inclined to ride buses.

Mulhern ended by noting that while the MBTA is in many ways a different scale transit agency than most in the room—yes, the Authority caries over 1.1 million customers per day, serving 175 communities with a population of 4.7 million people over an area of 3,200 square miles aboard bus, heavy rail, light rail, streetcars, trackless trolleys, commuter rail, ferries, and paratransit—the lessons learned apply to properties of all shapes and sizes: A small investment in customer convenience and comfort pays enormous dividends that passengers will notice and respond to.

1:00-2:15pm
   Panel #2

Keys to Implementing Ridership Initiatives: Regional Success Stories

Moderator: Douglas Holcomb, Greater Bridgeport Transit Authority
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The moderator noted that Panel #2 is particularly exciting because it is about what works in the real world.  The session will feature examples of successful ridership initiatives from across New England, representing four different states: Maine, Rhode Island, Vermont and Connecticut.  Each of the presenters have experienced real life ridership successes utilizing practices that mix creative thinking, common sense and low costs.  These accomplishments were achieved by focusing not on what is beyond our control—the economy, land use patterns, the weather, the success of the Red Sox—but on what we can control—route structure, fare structure, image and new partnerships:  


· Tom Crikelair, Principal, Tom Crikelair Associates

Making Transit an Attractive Product

Tom Crikelair reported on the ridership impacts of his efforts to repackage five small transit services in northern New England: BAT in Bangor, Maine, Island Explorer in Bar Harbor, Maine (Acadia National Park), CityLink in Lewiston/Auburn, Maine, Advance Transit in the Connecticut River Valley of Vermont and New Hampshire, and the Mountain Explorer in the resort area surrounding Maine’s Sunday River.  In all five examples, Crikelair started with an emphasis on establishing market position and then strategically targeting natural ridership markets.  This is not, he made clear, merely a marketing campaign—rather, the marketing is an outgrowth of reworking the product, from the service planning level on up, to better suit its market.  In two of the case studies presented, Bangor and Lewiston/Auburn, low profile bus systems serving smaller urban areas previously lacked visibility and responsiveness to customer demand.  Both services were generically called “the bus,” and were characterized by traditional radial route patterns that no longer fit people’s travel patterns.  Several seemingly cosmetic changes were made to the image of the system—the systems were renamed “BAT” and “CityLink” respectively and buses were painted eye catching red (BAT) and purple (CityLink). Hip transit accessories and memorabilia were disseminated—the only downside, Crikelair added with a smile, is that the new sizzle will inevitably attract transit groupies, as depicted in the picture of the young BAT-fan to the left!  As key accompaniment to the more cosmetic changes, Crikelair also implemented deeper systemic service revisions.  With both BAT and CityLink, the new service plans loosened the dependence the previous systems had on a single downtown hub, introducing new circumferential service.  

The Island Explorer and Mountain Explorer services presented different challenges and opportunities—both were start-up services in non-traditional transit markets.  As such, establishing market position required targeting a different demographic than he did with BAT or CityLink. Both of these services needed to capture tourists interested in active outdoor activities such as hiking or skiing.  The service was built with a premium placed on convenience—otherwise this market segment will not ride.  The logos, names (“Explorer”) and vehicle graphics were designed to appeal to active people. In all five cases, full-color maps and schedules were printed using a newspaper-style web press—instead of 75¢ per schedule, the web press schedules can be printed for 5¢.  As a result, Crikelair noted, he was able to achieve extensive, low-cost promotion of the services and reach a larger audience.  The Island Explorer, for example, prints 200,000 brochures a year and is able to include a bus map and schedule as the center sheet of Acadia National Park’s seasonal visitor newspaper and other informational material. Ultimately, Crikelair concluded, the key to ridership success is establishing market position, building and packaging the system to appeal to the targeted demographic, and reaching out to your audience as comprehensively and economically as possible.

· Mark Therrien, Assistant General Manager, Rhode Island Transit Authority (RIPTA) 

RIPTA: Bringing Universities On Board

Mark Therrien reported on RIPTA’s successful efforts to capture a previously untapped market right in RIPTA’s backyard—the large student population in greater Providence and Rhode Island.  As part of RIPTA’s aggressive pursuit of partnerships with the many area colleges and universities as a means to increase ridership, the Authority developed its University Pass or “UPass” program.  The program allows students to use their university ID cards as fare media good for unlimited travel on RIPTA buses to anywhere in the system.  Costs are then included in university fees as part of the annual tuition bill, so there is no financial barrier for students to use public transit at the fare box, nor is there the usual concern of paying the upfront cost of an annual or monthly pass, as it is a mandatory fee included in a much larger tuition statement.  The program began in 2001 with Salve Regina University—an institution Therrien characterized as desperate for transit due to a parking freeze that would otherwise have inhibited growth in its historic Newport neighborhood. Since then, four additional colleges and universities have joined the program.  The greatest ridership boost to date occurred with the inclusion of the University of Rhode Island, Providence College, and Johnson & Wales University into the program in 2003, resulting in a 35.9% increase in unlinked trips over the previous year.  Over and above the obvious benefits of increasing its base ridership through the program, RIPTA has also been able to take advantage of the fact the new student riders tend to patronize the system during off-peak hours, when marginal costs to the Authority are low.  The result has been a more cost-effective and efficient operation.  Encouraged by the success of its UPass program, the Authority has prioritized bringing other area institutions on board, including Brown University and the Rhode Island School of Design.  Therrien cautioned that successful partnership with Universities does require work outside the normal duties of a transit professional—you will become a contract writer, expend staff time at school orientations, parents day, registration day, as well as conduct surveys and analyze ridership data in order to support financial assistance from partnering Universities.
 Speculating on why the UPass program has been as successful as it has been, Therrien concluded by offering that College students are cheap, even if they are rich, and UPass is inexpensive for the user.  College students are also prone to take the path of least resistance, and UPass is easy, provided they can use their IDs as fare media.  Finally, Therrien boldly stated that, if you can reach a critical mass of student usage, the bus becomes “cool!”  

· Christopher Cole, General Manager, Chittenden County Transportation Authority (CCTA) 

CCTA: Partnering Across Institutional Boundaries

Chris Cole reported on CCTA’s efforts to expand into other markets in greater Burlington, Vermont. Starting in 2001, CCTA identified potential partners that could help increase system-wide ridership. In identifying potential partners, Cole noted that the Authority looked for institutions that (1) had a significant number of employees or students, (2) had significant transportation and/or parking issues, and (3) were located on an existing bus route. Fletcher Allen Health Care (FAHC), the University of Vermont (UVM), Champlain College and the American Red Cross are all institutions represented by the Campus Area Transportation Management Association (CATMA). These institutions all faced parking and transportation issues and, collectively, they have more than 23,000 employees and students. All of their campuses can also be easily be served by CCTA.  After considerable inter-institutional outreach and discussion, CCTA was able to directly contract with CATMA.   Previously, private shuttles were operating to each campus, allowing each institution to have off-campus parking in the Burlington area. CCTA successfully worked with CATMA to turn the majority of these routes into open-door, public transportation routes that now offer cross-county access to all residents. Burlington residents along the route now have 15-minute headways to some of Vermont’s largest employers where no public transportation route existed previously. Riders from the institutions ride for free and CCTA counts each rider as they board the bus with their employee or student ID. CCTA provides CATMA information regarding the ridership per institution, so they can assess each institution for their transit usage. The City of Burlington is also a financial partner for this service. Cole noted that these partnerships have allowed CCTA to successfully bring choice riders into the system.  In 2003, he reported, CCTA recorded 36,600 new boardings from these institutions and in 2004, he predicted that ridership through these collaboratives will increase by 60%.     

· Louis Schulman, Administrator, Norwalk Transit District (NTD)

Coastal Link: Partnering Across Transit District Boundaries  
The subject of Louis Schulman’s presentation was the “Coastal Link”—a unique bus route traversing six municipalities, crossing the boundaries of three transit districts, with three different operators.  Where the previous speaker spoke about overcoming soft boundaries separating different industries, disciplines and institutions, Schulman’s case study chronicled overcoming hard boundaries that had previously partitioned Connecticut’s transit districts into isolated fiefdoms.  As Schulman described it, the establishment of the Coastal Link required tearing down arbitrary borders separating the three distinct transit districts along a 25-mile long route following the U.S. 1 corridor from Milford to Norwalk, Connecticut.  As a result of collaboration, a trip that previously required three uncoordinated transfers among three separate transit systems was transformed into a seamless, one-seat ride. The ridership benefits of the service, Schulman noted, were beyond dispute—the increase in Norwalk and Westport ridership along the route (the section of the route under the domain of Schulman’s Norwalk Transit District) is now more than twice what it was before the new route was introduced.  Over its full route, the Coastal Link carries over 1,200,000 passengers a year.  To develop the service, the three transit systems, Norwalk Transit District, Greater Bridgeport Transit Authority, and Milford Transit District, agreed to each provide a portion of the service, with each provider operating in the others’ service area, in order to provide a seamless service. Each accepts the others’ fare media and transfers.  After all, Schulman concluded, the customer does not care who the operator is, so long as the service is convenient, reliable and visible    


2:15-3:00pm
Table Talk
 Making It Happen Back Home 

Participants were asked to break into small discussion groups and identify specific innovations they learned about during the day that they could take home and implement in their respective properties.  Following the group discussions, Deputy Regional Administrator Mary Beth Mello facilitated a session in which the entire audience reported back which practices held the greatest promise for local replication. The following were identified:


· Formalize “meet & greet” protocol.

· Improved information at bus stops, kiosks

· Cut deals that result in win/win—e.g. UPass.

· Build bus priority initiatives into local bus service to speed travel time—make service more attractive to rider & more cost-effective to operator.

· Develop individualized marketing plan—including working directly with large employers

· Build institutional partnerships—take advantage of parking problems of others.

· Develop creative fare packages that reward frequent & discretionary use—unlimited access passes, rolling 31-day passes, simplified fare structures.

· Concentrate on improving one route at a time, so that progress will be easier to see & measure.

· Listen to customers!

· All transit employees should regularly ride the service—use our own product.

· Look at vehicles & service from different perspectives—e.g. cup holders in buses?

· Linkages outside service area—apply good customer service model beyond district boundaries.

· Improve linkage with different constituencies, communities & providers.

· More timely review of marketing plan (every two years)

· Implement strategically targeted market research, coordinated services

· Route ambassadors—improved opportunity for customer input, liaison between riders & provider  

At the conclusion of the day, Richard Doyle offered explicit thanks to the event’s financial and organizational sponsors, without whom the Symposium could not have taken place:

Connecticut Association for Community Transportation (CACT), Massachusetts Association of Regional Transit Authorities (MARTA), Northeast Passenger Transportation Association (NEPTA), Greater Bridgeport Transit Authority (GBTA), and Worcester Regional Transit Authority (WRTA).
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“The many benefits of public transportation cannot be measured in terms of miles of track, number of buses, or the capacity of rail cars.  If the buses and trolleys and rail cars and paratransit vans are empty, we will not have achieved increased mobility, reduced air pollution, improved our economy, or provided economic opportunity for millions who need it.  The benefits of transit depend on riders.”


- Jenna Dorn, FTA Administrator, May 20, 2003
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