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Mr. Jay Lindsey
Virginia Department of Rail and Public Transportation
600 East Main Street, Suite 2102
Richmond, Virginia 23219
RE: Transit Development Plan (TDP) Update for Greater Richmond Transit Company (GRTC),
FY 2015 – FY 2022
Dear Mr. Jay Lindsey,
GRTC has prepared and is submitting its Transit Development Plan Update along with this letter to the
Virginia Department of Rail and Public Transportation (DRPT). Over the past 12 months, GRTC has
accomplished several of its operational and capital objectives set for the previous year. GRTC
implemented various service changes after analyzing many of the routes, and will continue this practice
to always strive for efficiency. Below is a highlight of some our major service changes, operational
objective achievements, and capital project updates.








The Bus Rapid Transit (BRT) Project made great progress in the last 12 months. The GRTC BRT
was branded as the Pulse and a logo was designed and approved. In July, the preliminary
engineering (PE) phase of the project was completed. GRTC held 8 public meetings to keep the
public informed of the progress. Bus Rapid Transit is scheduled to begin operating in October
2017.
In October, GRTC opened its new Specialized Transportation surface parking lot.
In November, GRTC introduced the new pass program.
28 new CNG buses were ordered in the last 12 months.
In January, GRTC extended service to 2 a.m. on its highest performing routes: route 6 and 37.
GRTC continued an in-depth analysis of its low performing routes, with an 18 month monitoring
requirement for any changes that are made.

The TDP Update on the following pages provides an overview of progress for all GRTC projects. Also
included in the document, are updates on the six year operation & maintenance plan, as well as the six
year capital plans.
We are pleased to submit the TDP Update Letter and the TDP Update. Please let us know if more
information is needed or if you have any questions.
Sincerely,

David Green
Chief Executive Officer
GRTC
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I.

Ridership Trends

GRTC began reporting Automatic People Counter (APC) ridership numbers for bus mode in FY 2016. The
data below, for CY 2014 and CY 2015 is consistent with the new practice, and reflects APC data. In
previous TDP updates, GRTC reported GFI data (farebox). GRTC experienced moderate change in overall
ridership over the past 12 months. Total ridership (bus, paratransit, VanPool) increased .71% from the
same time last year. The numbers in Table 1 below show the difference in ridership for each mode of
transportation. The numbers capture ridership for bus, and paratransit (CARE and C-Van) through the
end of December, and vanpool through the end of November. This applies to both calendar years 2014
and 2015 to allow for a comparison. Analyzing each mode, bus ridership increased by .94%, CARE
ridership increased by 2.82%, C-Van ridership decreased by 32.41%, and VanPool ridership decreased by
5.55%. Bus ridership represents 92% of total ridership. Paratransit represents 4% of total ridership.
Vanpool represents 4% of total ridership.

2014
2015
Difference
Difference %

Annual Ridership Trends by Mode (CY)
Bus
CARE
C-Van
8,357,488
354,200
6,572
8,435,747
364,171
4,442
78,259
9,971
-2,130
0.94%
2.82%
-32.41%

VanPool
389,587
367,951
-21,636
-5.55%

Total
9,107,847
9,172,311
64,464
0.71%

Table 1

Table 2, below, and Figure 1, on the following page, provide a month by month comparison of ridership
trends for the 2015 calendar year. Bus ridership experienced growth each month from February to July.
August, September, and October also had increased ridership compared to February through June.
September is lower than August and October due to the decreased amount of riders during the UCI
Road World Championships.
Monthly Ridership Trends by Mode
January 2015
February 2015
March 2015
April 2015
May 2015
June 2015
July 2015
August 2015
September 2015
October 2015
November 2015
December 2015
Total

Bus
642,501
566,984
683,378
705,222
705,377
725,098
788,836
741,726
730,025
742,061
676,094
728,445
8,435,747

CARE
28,070
24,691
31,312
31,510
29,822
31,434
33,918
31,431
30,953
33,018
28,330
29,682
364,171

C-Van
685
415
419
358
359
275
202
304
393
426
255
351
4,442

Vanpool
33,389
32,668
39,994
37,744
35,495
35,458
37,701
33,769
24,629
29,293
27,811
TBD
367,951

Total
704,645
624,758
755,103
774,834
771,053
792,265
860,657
807,230
786,000
804,798
732,490
758,478
9,172,311

Table 2
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Monthly Ridership Trends by Mode
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II.

Progress on Achieving TDP Goals and Objectives

GRTC has eight goals that it tracks throughout the year. By contributing to the completion of various
projects and objectives, every department helps the organization strive to achieve its goals, and
subsequently its mission and vision. The image below displays GRTC’s eight goals and how they
strategically flow from one tier to the next. GRTC understands that success starts with the employees,
and that the ultimate organizational goal is customer satisfaction. Table 3, beginning on page 8, lists all
goals, objectives, and projects tracked by GRTC and the updates for each for the previous 12 months.
The table continues through page 24.

Figure 2
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Goal 1: Improve Employee Experience
Goal 1

8

Improve Employee Experience

Project

Objective
1.1

1.1.1

Continue holding
health fairs

HR conducted two health fairs:
January 2015 & October 2015.
One annual health fair will be
scheduled beginning CY 2016.

1.1.2

Research and
implement healthrelated wellness
programs

1.1.3

Expand the walking
program

HR is exploring gym
memberships for employees. A
health & wellness meeting was
held September 2015. HR
conducted a health & wellness
survey in August 2015 to
determine employee interests.
HR organized Core Health
Challenges during CY 2015. This
will continue in CY 2016.

Provide opportunities
for improving and
maintaining health

CY 2015 Update

Objective
1.2

Provide opportunities
for operator input on
schedules

1.2.1

Provide liaison for
operators to
communicate with
Planning &
Scheduling
Department

In November 2015, the
Planning & Scheduling
Department began providing a
liaison to gather operator input
to be included as part of the
booking preparation process.

Objective
1.3

Position GRTC as an
employer of choice

1.3.1

Improve employee
satisfaction

In October, an employee
satisfaction survey was
conducted through Workplace
Dynamics. This provided a
baseline from which to build.

1.3.2

Make employees
feel more
appreciated

New initiatives were started
such as honoring veterans in
November. The CEO also meets
personally with employees who
receive commendations and
thanks them with a CEO coin.
HR is currently evaluating areas
of importance to employees so
that we may continue
improving overall satisfaction.

1.3.3

Identify nontraditional benefits
for employees

Employee raffles are held
periodically for event tickets
(Redskins, Kickers, Jazz Festival,
and VCU Basketball). We are
also exploring job sharing
opportunities through teams of
drivers, LTD insurance, and life
insurance for spouses. Another
initiative will be to explore
employees being able to
donate sick leave to other
employees.
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Goal 1

Improve Employee Experience

Project
1.3.4

Emphasize quality
of life and rich
benefits

1.3.5

Develop an
organization-wide
internship program
(unpaid)
Keep employees
better informed
throughout the
organization

1.3.6

9

CY 2015 Update
A one page information sheet is
being developed for current
and new employees in order to
better communicate the
comprehensive benefits
package offered at GRTC.
Began progress in September
2015 by notifying directors of
the internship program. Will
develop a plan in spring 2016.
Efforts are being made to
communicate more with
employees in order to keep
everyone informed of
initiatives being implement
throughout the company. The
Employee Newsletter returned
September 2015 for monthly
distribution. More information
is being shared on the
Electronic Communications
Boards and employee Intranet.
Paper flyers are also displayed
on bulletin boards throughout
the facility.
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Goal 2: Promote Safety First, Service Always
Goal 2

Promote Safety First, Service Always
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Objective
2.1

Maintain accident
frequency at less than 20
per month

Objective
2.2

Limit accident rate per
100,000 miles to less than
seven

Project

CY 2015 Update
The Risk Management
Department continued to
monitor accidents through
monthly reports. If there
were noticeable increases of
accidents per month,
refresher training, and other
safety precautions were
enforced.
Risk Management will
continue the new hire
training program. Staff will
become more involved in
refresher trainings for route
supervisors.

2.2.1

Maintain the new
hire training
program

2.2.2

Continue the twoyear refresher
training
requirement for all
operators

This will continue; all
operators that received the
training two years ago will
receive the training again in
2016.

2.2.3

Continue to
recognize operators
through the Safety
Rewards Program

We will change this program
as it has run its course. Risk
Management will work with
the Safety & Health
committee to establish a new
rewards program.

2.2.4

Conduct Quarterly
Safety Meeting

Safety meetings were
conducted once a quarter
over the last 12 months and
will continue on that same
schedule.
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Goal 2
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Promote Safety First, Service Always

Project

Objective
2.3

2.3.1

Improve facility
security

New access control points
were added in the
administrative building for
the 2nd and 3rd floors. This
includes elevator control
access to restrict nonemployees from having
unaccompanied access inside
the administrative building.
Additional access control
points were added to the
finance and IT areas to
increase security for these
sensitive areas. Upcoming
initiatives in 2016 include
recommissioning the security
gates at both property
entrances, and installing a
new intercom system to
communicate with visitors
once the gates are active.

2.3.2

Consolidate the 3
levels of security
documents
(operational,
physical, emergency
preparedness) into
one System Security
Program

Risk Management will work
with other departments to
capture all necessary
information so one plan can
be created and serve as the
overall System Security
Program.

Improve security for
customers and employees

CY 2015 Update
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Goal 3: Improve Operational Efficiency
Goal 3

Improve Operational Efficiency
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Objective 3.1

Implement an internal
performance
monitoring program by
route

Objective 3.2

Review and assess
system performance
on a monthly basis to
determine if any
corrective measures
should be considered

Project
In April 2015, the Planning and
Scheduling Department
developed a performance
monitoring report that
evaluates each route against
similar routes. This report is
analyzed at the end of each
booking. Routes that are
identified as yellow or red are
monitored for two bookings
before recommendations are
made to senior management
to improve their performance.
3.2.1

Improve on-time
arrival

3.2.2

Improve route
reliability

In summer 2015, the
Transportation Department
and Planning Department
completed a peer analysis of
on-time performance (OTP) to
evaluate CLEVER and
RideCheck Plus compared to
Checker Surveys. In July 2015,
the Planning Department
began evaluating OTP by route
with the intent of adjusting
schedules to improve OTP on
its core arterial routes in
January 2016. The
Transportation Department
monitors OTP by operator
monthly.
A RideCheck Plus report is
generated monthly to identify
underperforming routes. The
report is sorted by route and
operator. A follow-up analysis
is performed by physical ride
checks and CleverCAD data.
Recommendations are then
made to adjust schedules or
improve operator
performance. Operator
absenteeism will be monitored
as an indicator of route
reliability in 2016.
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Goal 3

Improve Operational Efficiency

Project
3.2.3

Objective 3.3

Utilize CAD/AVL to
greatest extent
possible

Objective 3.4

Strategically align fleet
to service demand

The Planning & Scheduling
staff will work with the
Transportation Department in
2016 to better communicate
expectations for the operators
and the customers.
Planning & Scheduling staff
continues to extensively use
run-time, boarding and
alighting data collected by the
AVL/APC system to develop
better route schedules.
Operations staff continues to
use the AVL system to locate
buses, identify and correct bus
bunching, determine detours,
and improve schedule
adherence. In January 2015,
the Planning Department
implemented a weekly
database monitoring system
for AVL/APC data.

3.4.1

a)

b)

13

Analyze timepoint
synchronization:
ensure consistency
of timepoints among
driver timecards,
Hastus, and public
timetables

Right-size the bus
fleet

10 CNG BRT Plus buses were
ordered for start-up of BRT
service in fall 2017. Staff is
also removing from service and
disposing of vehicles that are
eligible for retirement because
of age and FTA spare ratio
requirements.

Continue to
implement the Bus
Replacement
Program
Continue to add
mini buses to the
fleet

18 new CNG buses were
ordered to replace buses that
are eligible for retirement.
4 of the new CNG buses will be
30' heavy duty transit buses.
Currently, GRTC operates 14
mini buses.
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Goal 3

Improve Operational Efficiency

Project
3.4.2
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Implement a more
efficient route and
schedule structure

In addition to route
performance monitoring, the
Planning & Scheduling
Department implemented an
in-depth route analysis
process. Staff divided our
service region into quarters
and began analyzing each
route at the stop level to
determine any schedule or
route changes needed to
improve system performance.
The analysis team held its first
meeting in October 2015.
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Goal 4: Improve Paratransit Operations
Goal 4

Improve Paratransit Operations

Project

CY 2015 Update

Objective
4.1

Utilize technology to
operate more
efficiently

Procurement of paratransit
fareboxes (electronic validators)
will begin in late 2015 with
implementation scheduled in
2016.

Objective
4.2

Utilize technology to
enhance customer
experience

An automatic callback feature
was added to the call queue that
allows customers to avoid long
hold times by entering their
telephone number. The system
then returns a call when it is their
turn in queue and an agent is
available.

Objective
4.3

Implement strategies
to ensure capacity
constraints are not
encountered

The Transportation Department is
working with the service provider
to ensure that available resources
(operators and vehicles) meet
service demands. Operational
and technological changes are
being reviewed to improve
scheduling and real-time
dispatching.

Objective
4.4

Explore opportunities
to present fixed-route
service as a viable
mobility option

15

4.4.1

Continue fare-free fixed
route service

Paratransit riders may continue
riding fixed route service for free,
as opposed to requesting costly
paratransit service.

4.4.2

Implement a Travel
Training program

In September 2015, GRTC
received a $300,000 grant for a 2year pilot Travel Training
program. A travel training
instructor was hired in October
2015 and program
implementation is scheduled in
early 2016. The goal is to move
10% of the paratransit service
trips to fixed route service.
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Goal 5: Promote Environmental Efficiency
Goal 5

Promote Environmental Efficiency

Project

Objective
5.1

5.1.1

Continue Green
initiative and pursuit of
ISO 14001 certification

GRTC will continue to focus on
storm water pollution
prevention. We completed
construction of the maintenance
facility annex. This site
development project included a
bio retention pond to assist
filtering storm water. The pond
is planted with native and
acclimated trees, shrubs,
grasses, and flowering
perennials. GRTC continues to
pursue E3 status.

5.1.2

Implement a paperless
initiative and the
electronic storage of
documents

Work has started on this project
with implementation beginning
in the Maintenance Department.
Procurement and Finance will
follow in 2016.

5.1.3

Continue transitioning
to an all CNG fleet

5.1.4

Explore the purchase
of CNG non-revenue
support vehicles

GRTC has issued purchase orders
for the production and delivery
of (28) CNG transit buses with
delivery expected in spring 2017:
(10) 40' BRT Plus buses, (10) 40’
fixed route buses, (4) 35' fixed
route buses and (4) 30' fixed
route buses. GRTC will accept
delivery of (12) CNG Specialized
Transportation buses in January
2016. GRTC currently operates
(42) CNG fixed route buses and
(30) CNG Specialized
Transportation buses. Upon
delivery of the new vehicles,
GRTC will have (112) CNG buses.
As non-revenue support vehicles
become eligible for disposal in
CY 2016 GRTC will seek to
purchase CNG powered
replacements.

16

Continue to pursue
Green building and
practices

CY 2015 Update
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Goal 6: Improve Financial Efficiency
Goal 6
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Improve Financial Efficiency

Project

Objective
6.1

6.1.1

Consolidate
operations at the
Belt Boulevard
facility

6.1.2

Explore
companywide cost
saving measures

6.1.3

Complete
disposition of the
Davis Avenue
facility

6.1.4

Reduce overtime
for operators

6.1.5

Reduce overtime
for maintenance
personnel

Contain operating
costs

CY 2015 Update
Construction of the vehicle
storage annex site was
completed in October 2015.
Specialized Transportation
vehicles that were temporarily
parked at a leased site have
been relocated to the new
annex parking lot resulting in
consolidated operations and
reduction in operating costs.
The lease for the parking lot
expired in December 2015.
The Finance Department
identifies efficiencies while
developing the annual operating
budget and is responsible for
recommending cost saving
opportunities throughout the
year.
In September 2015, GRTC's
Board of Directors approved a
contract for the disposition of
our Davis Avenue facility, GRTC's
previous headquarters. The
transaction, for which GRTC
received $9.1 million, closed on
November 13, 2015 and will
save $150,000 per year in
operating expenses.
The Transportation Department
established a KPI goal of 6% for
overtime. The payroll supervisor
monitors and tracks OT daily. In
addition, the Finance
Department submits bi-weekly
reports indicating actual
overtime paid so that
adjustments can be made
accordingly.
The Maintenance Department
will align job picks /schedules at
the employee's job sign-up to
better match vehicle scheduled
non-revenue down time as a
way to help reduce overtime.
Quickly replacing employees lost
to retirement or turnover will
also help in this area.
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Goal 6

Improve Financial Efficiency

Objective
6.2

Objective
6.3

Objective
6.4

18

Explore and secure
new revenue sources

Ensure contract
compliance

Benchmark GRTC’s
financial efficiency
against peers

Project

CY 2015 Update

6.1.6

Explore
opportunities to
update our
healthcare program

6.2.1

Apply for all
outstanding grant
funds

6.2.2

Research and apply
for additional grant
opportunities

6.2.3

Research and
identify additional
fare sales outlets

6.3.1

Ensure contracts
are administered
properly

6.3.2

Ensure all invoices
are correct and
reviewed properly

Several meetings were held with
the company’s benefits broker
to explore available options. A
Health Benefits Committee was
formed to involve the union in
identifying possible solutions.
The Finance Department will
coordinate with FTA staff and
program all outstanding grants
in 2016.
The Finance Department will
collaborate with FTA, other
transit properties, and funding
agencies to determine new
opportunities in 2016.
For UCI Road World
Championships, the Marketing
and Finance departments
coordinated with RideFinders to
identify new outlets for the
special event bus pass. Based on
preliminary discussions with
hotels during the UCI bike race,
there may be opportunities for
distribution to hotels and other
outlets along our local routes.
User departments are
responsible and accountable for
active and proper contract
administration. They maintain
copies of contracts and are
responsible for monitoring
performance, adhering to
project scope, and enforcing
terms and conditions.
All invoices are reviewed for
accuracy by user departments.
This includes acknowledgement
of goods received and/or
services rendered. A final check
is then made by the CFO and
Controller during payment
processing.
The Finance Department will
review the most recently
published NTD data from other
transit agencies and compare to
GRTC, identifying strengths and
areas where the company can
improve.
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Goal 7: Improve Public Image
Goal 7

Improve Public Image

Project

Objective
7.1

7.1.1

Pursue marketing
campaigns for
both current
service
opportunities and
service changes

The Marketing Department was very
active with educational and outreach
campaigns for several initiatives
including new electronic fareboxes
and new unlimited ride fare passes.
They were also heavily involved with
promoting bus detours and a special
event bus pass for the UCI Road
World Championships. A new “How
To Use” educational video was
developed for new bus stop signage
and others will be created in 2016.
Marketing incorporated DestinationDriven Marketing techniques into
these campaigns, which included: TV
commercials, YouTube videos and still
photography.

7.1.2

Expand public
outreach through
continued
speaking
opportunities

The CEO and Public Relations
Manager spoke at numerous
meetings and events throughout
2015. These efforts will increase
during CY 2016.

7.1.3

Promote GRTC’s
accomplishments,
initiatives, and
impact on the
region

7.1.4

Brand the Vanpool
program

GRTC created social media accounts
and used them to promote all
initiatives pursued during 2015. The
BRT project was also promoted
heavily. This area will receive greater
emphasis in CY 2016.
In December 2015, staff began
working with Ridefinders to brand the
Vanpool program. This will be
implemented in early 2016 and
involve logos being displayed on
Vanpool vehicles.

Objective
7.2

19

Increase
awareness of
GRTC's strengths
and the quality of
services provided

Expand outreach
to the Hispanic
community

CY 2015 Update

Beginning in June 2015, GRTC
partnered with Davidson Media
Group to advertise on two local
Spanish radio stations. Additionally,
GRTC continued to print and publish
materials in both English and Spanish.
On the website, the Google Translate
bar was added with the ability to
translate into 10 languages.
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Goal 8: Improve Customer Satisfaction
Goal 8

Improve Customer Satisfaction

Project

Objective
8.1

8.1.1

Continue to pursue a
permanent transfer
center

GRTC used a Temporary
Transfer Plaza throughout 2015.
In anticipation of the need for a
permanent replacement, GRTC
continues to seek downtown
Richmond site locations that
are near the center of existing
GRTC ridership activity and
have good proximity to the BRT
corridor. Such sites would be 1
to 2 acres in size with level
topography, have two
ingress/egress points with
access to two separate streets,
be available for purchase from
a willing owner, and be transit
compatible with the
surrounding neighborhood.

8.1.2

Maintain onboard
security for customers

Cameras have been installed on
100% of the fleet. All new
vehicles will be outfitted with
cameras before being placed in
revenue service.

8.1.3

Provide clean, safe,
and reliable vehicles

The Maintenance Department
implemented a Quality Control
Inspection Program for shop
foremen to ensure that vehicle
cleaning, fueling and repairs on
each shift are completed in a
timely fashion, correctly and to
a high standard. The training
program focusing on new
vehicle technology will also be
continued.

8.1.4

Reduce wait time for
customers on-hold for
a representative

GRTC’s goal is that all calls be
answered within 3 minutes. A
report is generated daily to
track and monitor hold times.

8.2.1

Redesign bus shelters

The Planning Department
began researching new bus
shelter designs in November
2015. Collaboration with
localities will occur before
proposals are solicited and a
final design recommendation
presented by the end of 2016.

Objective
8.2

20

Provide more
comfortable, more
efficient, and safer
operation

Improve bus stop
amenities

CY 2015 Update

January 2016

GRTC Transit System
2015 Transit Development Plan Update
Goal 8

Improve Customer Satisfaction

Objective
8.3

21

Improve
communication with
customers

Project

CY 2015 Update

8.2.2

Develop an amenities
installation plan
including jurisdiction
specifics

The Planning Department
began documenting the current
amenities installation process in
October 2015 and researching
plans from peer agencies. A
final amenities plan should be
completed by spring 2016. In
summer 2015, the department
began performing a full
inventory and analysis of each
bus stop to identify any
improvements that are needed.
This includes making each stop
ADA compliant. 10% of the bus
stops have been inventoried,
with the project scheduled for
completion by summer 2016.

8.3.1

Provide schedule,
route, and bus arrival
information at bus
stops

GRTC continues to advance the
new bus stop signage project.
Phase 1, the installation of Tier1 enhanced information kiosks
and Tier-2 back-lit signs, is
substantially complete. Phase 2,
the Pilot Project for the Tier-3
new bus stop signs and posts, is
in process with installation
along Routes 32 and 72-73
scheduled in January 2016. The
Pilot Project includes a detailed
inventory of bus stop locations
and conditions in order to
optimize the placement of the
new signs. This will follow for
the rest of the system. The
overall project is on track to be
completed in summer 2017.
GRTC will also explore providing
real-time bus information at
park and ride lots in fall 2016.

8.3.2

Continue to improve
smartphone
applications

GRTC continued to update its
Transit On The Go mobile app
in 2015 by introducing the Trip
Planner in conjunction with real
time bus arrival information.
GRTC will introduce a mobile
payment app in 2016 from
which customers may purchase
fares.
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Goal 8

Improve Customer Satisfaction

Objective
8.4

22

Diversify fare purchase
and payment options

Project

CY 2015 Update

8.3.3

Continue to expand
social media presence

The Marketing Department
continued supporting Twitter
feed, adding customer service
alerts when appropriate. GRTC
also created social media
presence on Facebook,
Instagram, Snapchat, Tumblr,
LinkedIn, Periscope, and Vine.
New educational and behindthe-scenes videos were
uploaded to the YouTube page
and GRTC Pulse launched a new
Blogger.

8.3.4

Use the customer
service call center to
deliver key messages
and information

GRTC continues to periodically
record and update messages on
the Customer Service phone
line, including brief updates
about new or ongoing projects
and customer service tools
(website, app, and social
media). Greater emphasis will
be placed on this in CY 2016.

8.3.5

Continue to invest in
GRTC's website as the
primary source of
information

8.4.1

Implement Daily,
Weekly, and Monthly
Passes

The Marketing Department
regularly updates content on
the website, from the
homepage featured items and
stories to new web pages for
content/projects. Dedicated
pages were developed for the
UCI Road World
Championships, New Bus
Signage and New Fare Passes.
Extensive web redesign and
updates occurred in 2015 on
the BRT section of the page.
New unlimited ride passes were
introduced and accepted
beginning November 15. The
Marketing Department
continues to support and create
content for the new fare pass
project. Branding of the passes
themselves was completed
(look, language, color, message)
and new photography, print
and TV content developed to
educate the public and inform
riders about the new passes
and how to choose the pass
that's right for them.
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Goal 8

Improve Customer Satisfaction

Objective
8.5

23

Diversify services
provided

Project

CY 2015 Update

8.4.2

Introduce a mobile
payment option

A mobile app that allows
onboard payment is currently in
development. It will be tested
and introduced to the public in
2016.

8.4.3

Promote GRTC's
online store

A dedicated page was added to
GRTC’s website for a new
Online Transit Store, which was
promoted online and via social
media outlets. The online store
is also mentioned in the new
"How To Use" videos.

8.4.4

Plan and begin testing
fare media for a new
Specialized
Transportation
payment system

Procurement of the payment
system will begin in early 2016.

8.5.1

Continue to
implement Bus Rapid
Transit

8.5.2

Investigate
opportunities to
provide
Neighborhood
Circulator service and
Downtown Circulator
service

Preliminary Engineering (PE)
was completed in July 2015.
Construction activities are
scheduled to begin in spring
2016 with project completion
by August 2017. Revenue
service will begin by October
2017.
A scope of work is being
developed for an enhanced
Transit Development Plan,
which will include 5-year and
10-year plans. The analysis will
include opportunities for
Neighborhood Circulators and a
Downtown Circulator.

8.5.3

Continue to pursue
partnerships for new
service

In May 2015, GRTC extended
service to Centura college in
Chesterfield County. GRTC
continues to be involved in
regional conversations to
enhance service.
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Goal 8

Improve Customer Satisfaction

Project
8.5.4

Objective
8.6

CY 2015 Update
Prioritize the
development of more
weekend service and
more frequent service

Explore customer
rewards program

As part of the performance
monitoring route analysis, the
Planning & Scheduling
Department also analyzes
routes by schedule type. This
allows staff to determine if
demand exists for more
weekend service. As part of its
analysis the department
evaluates if more frequent
service will improve any of the
routes.
This initiative was developed in
fall 2015. Project advancement
will begin early in CY 2016 with
preliminary brainstorming
focusing on GRTC’s Transit On
The Go mobile app and the
forthcoming mobile payment
app.

Table 3
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III.

Service Improvements Completed in the Last 12 Months

GRTC had four bookings in 2015: January, May, June, and October. Table 4, below, identifies which
routes changed in the bookings and provides a brief description of the change. Table 6 provides a list of
the routes that experienced changes in frequency.
Routes Changed
Routes 1 and 2
Route 6

Routes 41 and 51

Route 37
Route 60

Route 62

Route 63

Route 64x
Route 70

Service Description
In October 2015, routes 1 and 2 had adjustments to the run time of each trip
and modifications to the frequency of service.
In January 2015, route 6 service was extended to 2:00 am on Weekdays and
Saturday.
In June 2015, routes 41 and 51 had routing adjustments in order to improve
travel around the traffic roundabout constructed in the east end neighborhood.
In October 2015, routes 41 and 51 run time adjustments were made to each trip
and modifications to the frequency of service.
In January 2015, route 37 service was extended to 2:00 am on Weekdays and
Saturday.
In October 2015, route 60 extended service to include Sunday. Service on the
Hull Street corridor to the intersection of Hull Street & Elkhardt Road was
extended to 7 days a week.
In January 2015, legs of route 62 were split and renamed (see chart at bottom of
spreadsheet) to distinguish the difference in travel patterns for each branch of
the route. Route 60 travels the segment along Hull Street to Chippenham
Parkway. Route 62 travels Hull Street and branches off to the Southwood,
Clarkson & Warwick neighborhood. Route 68 denotes the route that travels Hull
Street, Broad Rock Road, Walmsley, Banton & Dupont neighborhood.
In January 2015, legs of route 63 were split and renamed to distinguish between
the two routes serving the Midlothian corridor. Route 61 travels Midlothian
Trnpk to Roanoke, Crutchfield St, Westover Hills Blvd and Forest Hill areas.
Route 63 travels the Midlothian corridor to the Chippenham Square Shopping
Center near Midlothian Turnpike and Chippenham Parkway. Additionally,
service was extended into the parking lot of Stonebridge Shopping Center with
stops across from Firestone Weekday and Saturday. In May 2015, the 63
Midlothian began service to Centura College located on Midlothian Turnpike
near Buford Road, providing six trips daily.
In October 2015 two trips were added to the current route 64x service due to
increased demand.
In October 2015, Saturday service was extended to Stony Point Medical Center
on the route 70.

Route 71

In October 2015, Saturday service was extended to Spring Rock Green & Kroger
on Midlothian Turnpike on the route 71.

Route 81x

In February 2015, route 81x decreased service to one am and one pm trip.
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Routes Changed
Route 82x

Route 101

Route 102x

Service Description
In February 2015, route 82x decreased service to three am and three pm trips. In
October 2015, the Swift Creek Baptist Church stop was consolidated into the
Commonwealth 20 stop.
In January 2015, route 101 Belt Boulevard Connector's path was extended from
Southside Plaza to serve the McGuire Veterans hospital on Broad Rock at Belt
Boulevard. The hours of service were extended to 8 pm.
In May 2015, route 102 Kings Dominion Express was re-introduced to provide
seasonal service until October 2015. This service operates between the City of
Richmond and Doswell, VA.
Table 4

Table 5 lists the new route names for routes that were split in January 2015.
Old Route

New Route
60 – Hull St/Chippenham Mall

Previous Codes:
62 CM/CS/CW

62 Hull Street

62 – Hull St/Southwood

62 HS/HW

68 – Broad Rock/Walmsley

62 BD

61 – Midlothian/Crutchfield

63 CWB

63 – Midlothian/Chippenham Square

63 CSQ

63 Midlothian

Table 5

Route

Frequency Changes
1-2, 6, 37, and 41-51
Table 6

Table 7 displays the actual revenue hours by mode for FY 2015. GRTC is in the process of projecting
future revenue hours by mode in an effort to assist in the budget planning process.
Revenue Hours by Mode
Mode
FY15 Revenue Hours
Bus
393,388
Paratransit (CARE)
146,066
Table 7

Additionally, in October 2015, GRTC merged the min bus fleet with the regular fixed route fleet. This
merge was beneficial for the following reasons:
1) It added 6 operators to the fixed route fleet increasing the operator pool.
2) It allowed for shared rotation of min fleet and regular fixed route buses on all routes for all
operators.
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IV.








V.

Major Capital/Facility Improvements Completed in the Last 12 Months
New fareboxes were installed on all fixed route fleet in May 2015.
In June of 2015, new access control points were added to the administration building on the 2 nd
floor, 3rd floor, and elevator. This improvement was made as a safety precaution, to keep non
employees from having free access inside the administration building.
In anticipation for the BRT start-up in fall 2017, GRTC ordered 10 CNG BRT Plus buses.
In October 2015, construction was completed for infrastructure site improvements, paving,
lighting, security fencing, access control, and CC TV for GRTC’s Vehicle Storage Annex Parking
lot. All Specialized Transportation vehicles were relocated to the lot in October.
Preliminary Engineering (PE) for the BRT project was completed in July 2015.
As part of the Vehicle Replacement program, 18 fixed route CNG buses were ordered in the last
12 months. These buses will replace buses that are scheduled for retirement.
Phase 1 of the System-wide Sign Project has been in process for the last 12 months, and will
near completion by the end of 2015. Installation for Phase 2 was completed in December 2015.
Phase 2, the pilot project, included the installation of 177 tier 3 signs along routes 32, 72, and
73.
Proposed Service and Capital/Facility Improvements

Proposed Service Improvements
FY 2017
In preparation for Bus Rapid Transit (BRT), GRTC worked with consultant group, Nelson/Nygaard, over
the past 12 months, to analyze current routes that travel the same corridor that the BRT will travel.
Nelson/Nygaard analyzed transfer activity, peak passenger volume, and peak hour bus volume. The
consultant group made recommendations for modifications near BRT stations, modifications for Express
routes, and modifications to East End/Church Hill routes that could connect to BRT. GRTC will determine
what changes they will make to the current system based on the recommendations made by
Nelson/Nygaard and begin making changes in FY 2017. There are 34 routes that currently travel some
distance on the same corridor that the BRT will operate.
In FY 2016, GRTC participated in regional stakeholder discussions about transit vision planning. GRTC will
continue to be part of these discussions in FY 2017.
Additionally, GRTC has continued to monitor the performance of each of its routes, identifying routes
that are continually performing poorly. Routes that continue to have low scores over two consecutive
bookings in FY 2016 will be tweaked for improvements in FY 2017. The following routes are on the
watch list: 16, 21, 23, 28, 56, 62, 81, and 93.
FY 2018
FY 2018 will continue the work begun in FY 2017. GRTC will continue to implement adjustments to
current routes traveling the BRT corridor. GRTC will also continue evaluating lower performing routes
and making changes as needed.
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FY 2019 – FY 2022
BRT will begin operating in October 2017. This service will travel from Rocketts Landing to Willow Lawn
primarily along Broad Street. The service is proposed to run seven days a week from 5:30 am until 11
pm.
As funding permits, GRTC will adjust and add service, creating connections to BRT. Discussions also
involve potentially adding lines during these out years.
Capital Improvement Plan
Table 8 (pg. 29) outlines GRTC’s six year Capital Improvement Plan. GRTC has improved its CIP planning
process. The process requires all departments to identify project tasks and costs for the current year and
the out years. GRTC prioritizes and approves the budget for the projects each fiscal year, revisiting the
costs and budget every year. The Vehicle Replacement program (table 9) is developed as part of this
planning process.
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FY 2016 – FY 2022 Capital Improvement Plan
Project

TDP

Vehicles
Revenue Vehicle Replacement Program
Fixed-Route Revenue Vehicles
Paratransit Revenue Vehicles
Non-Revenue Vehicle Replacement Program
Vehicle Expansion Program-Non-BRT
BRT Vehicles
Facilities
Maintenance Facility Improvement Program
Broad Street BRT
Downtown Transfer Center
Other Capital Improvements
Technology Upgrades
Computer Hardware
Hastus
Computer Software
Support Equipment
Purchase and install Radios
Engineering Design Yards & Stops
ADP Hardware and Software (Finance)
Farebox Replacement
Transit Enhancements
Transit Security & Surveillance
Administrative Capital Costs
ADA Administration
Capital Cost of Contracting
Maintenance
Preventative Maintenance
Shop Tools and Equipment
Total CIP

29

FY 2016
Federal
2015 $

FY 2017
Federal
2016 $

FY 2018
Federal
2017 $

FY 2019
Federal
2018 $

FY 2020
Federal
2019 $

FY 2021
Federal
2020 $

FY 2022
Federal
2021 $

Total

√
√
√
√
√

$2,865,639
$1,048,080
$124,813
$0

$8,893,494
$1,438,584
$0
$1,965,474

$11,946,912
$1,035,270
$0
$2,579,684

$5,516,742
$1,668,848
$200,000
$2,579,684

$9,095,094
$1,050,860
$0
$0

$2,545,365
$1693,984
$0
$0

$7,180,474
$1,066,680
$150,000
$0

$48,043,720
$9,002,306
$474,813
$7,124,842

√

$0

$5,130,000

$0

$0

$0

$0

$0

$5,130,000

√
√
√

$0
$24,900,000
$0

$0
$19,770,000
$0

$0
$0
$30,000,000

$0
$0
$0

$0
$0
$0

$0
$0
$0

$0
$0
$0

$0
$44,670,000
$30,000,000

√
√
√
√
√
√
√
√
√
√

$254,463
$320,000
$530,000
$15,000
$0
$300,000
$0
$225,000
$134,463
$240,000

$254,463
$320,000
$530,000
$12,500
$93,750
$250,000
$2,000,000
$225,000
$125,000
$125,000

$254,463
$320,000
$530,000
$12,500
$0
$0
$200,000
$0
$125,000
$125,000

$254,463
$320,000
$530,000
$12,500
$0
$0
$200,000
$0
$125,000
$125,000

$254,463
$320,000
$530,000
$12,500
$0
$0
$200,000
$0
$125,000
$125,000

$254,463
$320,000
$530,000
$12,500
$0
$0
$200,000
$0
$125,000
$125,000

$254,463
$320,000
$530,000
$12,500
$0
$0
$200,000
$0
$125,000
$125,000

$1,781,239
$2,240,000
$3,710,000
$90,000
$93,750
$550,000
$3,000,000
$450,000
$884,463
$990,000

√
√

$1,344,619
$418,925

$1,384,957
$418,925

$1,426,504
$418,925

$1,469,300
$418,925

$1,513,379
$418,925

$1,558,780
$418,925

$1,605,543
$418,925

$10,303,082
$2,932,475

√
√

$5,814,000
$49,999
$38,585,001

$5,930,280
$50,000
$42,917,427

$6,048,886
$50,000
$55,073,143
Table 8

$6,169,863
$50,000
$19,640,325

$6,293,261
$50,000
$19,988,481

$6,419,126
$50,000
$14,253,142

$6,547,508
$50,000
$18,586,094

$43,222,924
$349,999
$215,043,612
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Vehicle Replacement Program – Overview and Details by Vehicle Type
Revenue Vehicle
Bus Purchases
Paratransit Purchases

FY 2016 FY 2017 FY 2018 FY 2019 FY 2020 FY 2021 FY 2022
0
18
24
6
7
0
19
12
11
10
10
10
10
10
Table 9-1

Bus - Fixed Route
Vehicles Eligible for Replacement in Current Year
Carry Forward from Previous Years
Total
Total to be Added
Balance

FY 2016 FY 2017 FY 2018 FY 2019 FY 2020 FY 2021 FY 2022
33
0
0
11
18
0
19
9
42
24
0
5
11
11
42
42
24
11
18
11
30
0
18
24
6
7
0
19
42
24
0
5
11
11
11
Table 9-2

Paratransit
Vehicles Eligible for Replacement in Current Year
Carry Forward from Previous Years
Total
Total to be Added
Balance

FY 2016 FY 2017 FY 2018 FY 2019 FY 2020 FY 2021 FY 2022
38
0
20
0
15
0
0
9
35
24
34
24
29
19
47
35
44
34
39
29
19
12
11
10
10
10
10
10
35
24
34
24
29
19
9
Table 9-3

Table 9-1 (above) provides a summary of vehicle purchases to be added to the fleet each fiscal year as part of the Vehicle Replacement program.
These new vehicles will replace vehicles that have reached their end of life and are due for retirement. Table 9-2 and 9-3 list the vehicles that are
eligible for replacement in the current year; vehicles that became eligible for retirement in previous year (carry forward), but have not yet been
replaced; and the number of vehicles that are to be added each year, replacing vehicles eligible for retirement. The balance refers to the net of
vehicles still eligible for retirement that will be carried over to the next year. Table 9-2 is specific to fixed route vehicles. Table 9-3 is specific to
paratransit vehicles. The projections are re-evaluated each year based on available capital funding as part of the Capital Improvement Plan.
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VI.

Current Year Cost and Funding Sources

Table 10, below, provides an overview of expenses and revenue for FY 2015 and FY 2016. The left side of
the table details the FY 2015 actual expenditures and the FY 2016 budget for Operations &
Maintenance. The right side of the table details the FY 2015 actual expenditures and projected
expenditures for Capital. Operations & Maintenance expenses were projected to be 5% higher in FY
2016 than the actuals of FY 2015. Capital expenses for FY 2016 are projected to be 544% higher than in
FY 2015. This large percent increase in capital expenses in FY 2016 is attributed to the projected
expenditure of $24.9 million for the BRT project.

Revenue and Expenditures
FY 2015 Actuals and FY 2016 Budgeted/Projected
Operations and Maintenance
FY 2015
Actual

FY 2016
Budget

Capital
FY 2015
FY 2016
Actual
Projected
$7,369,618 $38,585,001

Operating Expenses
TDM
Fixed Route Bus
Paratransit
Other

$214,333
$38,651,996
$6,735,483
$0

$956,749
$39,317,624
$7,391,170
$0

Total Expenses

$45,601,812

$47,665,544

$7,369,618 $38,585,001

Operating and Capital Revenues
Passenger Revenue
CMAQ
Advertising
Federal Funds
Other Funds
State Funds
Local Funds

$15,187,488
$0
$463,658
$5,382,519
$2,397,726
$9,652,221
$12,518,200

$17,378,544
$0
$469,000
$8,489,532
$7,818,620
$12,677,350
$832,498

$5,895,694 $23,398,001

Total Revenue

$45,601,812

$47,665,544

$7,369,618 $38,585,001

$1,105,443 $10,311,160
$368,481 $4,875,840

Table 10
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VII.

Financial Plan

Financial Plan - Operating Budget
GRTC has prepared a six year operating budget. Table 11 displays the FY 2015 actuals, FY 2016 revised, and the FY 2017 – FY 2022 projections.
Operating expenses for BRT are incorporated in the FY 2018 – FY 2022 projections. FY 2018 has a projected expenditure increase of $2,782,352.
The BRT operating expenses are projected in the GRTC Bus Rapid Transit Financial Plan for Capital and Operating Costs (September 15, 2015).
Each fiscal year expenses and income will be revised based on the actuals of the prior year. Revised revenues for FY 2016 are 5% higher than FY
2015 actual. Revenue is flat between FY 2016 and FY 2017, showing no change. GRTC will subsequently have little change in expenditures
between the two fiscal years. FY 2018 is projected to have a 7% increase in revenue and expenditures related to the operation of the BRT
beginning in fall 2017. GRTC has taken inflation into consideration, and has estimated a 1% increase in revenue and expenditures in FY 2019 and
a 2% increase from FY 2020 to FY 2022.

FY 2015 – FY 2022 Operating Budget
FY 2015
Actual
Operating Expenses
TDM
Fixed-route Bus
Paratransit
Other
Total Expenses
Operating Revenues
Passenger Revenue
CMAQ
Advertising
State
Federal
Local
Other
Total Revenue
Difference

FY 2016
Adopted

FY 2017

FY 2018

FY 2019

FY 2021

FY 2022

$214,333
$38,651,996
$6,735,483
$0
$45,601,812

$956,749
$39,317,624
$7,391,170
$0
$47,665,544

$969,225
$39,117,624
$7,483,670
$0
$47,570,519

$982,074
$41,899,977
$7,977,910
$0
$50,859,960

$995,310
$42,518,976
$7,970,662
$0
$51,484,948

$1,008,942
$43,144,166
$8,391,332
$0
$52,544,440

$1,022,983
$43,975,608
$8,627,279
$0
$53,625,870

$1,037,446
$44,615,364
$9,018,971
$0
$54,671,780

$15,187,488
$0
$463,658
$9,652,221
$5,382,519
$12,518,200
$2,397,726
$45,601,812
$0

$17,378,544
$0
$469,000
$8,489,532
$7,818,620
$12,677,350
$832,498
$47,665,544
$0

$17,688,257
$0
$480,725
$8,859,512
$6,481,302
$12,979,510
$1,081,213
$47,570,519
$0

$17,875,746
$0
$492,743
$9,540,000
$8,030,000
$13,398,203
$1,523,268
$50,859,961
$0

$18,067,530
$0
$505,062
$9,630,000
$8,110,000
$13,823,176
$1,349,180
$51,484,948
$0

$18,263,704
$0
$515,163
$9,830,000
$8,270,000
$14,254,524
$1,411,049
$52,544,440
$0

$18,464,372
$0
$525,466
$10,020,000
$8,440,000
$14,692,341
$1,483,690
$53,625,870
$0

$18,669,637
$0
$535,976
$10,120,000
$8,520,000
$15,136,727
$1,689,440
$54,671,780
$0

Table 11
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Financial Plan - Capital Budget
GRTC has prepared a six year Capital Budget. Pages 29 and 30 above provided the Capital Improvement Plan, project by project over the next six
years. Table 12 provides an aggregate of the expenses matched with the revenue sources. The table includes FY 2015 actual, FY 2016 projected,
and FY 2017 – 2022 projections. GRTC projects to have a large increase in expenditures in FY 2016 – FY 2018. The majority of the increase for FY
2016 and FY 2017 is the Bus Rapid Transit Project. $24.9 million is budgeted for each of those years to fund the project. $5,130,000 million of the
$24.9 million in FY 2016 is budgeted to fund the BRT vehicles. In FY 2018 GRTC is planning to spend $30 million on a permanent Transfer Plaza
which accounts for the majority of the increase in the respective year.

FY 2015 – FY 2022 Capital Budget
FY 2015
Actual

FY 2016
Projected

FY 2017

FY 2018

FY 2019

FY 2020

FY 2021

FY 2022

Total

Capital Expenses
Total Expenses
Capital Revenues
State
Federal
Local
Total Revenue
Funds Remaining for Capital

$7,369,618 $38,585,001 $48,917,427 $55,073,143 $19,640,325 $19,988,481 $14,253,142 $18,586,094 $222,413,230
$7,369,618 $38,585,001 $48,917,427 $55,073,143 $19,640,325 $19,988,481 $14,253,142 $18,586,094 $222,413,230
$1,105,443 $10,311,160
$5,136,330
$5,782,680 $2,062,234
$2,098,791 $1,496,580 $1,951,540
$29,944,757
$5,895,694 $23,398,001 $39,133,941 $44,058,514 $15,712,260 $15,990,785 $11,402,514 $14,868,875 $170,460,584
$368,481 $4,875,840 $4,647,156
$5,231,949 $1,865,831
$1,898,906 $1,354,049 $1,765,679
$22,007,889
$7,369,618 $38,585,001 $48,917,427 $55,073,143 $19,640,325 $19,988,481 $14,253,142 $18,586,094 $222,413,230
$0
$0
$0
$0
$0
$0
$0
$0
$0
Table 12
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