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EXECUTIVE SUMMARY

The 2040 Acadiana Regional Transit Study and Plan (ARTS) was developed to identify transit conditions in
the Acadiana Planning Commission (APC) service area. Upon review of the current state of transit and
corresponding problems, the ARTS proposes possible resolutions to complex challenges. Areas of focus
include fixed-route public transit, Coordinated Human Services Transportation Plan (CHSTP), public grade-
school transportation, University transit service, and transit expansion.

FIXED-ROUTE PUBLIC TRANSIT - LAFAYETTE TRANSIT SYSTEM

Within Acadiana, Lafayette Transit System (LTS), is the only mass fixed-route public transit system. LTS currently
resides under the auspices of the Lafayette City-Parish Consolidated Government and only operates within
the City of Lafayette. After a thorough analysis of the system by APC staff, certain challenges were identified
and include schedule adherence, limited fare structures and fare collection, lack of a student pass program,
route inefficiencies, and limited coordination with other transit operators. To mitigate these challenges a set
of recommendations is proposed and will be further expounded upon within the ARTS. Recommendations
encompass developing a revised fare structure; establishing a student pass program; upgrading the fare
collection technology; revising and/or creating routes to maximize efficiency; and organizing Transit Talk
sessions to improve coordination between agencies.

COORDINATED HUMAN SERVICES TRANSPORTATION IN ACADIANA

When examining Coordinated Human Services Transportation throughout the Acadiana region, the primary
challenges revolved around lack of coordination and efficiency. For example, thirteen providers in the area
each separately manage their own personnel, maintenance, insurance, training, funding, administration, and
more. The APC suggests that the elimination of duplicated efforts and the utilization of a centralized provider
to help with the areas mentioned above would result in a better-served Acadiana region through a district-
wide effort.

PUBLIC SCHOOL TRANSIT - GRADE SCHOOL AND UNIVERSITY SYSTEMS

Partnerships between public transit and educational institutions have been a longstanding solution for
reducing transportation costs for all providers involved. Currently, LTS is limited by the existing fare structure
which does not allow for wholesale purchases. A case study conducted by the APC depicted areas where the
Lafayette Parish School System and the University of Louisiana at Lafayette could develop a partnership with
LTS to offer these educational institutions alternative transportation options. Collaboration by these agencies
could eventually lead to a reduction in overhead costs and the alleviation of roadway congestions at peak
hours of the day. However, political will remains the primary hurdle for the future success of this proposal.

TRANSIT EXPANSION - RURAL AND REGIONAL DEMAND

The state of Acadiana’s rural transit services was practically non-existent until APC received funding for Ride
Acadiana, a pilot project to create connectivity between the urban-rural divide . This fixed-route transit
project between Crowley, Rayne, Duson, Scott, and Lafayette allowed for the understanding of challenges
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facing regional transit, while also addressing known issues. The significant outcome from Ride Acadiana is
the establishment of a framework for future expansion into parish and consecutive regional areas. Expansion
into these areas should be conducted in partnership with LTS which allows for cost sharing opportunities
and broader connectivity coverage. Other considerations for expansion include schedule reliability and
redundancy; long-term financial sustainability; public awareness; and service promotion.

COMMON THEMES AND FUTURE DEMAND

Throughout the implementation of the 2040 ARTS, it became clear that lack of coordination and duplicative
services are prevalent in transit and coordinated human service transportation systems within Acadiana.
Many of the suggestions proposed, could resolve these issues in more efficient ways. Additionally, through
the duration of the ARTS, the cities of Carencro and Broussard both expressed a significant interest in the
expansion of Lafayette’s transit services to their municipalities. However, COVID-19 has been an obstacle to
bringing these plans to fruition. While regional transit appears to be a means to connect Acadiana residents
with its workforce and economic activity, strong political will and dedicated revenue are both necessary
components to ensure success.
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COVID IMPACT ON TRANSIT

The majority of the data and information for the Regional Transit Study was obtained prior to the COVID-19
pandemic. However, the pandemic has had an impact on certain aspects of the project’s progress and on
transit in general. Through a national lens, COVID-19 has greatly decreased the use of public transit for fear
of spreading or acquiring the virus.' Transit systems in metropolitan cities are facing losses of hundreds of
millions of dollars or more.

On the local level, changes were gradually made as the need became apparent. On April 3, 2020, Lafayette
Consolidated Government’s Department of Public Works, Transit Division announced Lafayette Transit System
precautions relating to COVID-19. This involved modified staffing for the fixed service routes, as well as
implementing disinfection of buses and minimization of bus seating.* Simultaneously, concerns arose about
the safety of public-school bus usage when children were due to return to school.®

In addition, proposed expansions of transit to Carencro and Broussard were both halted by the presence of
COVID-19 in Acadiana.

1 De La Garza, Alejandro. (2020, July 21). COVID-19 Has Been ‘Apocalyptic’ for Public Transit. Will Congress Offer More Help?
TIME. https://time.com/5869375/public-transit-coronavirus-covid/.

2 De La Garza, Alejandro. (2020, July 21). COVID-19 Has Been ‘Apocalyptic’ for Public Transit. Will Congress Offer More Help?
TIME. https://time.com/5869375/public-transit-coronavirus-covid/.

3 Lafayette Public Works Department. (2020, April 3). Lafayette Transit System (LTS) Delays [Press Release]. Retrieved from
http://www.ridelts.com/docs/2020-Coronavirus-Route-Modifications.pdf.

4 Lafayette Public Works Department. (2020, April 3). Lafayette Transit System (LTS) Delays [Press Release]. Retrieved from
http://www.ridelts.com/docs/2020-Coronavirus-Route-Modifications.pdf.

5 Guidry, Leigh. (2020, July 6). Louisiana leaders preparing for schools to open in fall must fix bus problem amid COVID-19.

Lafayette Daily Advertiser. https://www.theadvertiser.com/story/news/local/education/2020/07/06/louisiana-coronavirus-
covid-19-school-reopen-safely-fall-bus-problem/5349135002/.
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INTRODUCTION AND BACKGROUND

Acadiana Planning Commission (APC) serves the public sector in the planning and implementation of
Economic, Community, and Transportation Development throughout the region known as Acadiana including
the Louisiana Parishes of Acadia, Evangeline, Iberia, Lafayette, St. Landry, St. Martin, and Vermilion. APC serves
as the umbrella organization for Acadiana’s Metropolitan Planning Organization (AMPO).

The AMPO has been designated by the Governor of Louisiana as the MPO for the Acadiana Metropolitan
Planning Area and is the responsible agency for transportation and planning activities coordinated on behalf
of the Federal Highway Administration and the LA Department of Transportation and Development. The
continuing transportation planning process is a critical element of overall planning. It is also an essential
requirement to ensure that the transportation system is serving the travel demand in an efficient and effective
manner.The AMPO, herein referred to as APC, is responsible for conducting continuing transportation planning
which is coordinated with other local, state, and federal planning activities.

Public transit in the Acadiana Region is fragmented—in service, funding, maintenance, cost, political support,
public and private support, geography, efficiency, management, ridership, accessibility, convenience, and in
information. In order to address these concerns, APC received a transit grant to study and develop regional
transit recommendations for the Acadiana area. APC secured funding for this study through the Federal
Transit Administration Formula Grants for Rural Areas program. This program provides capital, planning, and
operating assistance to support public transportation in rural areas with populations of less than 50,000,
where many residents often rely on public transit to reach their destinations. As an example, in the Acadiana
Region, there are numerous zero-car households that rely on public transit support (see Table 1).¢

TABLE 1

ZERO-CAR HOUSEHOLDS IN ACADIANA

PARISH PERCENT OF HOUSEHOLDS NUMBER OF HOUSEHOLDS
Acadia Parish 7.7% 1,716
Evangline Parish 11.7% 1,426
Iberia Parish 9.7% 2,549
Lafayette Parish 6.9% 6,321
St. Landry Parish 9.8% 2,992
St. Martin Parish 6.7% 1,324
Vermilion Parish 7.2% 1,581

This study aims to shed light on the opportunities that exist relative to a transit authority, make
recommendations on future improvements to the existing system, and depict the political challenges that
may need to be overcome to have a viable, robust service.

6 U.S. Census Bureau (2019). 2015-2019 ACS 5-Year Data Profile. Retrieved from https://www.census.gov/acs/www/data/
data-tables-and-tools/data-profiles/.
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TRANSPORTATION CONDITIONS IN ACADIANA -The 2040 Metropolitan Transportation Plan (MTP) is a 24-
year plan that communicates the transportation vision of the Acadiana region. The plan sets forth strategies
for moving people and goods within our region safely and efficiently. The APC transportation planning process
enables a regional perspective through a comprehensive, coordinated, and continuous planning process. The
process is data-driven, goal-oriented, and facilitates meaningful input from stakeholders and the public. It
also encourages examination of and learning from the past, understanding the present state of things, and
determining the best future direction.

Regions with more than 200,000 people must maintain a congestion management process (CMP) and use it
to inform transportation planning and decision-making. The CMP identifies potential improvements based
on quantifiable data and considers congestion in developing transportation improvements. The process
establishes a baseline condition for future comparison of conditions and allows for project prioritization based
on potential congestion mitigation. The CMP provides solutions beyond simply adding roadway capacity, as
mitigation development includes other solutions that may be more effective and cost-efficient.

Over 95% of trips generated in the area are vehicle-based trips that utilize the streets and highway network
to navigate the community.” This fits in with the largely low-density, suburban, and agricultural development
patterns that dominate the area. Public transit, if widely used, could give commuters an alternative to vehicle
congestion thus allowing drivers to reach their destinations more quickly, saving time, and increasing
productivity. Transit provides the Acadiana region with a solution that could reduce traffic congestion, improve
air quality, and provide a wider range of mobility options.

The APC set out to study transit in order to understand the region’s transit needs and deficiencies with the goal
of identifying transit investments that can attract a significant number of new passengers while improving the
transit experience for existing passengers. It was necessary to assess realistic funding strategies, identify an
organizational structure that will promote the development of a seamless regional transit system, outline
existing transit services, and prepare for future needs in order to improve transit options for all individuals
living in urban, suburban, or rural areas.

PURPOSE OF REGIONAL TRANSIT STUDY - The purpose of the 2040 Acadiana Regional Transit Study and
Plan (ARTS) is to provide a comprehensive plan for an optimized transit system to meet the needs of the
Acadiana Metropolitan Area and extended Acadiana Region (State Planning District 4). Specific improvements
in this 2040 Transit Study and Plan will be prioritized for implementation in stages. Transit services will be
designed to expand ridership by attracting the broadest spectrum of demographic groups, representative
of the service area by age, ethnicity, income, employment, and trip purpose. This comprehensive multi-year
regional transit study (including urban and rural areas) is designed to evaluate practicable service options
that will include both private and public resources. The transit study and plan encompass four main project
deliverables: 1) analysis and recommendations of the existing fixed-route, Lafayette Transit System; 2)
analysis and recommendations for Coordinated Human Services Transportation Providers; 3) analysis and
recommendations for public school transit; and 4) analysis and recommendations for the expansion of parish
and regional transit service. Most importantly, the purpose of the 2040 ARTS is to provide government and
the general public with a plan for local jurisdiction consideration and support.

7 The Acadiana Metropolitan Planning Organization. (2020). Acadiana Metropolitan Transportation Plan Update, 44. http://
mpo.planacadiana.org/metropolitan-transportation-plan-mtp/.
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FIXED-ROUTE PUBLIC TRANSIT - At the center of the urbanized area lies the City of Lafayette which is
home to a population of 122,000 residents. Nearly 90 percent of the population utilizes single vehicles as
the primary mode of transportation.?2 The remaining residents rely on a combination of public modes of
transportation including the fixed route transit service, Lafayette Transit System (LTS). LTS is the only fixed
route mass transit service within Acadiana. Smaller transit operators serve specialized populations which
include University students, grade school transportation, and the population served by Coordinated Human
Services Transportation. Outside of the City of Lafayette, fixed-route public transit is non-existent. In this
study, an assessment of the Lafayette Transit System was conducted to better understand the ridership
base, demographics and utilization purposes. Additionally, an in-depth review of the route performance was
conducted to provide route improvement recommendations which could be made to optimize local usage
and set the stage for route expansion into the Lafayette commuter shed.

COORDINATED HUMAN SERVICES TRANSPORTATION PROVIDERS - Coordinated Human Services
Transportation. Coordinated Human Services Transportation is a type of supplementary transit service that
aims to provide individualized rides for specific populations including the disabled, veterans, and other
individuals who need assistance. Services are not typically defined by fixed routes or timetables. In Acadiana,
13 providers offer service to this specific population and the type of service is often dictated by the funding
source. LA DOTD offers various funding pots specific to the type of disability or assistance required. In
discussions with the service providers in Acadiana, it became apparent that a lack of centralized dispatching
and the lack of understanding surrounding the funding sources fostered service duplication. The study
examines the conditions contributing to inefficiencies in service coordination and highlights several areas for
improvement.

GRADESCHOOL AND UNIVERSITYTRANSIT -Indensely populated cities and urbanized areas, coordination
among the varying transit service providers is critical to the success of service utilization. Universities and grade
schools often develop partnerships with the local fixed route transit system to provide student passes and
promote coordination of student pick-up locations. This type of coordination not only improves congestion at
peak hours of the business day, but also alleviates challenges that exist with bus driver shortages. To improve
transit coordination in Acadiana, this study considers the student populations for the University of Louisiana
Lafayette, the South Louisiana Community College, and the Lafayette Parish School System. Each house
varying levels of transit services catered to specific population groups and little coordination exists with the
Lafayette Transit System.

REGIONALTRANSIT-The AcadianaRegionalTransit Study and Plan ultimately seeks to explore the possibilities
of consolidating transit and human services coordination under one umbrella organization. In some states
like Texas this is accomplished through a Regional Mobility Authority (RMA). An RMA is a political subdivision
formed by one or more parishes to finance, acquire, design, construct, operate, maintain, expand, or extend
transportation projects. These projects can be more than just roadways and hard infrastructure. Projects could
include transit coordination, expansion, and centralization of aspects with the human services transportation
providers in Acadiana. Although an RMA may not be feasible here in Acadiana, due to the existing authorities
provided to the AMPO/APC, centralization of the varying transit and human services transportation may be
a plausible solution. However, this is not to say that challenges will not be encountered should this initiative
ever transpire. The study depicts some of these potential challenges and proposes incremental steps for
implementing regional transit via the coordinated efforts of LTS and APC.

8 U.S. Census Bureau (2019). Selected Economic Characteristics, 2019: ACS 5-Year Estimates Data Profiles. Retrieved from
https://data.census.gov/cedsci/table?g=310M500US29180&tid=ACSDP5Y2019.DP03.
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TRANSIT ENVIRONMENT IN ACADIANA

PERCEPTION OF TRANSIT IN ACADIANA

Laden by budget cuts, lack of political support, and lack of public confidence, mass transitin Acadiana struggles
to survive in aregion that s so heavily reliant on oil and gas. In South Louisiana, the workforce demands higher
consumption of oil and gas more so on the principle of supporting an industry that is inherent to the area’s
ability to thrive. Those unfamiliar with the benefits of public transit in relation to congestion management and
its overall ability to meet the needs of zero-car households cannot comprehend its significance. Advocates of
public and multi-modal means of transportation are often caught in the crosshairs of a culture that celebrates
independence and the rite of passage to drive at the age of sixteen. Furthermore, lack of public resources
to support the Lafayette Transit System'’s operations erode its ability to provide adequate service levels.
Trip frequencies, bus reliability, and public service information are all critical to the success of the system’s
utilization. If these fundamental elements are deemed not as important or inhibited by funding cuts, the
service will operate at a bare minimum to survive and may never experience optimized utilization.

ASSESSMENT OF LAFAYETTE TRANSIT

To further substantiate the correlations mentioned above, the APC conducted a system-wide passenger survey
on the only fixed-route transit service in Acadiana. Surveys were intended to determine how and why current
riders use transit, their level of satisfaction, and preferences for future improvements. Appendix A illustrates the
survey questions and other pertinent survey analysis.

SYSTEM-WIDE PASSENGER SURVEY AND FINDINGS

The survey was issued in a questionnaire format consisting of 21 multiple choice questions. Riders were asked
a number of demographic questions to better understand the transit market in Lafayette and Acadiana as a
whole. Furthermore, federal guidelines require that demographic information on the ridership of each route
be gathered to determine whether service changes disproportionately impact minorities and low-income
riders.

Surveys were distributed on all routes on weekdays and Saturdays, consisting of 166 different trips to include
weekday service, Saturday daytime service, and evening service schedules. A robust sample size of routes
analyzed consisted of 166 trips for a total of 136 service hours (43%). LTS currently operates a total of 316 service
hours. Findings from ridership respondents addressed ridership purpose, system performance, ridership type,
and safety perception.

RIDERSHIP PURPOSE RESULTS - As illustrated in Figure 1, forty percent of all riders use the bus to get to or
from work. Other trip purposes include personal business, shopping, medical appointments, recreation, and
visiting friends or family. An average of 19 passengers per hour board each throughout the day. The largest
group, at a rate of 40 percent of LTS riders, are commuting to work. LTS is an essential service for businesses
throughout Lafayette, particularly ones that employ lower wage workers. The lower-income population
working for minimum wages often struggles to meet their basic needs and afford costs related to housing,
clothing, food, medical care, much less the added costs of vehicle ownership to include insurance and proper
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maintenance. When performing comparative analysis relative to other bus-only transit systems, school-related
trips were significantly underrepresented on LTS. This may be a result of the individualized services offered by
the local University, community colleges, and local grade schools.

FIGURE 1

SYSTEMPERFORMANCERESULTS -When asked about bus service performance, scheduleadherence was the
number one area in need of improvement within the LTS system, as indicated by 40% of riders. Approximately
one third of all weekday trips arrive at Rosa Parks Terminal at least five minutes delayed. On Saturdays, 27
percent are at least five minutes delayed. LTS routes are scheduled so that buses theoretically arrive and
depart Rosa Parks Terminal simultaneously to facilitate transfers. When a bus arrives delayed at the terminal as
buses are scheduled to depart, some drivers will postpone their departure to allow transferring passengers on
the delayed bus to board. This creates a snowball effect of buses running later and later throughout the day.

Schedules allot the same amount of time to cover the route on Saturdays as on weekdays. Surveys indicated
that a lower percentage of delayed buses occurred on Saturday. When comparing this with weekday results, a
correlation could be made to less traffic congestion on Saturdays or a possible alteration in traffic patterns. The
exception is Route 70 which may require significant improvements for schedule adherence on Saturday. That
route is stretched two miles longer on Saturdays to serve Lourdes Hospital, which is typically accommodated
by Route 65, during the weekdays. Route 65 does not operate on Saturday.

TRANSIT ENVIRONMENT IN ACADIANA 11



RIDERSHIP TYPE RESULTS - Figure 2 depicts the household income distribution of LTS riders. The majority
of riders live in a household where the combined annual income is less than $15,000 per year, which is the
earnings amount for working full-time at the minimum wage. The number of higher-earning riders falls
exponentially. Riders living in households with a combined annual income of $15,000 to $19,999 comprise
18 percent of the total; 12 percent are in the $20,000 to $29,999 household income category, six percent
are in the $30,000 to $39,000 household income category, and three percent are in the $40,000 to $49,999
household income category. The four income categories earning an annual household income of at least
$50,000 comprise only four percent of all LTS riders.

FIGURE 2

The majority of LTS passengers are what are often termed “captive riders." They lack the income to own and
operate an automobile after paying for their basic needs. The service attracts few “choice” riders who have
the means to buy, insure, maintain, and drive a car. This analysis can be further justified by the data indicating
large places of employment. As illustrated in Appendix B, employment opportunities are concentrated
along Pinhook Road, Ambassador Caffery Parkway, and Kaliste Saloom Road. Many of them are “big box”
retailers that are surrounded by fast food restaurants, both of which employ many low wage workers. These
employment corridors are located on the opposite end of Lafayette from the heaviest concentrations of zero
car households. This presents a great challenge for many individuals with no car to find and keep a job. A daily
commute by a private ride service would cost these workers at least 35 percent of their after-tax income. As
such, transporting low wage employees to work falls heavily on public transit.
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RIDERSHIP SAFETY RESULTS - One survey question measured the perception of personal safety among
the existing LTS ridership base. “How important is it to make improvements in security on buses and at bus
stop locations?” Respondents indicated little concern regarding personal safety concerns and protocols.
Interestingly, in a similar survey conducted among a smaller group of non-LTS users, safety and security were
of greater concern than what was expressed by LTS riders. Assertions could be made that non-LTS riders
possess unsubstantiated concerns regarding personal safety while riding public transit. Rather, little to no
fear for personal safety exists among the transit culture and "regular" riders.

PASSENGER SURVEY SUMMARY -In summary, transitis underutilized in the City of Lafayette and unavailable
in the surrounding commuter-shed. Underutilization can be attributed to multiple factors: lack of financial
resources, unsubstantiated public safety concerns, duplication of individualized services, and the inability of
the system to maintain optimal service levels. Of the ridership base the majority are low-income workers who
rely on public transit to access employment opportunities. The need is critical for disadvantaged populations,
however, the ridership fees in general cannot and were never designed to cover the costs associated
with operations and maintenance. Federal funding for transit operations is typically dedicated to capital
expenditures and does little for day-to-day operations. Local funds are generally the solution to provide a
community with a robust system, but the political will to achieve this is non-existent in Acadiana. To bolster
system usage across Acadiana, politicians would need to see the benefit of offering their employment base
alternative modes of transportation not only for economic purposes, but also to improve roadway congestion.
The question is whether these priorities are substantive enough for these same politicians to invest resources
in a system that is underutilized. This study will further examine potential solutions for coordination among
individualized service providers and ways to bolster fixed-route transit usage.

ANALYSIS OF LAFAYETTE TRANSIT SYSTEM OPERATIONS

The City of Lafayette contains the majority of large trip generators in the Acadiana region. A large part of
these trips is connected to the surrounding commuter shed. Lafayette Transit System is the only fixed-route
public transit system in the region and has a decades-long record of providing transit service. To improve
service utilization, LTS could tap into those residents commuting from around the city, but to achieve any
sort of expansion residents would need assurance that inner-city service levels would not be negatively
impacted. Additionally, surrounding municipalities would be required to financially contribute to transit
system expansion.

Ridership fees do not and cannot cover the cost to operate a transit system. General fund dollars contributed by
the City of Lafayette and FTA funding constitute the systems revenue base. The Federal Transit Administration
allocates Urban Area Formula Grants (5307) which supplement the cities’ contributions to capital and
operational expenses. Capital costs are those costs relative to bus purchases. Cost share ratios are depicted in

Table 2:
TABLE 2
REVENUE SOURCE OPERATIONAL COSTS CAPITAL COSTS
Lafayette City General Fund 50% 20%
Urban Area Formula Grant 50% 80%

TRANSIT ENVIRONMENT IN ACADIANA 13



To further understand LTS operations, APC staff performed an in-depth study in 2015-2016 on LTS route
conditions to determine areas of strengths and improvements. APC staff (surveyors) rode each scheduled trip
from the beginning to end of the service day. Each route was also ridden on a weekday and again on a Saturday.
Surveys were not conducted during inclement weather, holidays, or school and University breaks. Surveyors
recorded the following information: the time each bus trip began and ended; the number of passengers who
boarded at each stop along the route; stops at which bicycles were loaded and unloaded on the exterior
bike racks; stops where wheelchair passengers boarded and alighted; and whether there was a non-recurring
incident that caused delay.

Along with the network schedule, findings from the surveyor results are described below and include average
daily passengers; maximum passenger load points; bus stop locations; schedule reliability; fare structure; and
fare collections.

NETWORK SCHEDULE - Lafayette Transit System consists of two primary networks: a daytime service that
operates between 5:45am and 6:30pm, and an evening service that operates between 6:30pm and 11:20pm,
ending on Saturdays at 10:20pm. Daytime and evening routes have different routings, fare structures, vehicles,
and schedules. A pass or transfer issued during the daytime is not valid on an evening service bus. The system
was designed as a hub-and-spoke where all routes end at the center of Downtown Lafayette at the Rosa Parks
Terminal. Daytime and nighttime systems largely cover the City of Lafayette Service with 16-20 passenger
“cutaway” vehicles which are high-floor vehicles designed with wheelchair lifts to accommodate individuals
with disabilities. LTS routes, times, and no service days are illustrated in Table 3.

TABLE 3

DAYTIME ROUTES - 5:45AM TO 6:30PM

Weekdays Six Routes Hourly Six Routes Every Half Hour
Saturdays Four Routes Hourly Five Routes Every Half Hour
EVENING ROUTES - 6:30PM TO 11:20PM

Weekdays Four Routes Hourly

Saturdays Four Routes Hourly *Service Ends at 10:20pm
NO SERVICE DAYS

Sundays Good Friday Labor Day
New Year’s Day Memorial Day Thanksgiving
Mardi Gras July 4th Afternoon of Christmas Eve

Christmas Day

SYSTEM PERFORMANCE MEASURES - Nationwide, the main performance indicator for public transit is the
average number of passengers who board a transit vehicle per hour that it is providing service to paying
customers. This is called passengers per revenue service hours. LTS's daytime network operates 13 buses in
revenue service on weekdays and ten buses on Saturdays. The annual total comes to 46,563 hours of daytime
vehicle revenue service. Each instance of a passenger boarding a bus in revenue service is counted as an
“unlinked” passenger trip, or simply a passenger for short.
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Transit operating costs are largely a function of the number of hours that all the buses are out on the street
providing service to revenue-paying customers. For instance, Routes 25 and 70 carry almost the same number
of passengers on weekdays, 357 and 355, respectively. However, Route 25 has two buses providing service
while on Route 70 all passengers are served by only one bus. Also, Route 25 starts earlier in the morning and
ends service later in the afternoon than Route 70. While the two routes are virtually tied for the number of
passengers carried per weekday, the operating cost of Route 70 is less than half the amount of Route 25.

The LTS daytime system averages 18 passenger boardings per vehicle revenue service hour on weekdays, and
16 on Saturdays. However, there is a great variation in productivity between routes. Route 55 has the lowest
productivity, carrying only four passengers per vehicle hour, while Route 50 is ten times more productive,
carrying over 40 passengers per vehicle service hour. This is on par with successful bus lines in New York,
Chicago, and Los Angeles. Route 70 - Kaliste Saloom also has outstanding productivity carrying 30 passengers
per vehicle service hour, over 50 percent higher than the system average. Route 65 at six passengers per
vehicle service hour measures less than half of the system average. There is a nationwide standard for transit
resource allocation. Routes that are at least 150 percent of the system average should receive more resources
while routes performing at less than half the system average should be eliminated.

Free transfers were not provided between daytime and evening buses when many people are going home
from work. LTS day and monthly passes were not valid on evening service. Evening cash fares were twice the
daytime fare. The risk of accessing bus stops after dark where there are no sidewalks or lighting also had a
negative impact on ridership after 6pm. (See Figure 3).

FIGURE 3
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AVERAGE DAILY PASSENGERS - Route 50 carries more passengers than any other route in the System with
503 boardings on an average weekday and 348 on Saturday. Routes 25 and 70 are virtually tied for second
place on weekdays at 357 and 355 daily passengers, respectively. Route 31 has the second highest number of
passengers on Saturdays because it combines Routes 30 and 35, which operate only on weekdays. However,
the number of passengers on the Saturday version of the Pinhook service, Route 71, drops off dramatically to
approximately half of the weekday level. The cause of the ridership drop is explained in the schedule adherence
findings related to trips returning at least five minutes late to Rosa Parks. Figure 4 indicates that on Route 71,
75 percent of trips are at least five minutes late, while on weekdays all Route 70 trips throughout the day are
on time. Schedule delays are likely a contributing factor to the impact on ridership.

FIGURE 4

MAXIMUM PASSENGER LOAD POINT -Measuring the maximum number of passengers on board at one point
during a trip indicates where overcrowding occurs. If many trips on a route are overcrowded, more frequent
service is needed to meet passenger demand, provide everyone with a seat (especially frail passengers),
and to expand the customer base in a proven market. LTS buses have 32 seats; the greatest load observed
was 29 passengers on Route 50 followed by 27 passengers on Route 70. On short routes where passengers
spend limited time on the bus, standees are not problematic. On longer routes it becomes inconvenient for
passengers to stand for more than fifteen minutes.
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BUS STOP ANALYSIS - The map illustrated in Appendix B, illustrates the number of passenger boardings at
each LTS bus stop. Larger symbols indicate more passenger boardings at a given location. Some stops were
served by more than one route and the figures reflect total passenger boardings. Only daytime service is
represented. Evening service was operated as a different network at the time of the on-board survey. Passenger
boardings at Rosa Parks Transportation Center are primarily comprised of transfers which are not represented
in the figure in Appendix B.

Northside Walmart’s bus stop held the most activity with its location along the Evangeline Thruway/Highway
90 corridor. Nearly, 105 daily weekday boardings occurred at that location. A transit frequency of thirty minutes
allowed passengers to shop without longer wait times. Walmart trips were the principal trip generator for
those riding LTS. Route 50 in route to Walmart held the highest number of passengers of all LTS routes. After
the study concluded, closure of the Northside Walmart was announced. Residents frequenting that Walmart
location were suddenly required to ride a service with a trip frequency of one hour.

Highly active bus stops in residential neighborhoods are concentrated on Martin Luther King, Jr. Drive, Orchid
Drive, Madeleine Avenue, and Gilman Road with some significant outliers on Verot School Road, Moss Street,
and near Surrey Street. Other active bus stops serve employment and commercial centers concentrated on
Ambassador Caffery Parkway and Pinhook Road with a significant outlier on Gloria Switch Road adjacent to
Lowes. Johnston Street, a main commercial corridor, depicts continuous bus stop activity. The proximity of
stops is indicative of the small and medium-sized businesses adjacent to either side of the roadway.

Bus stop boarding trends in Lafayette mirror that of most transit-oriented communities. Riders tend to live
more in one part of town and travel heavily to other parts for employment purposes.

APC staff worked closely with Lafayette Transit System to perform the stated route analysis and attended
weekly transit staff meetings for coordination purposes. Many of the recommendations below were presented
to LTS staff members and several route improvements have been integrated into LTS’s daily operations. Other
recommendations are made for future service integration and include: schedule reliability improvements, fare
structure improvements, and route consolidation improvements.

SCHEDULE RELIABILITY RECOMMENDATIONS - Reliability and redundancy are contributing factors to
transit usage and performance. Approximately, 32 percent of all weekday trips and 27 percent of all Saturday
trips within LTS arrive five minutes delayed at the Rosa Parks Terminal. Schedule adherence could potentially
be achieved in three ways:

1. ATSPiselectronic systemwhereby buses communicate
directly to each other. Buses can signal on-coming traffic any schedule delays. The signal
then responds by extending a green light for a total of five to ten seconds. TSP has several
benefits. A long national track record exists of improving bus travel time and reliability
without adversely impacting general traffic movements. Transponders on buses cost
approximately $50 per unit and are easy to install. However, programming traffic signals
to allow buses to pass through intersections with less delay may become problematic for
intersections that experience large volumes of transit buses.

TRANSIT ENVIRONMENT IN ACADIANA 17



2. STREAMLINING ROUTE ALIGNMENTS - Currently routes have frequent turns, often
across oncoming traffic at unprotected intersections. This type of route maneuvering
slows down average bus travel speeds and increases risk. Reducing bus travel on narrow
residential streets and across fast-moving traffic at unsignalized, busy intersections could
alleviate schedule pressures. However, implementing route alignments may require some
passengers to walk a little further than what is currently programmed for bus boardings
and alightings.

3. ALIGN RUNNING TIMES AND TRAVEL TIME - It is recommended that planned routes
accurately and dependably reflect travel times. Passengers would be able to make
connections at Rosa Parks Terminal provided that the same amount of running time was
added to all routes. However, the possible route frequency would no longer be every 30 or
60 minutes, but instead be about every 40 and 80 minutes which would be less convenient
and harder for riders to remember.

FARE STRUCTURE AND FARE COLLECTION RECOMMENDATIONS - Two major changes are recommended
to fares. First, implementing a student program could be beneficial for the entire community. An expansion
of the fare structure could include passes for grade school students, higher education students, and for
employers to offer their employees. Further context on the student pass program is provided in the analysis
on public transit to public schools. The second innovation would be a fare collection technology upgrade to
shift towards proximity cards instead of relying on cash collection and paper mag-stripe cards. The purpose of
fare innovation is twofold: to increase ridership by 20 percent and increase fare revenue by 30 percent.

STUDENT PASS PROGRAM RECOMMENDATIONS - Acadiana is one of the only systems nationally without
a student transit pass program. Best practices for grade school and higher education student transportation
feature optimized use of the public transit system instead of relying solely on a yellow school bus system.
Students in regions with the highest levels of Gross Domestic Product in the nation can board any bus or train
by using a proximity card for the fare. In comparison, Lafayette Parish School System (LPSS) spends significantly
more on the yellow school bus service. The cost can be perceived as redundant to the entire community. Local
taxpayers are not only contributing to public transit through taxes levied by LCG but are also paying for school
transit through local taxes levied by the parish school system. Often the two systems service the same routes
and bus stops along the way. Coordination among the two for transit-related service could improve system-
wide utilization.

Lack of adequate transportation to South Louisiana Community College (SLCC) and University of Louisiana at
Lafayette (UL) is also a barrier to earning a degree for many young people. Low levels of educational attainment
in the general population negatively impacts economic advancement.

FARESTO INCENTIVIZE PROXIMITY CARD USE RECOMMENDATIONS - Transit passengers are consumers

of a product: transportation. Like consumers of all goods and services, they respond to pricing and convenience
when making decisions.

18 TRANSIT ENVIRONMENT IN ACADIANA



LTS facilitates the fare structure depicted in Table 4:

TABLE 4

DAY FARES

Adult $1.00

Child 6-12 years of age $0.90
Disabled, Seniors & Medicare $0.50
5 and under with Adult Free
Day Pass $3.00

12-Ride Pass $10.00

Adult Monthly $38.00

Disabled, Senior, Medicare Card $19.00
One Day Pass $3.00

Multi-ride cards and passes are available only at one location: the LTS information desk at Rosa Parks
Transportation Center during regular business hours.

APC sstaff recommends instituting a new fare structure (Appendix C) and fare collection technology that together
would cause a shift away from cash collection drop boxes and toward proximity cards. This alone could lead to
the expansion of ridership by bringing in new passengers who would use wholesale passes for students and
employees. Wholesale passes would be available only by proximity card verification. As an example, proximity
cards are currently being used by Shreveport’s public transit agency which has had tremendous success.

Well-promoted student passes for college students and employees combined with easy-to-use proximity card
fare payment technology could reduce vehicle miles traveled in Acadiana.

ROUTE CONSOLIDATION RECOMMENDATIONS - Below are a set of route adjustment recommendations
to improve the efficiency and flow of LTS service operations. Recommendations are derived from the
observations conducted during the LTS Operations Analysis and survey information. Implementation of these
route adjustments could lead to increased ridership and set the stage for future service expansion.

ROUTE 15 - CONGRESS STREET

Eliminate Saturday Service to South Louisiana Community College

The map illustrated in Appendix D, illustrates the Congress Street Route which services South
Louisiana Community College (SLCC). SLCC classes are not typically offered on Saturdays,
additionally, the facilities are also closed this day. On Saturday, this route averages one
passenger boarding and three alightings during this segment of service. Eliminating the loop
would reduce the route length by 1.1 miles and travel time by five minutes. Schedule reliability
would improve, particularly during the afternoon when the bus is often delayed by shopping
traffic on Ambassador Caffery Boulevard.
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ROUTE 25 - JOHNSTON STREET

Eliminate the two-mile route deviation off Johnston Street to West Bayou Parkway

As illustrated in Appendix E, daily weekday deviations occur off Johnston Street to West Bayou
Parkway. This route deviation is offered both during morning trips and afternoon trips but is not
published on any public schedule or map. Ridership on the West Bayou Parkway loop averages
less than one rider per day while increasing ridership time of other passengers by ten minutes.

Demonstrate that LTS can carry significant numbers of high school students
On school days only, Route 25 should be considered for student transit service directly to
Lafayette High School (LHS) for the 7:00am bell and home from after-class activities.

Route 25 has the highest potential for carrying high school students. It serves a dense
concentration of LHS district students residing in apartment complexes bounded by Robley
Drive, Acadiana Mall, Johnston Street, and South City Parkway. LHS is the only high school in
Lafayette located directly on a major arterial easily accessed by LTS buses. Currently, the closest
Route 25 bus stop to LHS is 0.5 mile away on Johnston Street at Foreman Drive. By adjusting the
schedule and school day routing as shown in Table 5, LTS could decrease the burden placed
on yellow school buses.

TABLE 5

LAFAYETTE TRANSIT SYSTEM ROUTE 25
SCHOOL DAY ONLY SCHEDULE

DEPART DEPART ARRIVE
ROSA PARKS HII&I:-IFIS\EETOT(EL* SOUTH CITY HIIéII‘-IFggII-EIEI;'I)EL+ ROSA PARKS
TERMINAL PARKWAY TERMINAL
5:45 6:10 6:40
6:15 6:40 6:55 7:10
6:45 7:00 7:10 7:40
7:15 7:40 8:10
7:45 8:10 8:40
8:15 8:40 9:10
8:45 9:10 9:40
9:15 9:40 10:10
9:45 10:10 10:40
10:15 10:40 11:10
10:45 11:10 11:40
11:15 11:40 12:10
11:45 12:10 12:40
12:15 12:40 13:10
12:45 13:10 13:40
13:15 13:40 14:10
13:45 14:10 14:40
14:15 14:40 14:55 15:10
14:45 15:00 15:10 15:40
15:15 15:40 15:55 16:10
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LAFAYETTE TRANSIT SYSTEM ROUTE 25
SCHOOL DAY ONLY SCHEDULE

DEPART DEPART ARRIVE
ROSA PARKS HIZI:-IFIS‘EEITOT(gL* SOUTH CITY Hlléll\-nggll-El-{)-I;)EL+ ROSA PARKS
TERMINAL PARKWAY TERMINAL
15:45 16:00 16:10 16:40
16:15 16:40 17:10
16:45 17:10 17:40
17:15 17:40 18:10

*VIA OUTBOUND JOHNSTON, RIGHT ARNOULD, RIGHT CONGRESS, RIGHT FOREMAN, RIGHT JOHNSTON TO REGULAR ROUTE
+VIA INBOUND JOHNSTON, LEFT ARNOULD, RIGHT CONGRESS, RIGHT FOREMAN, LEFT JOHNSTON TO REGULAR ROUTE

Add a bus stop on Johnston inbound, nearside Guidry Road

Guidry Road has a sidewalk leading from the proposed bus stop location to several large
apartment complexes (Figure 5). The nearest existing bus stop is 900 feet away on Johnston
Street with no sidewalk.

FIGURE 5: INTERSECTION AT JOHNSTON STREET & GUIDRY ROAD

ROUTE 45 - MOSS

Schedule Reliability

Route 45 as illustrated in Appendix F has the lowest on-time performance of all LTS services. On
weekdays 75 percent of trips are at least five minutes late and on Saturdays, 50 percent are also
late. To improve schedule reliability, two minutes should be docked from the time-point on
Gloria Switch Road at Lowes. The bus often arrives early and pauses for several minutes there
because it is a hard time-point, but then it arrives late at Rosa Parks Terminal (See Figure 6).
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FIGURE 6

Newly Proposed Service Run

Route 45 service should be considered for an additional earlier morning trip. This could allow
passengers to connect with Route 70 and arrive at potential employment corridors on Pinhook
Road and Kaliste Saloom Road between 7:00 and 7:30am. Currently, Route 45 passengers
cannot arrive at work on the south side of the city before 8:00am. Given that 40 percent of all LTS
passengers are utilizing the service for occupational purposes, improving the morning service
options could improve job access and further contribute to Lafayette’s economic viability.

The new trip should depart Rosa Parks at 6:15am to enable improved passenger transfers.
Bus schedules departing the transit center 15 and 45 minutes past the hour may have better
access if the route departed at 6:15am. Upon departure the bus would travel to Evangeline
Throughway/I-49 to the Pont des Mouton exit following the regular route. Bus stops that
experience limited boardings are typically skipped during service operation, thereby increasing
daily revenue service hours. It should be noted that the first trip in the morning does not return
to the Rosa Parks transit center for connections until 7:18am. By that time the first two buses
heading to the Pinhook Road and Kaliste Saloom Road employment corridors have already
departed on Route 70 which has the second highest passenger productivity in the system.
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ROUTE 65 - SOUTH CIRCULATOR

Completely redesign and rebrand the route

Ridership for Route 65 (Appendix G) is extremely low with only six passengers per vehicle
revenue service hour. Except for Lourdes Hospital, all stops are served by other routes. As such,
the South Circulator should be replaced with LTS’ first cross-town commuter route: Route 65 —
North-South EXPRESS.

PROPOSED ROUTE 65 - NORTH-SOUTH EXPRESS

Implement LTS’ first EXPRESS Route 6 days/week

Routes 70 and 45 are the second and third most productive services on weekdays but the
service is only hourly. More Route 70 passengers transfer from Route 45 than any other route.
The proposed new route, as illustrated in Appendix H, would join these two corridors to provide
Lafayette’s first “one seat ride” from the north side of the city to the south side and could reduce
commuter travel times by one hour each way.

This newly proposed service would be offered every two hours with one bus or hourly with
two buses. The schedule would be timed to fill in the hour intervals between Route 45 and 70
trips. The Express would be routed through Downtown Lafayette on Jefferson Street where
passengers could make transfers on Jefferson Street at Cypress Street. It should be noted that
this transfer location currently facilitates stops for routes 15, 20, 35, and 50.

Immediate changes to routes 45 and 70 are not recommended. Instead, passengers should be
informed of the new service, while a study of potential modifications to Routes 45 and 70 could
be further analyzed in the future.

In summary, recommended route adjustments are included as a component of the
comprehensive analysis performed on the only fixed-route public transit service in Acadiana. If
other municipalities or parishes were to consider offering transit, it would be beneficial to first
consider a partnership with Lafayette Transit System.

NEED FOR TRANSIT COORDINATION

In 2018, APC staff re-instituted Transit Talk sessions which was a way for transit agencies across the community
to meet and holistically coordinate transit efforts. Agencies represented included the Lafayette Parish School
System, the University of Louisiana Lafayette, and South Louisiana Community College. Representatives from
the transit divisions within each agency collaborated on improved resource management. Topics of discussion
included planning, purchasing, vehicle operations, maintenance, and marketing which were considered for
future coordination. Goals of this coordinated effort included reduced unit costs, increased ridership, and
improved cost effectiveness.

After several months of coordination, the group identified commonalities in bus driver shortages, redundancy
in service routes, standard operating procedures during times of emergency, and the desire to coordinate
bus stop improvements based on shared usage. The group also discussed the possibilities of developing a
student pass program for LTS to be used by both University students and grade school students alike. Several
outcomes from the coordination were implemented in the community and include: 1.) the pilot program to
test public transit to public schools, 2.) bus stop coordination at satellite bus stop, and 3.) exploration of a
student pass program.
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Beginning in FY 2007, the Federal Transit Administration under the Safe, Accountable, Flexible, Efficient
Transportation Equity Act: A Legacy for Users (SAFTEA-LU) required that projects selected under the New
Freedom, Elderly Individuals and Individuals with Disabilities (5310), and Job Access Reverse Commute (JARC)
programs be “derived from a locally developed, coordinated public transit-human services transportation
plan In addition, FTA regulations on the Rural Transportation Program (5311) require that these projects
also be selected from a coordinated plan. According to these regulations, the coordinated plan should be
“developed through a process that includes representatives of public, private, and nonprofit transportation
and human services providers and participation by the public’ This coordinated plan should include some of
the following programmatic elements:

1. Beaunified, comprehensive strategy for public transportation service delivery thatidentifies
the transportation needs of individuals with disabilities, older adults, and individuals with
limited incomes, lays out strategies for meeting these needs, and prioritizes services for
funding and implementation.

2. Maximize the programs’ collective coverage by minimizing duplications of services.

3. Incorporate activities offered under other programs sponsored by federal, state, and local
agencies to greatly strengthen its impact.

Approximately, thirteen independent public and private agencies operate Coordinated Human Services
Transportation services in the seven-parish Acadiana Region. There are federal, state, and local restrictions
among the transit providers for their respective service clientele depending on funding sources and
qualifications. The Coordinated Human Services Transportation Plan aims to bring together these groups
to provide a comprehensive approach to transit operations in Acadiana while ensuring equitable access to
transportation for all residents of the area. The APC is federally funded to coordinate planning programs on
behalf of the human services area and coordination of the federal highway and transit investment in the
urbanized area.

EXISTING CONDITIONS - Currently in the APC service area, thirteen operators provide Coordinated Human
Services Transportation to varying communities within the seven-parish APC region. Approximately 50% of
the operators provide on-demand transit services and 50% provide semi-fixed route systems for special needs
riders. APC has long recognized the efficiencies and advantages of such service cooperation and coordination.
The multitude of providers has declined in recent years, but there remain well over a dozen operators each
dealing with monthly personnel, maintenance, driver training, insurance, capital investment, technology,
funding resources, dispatching, and administration.

COORDINATED HUMAN SERVICES TRANSPORTATION PROVIDER NEEDS - In recent years, Coordinated
Human Services Transportation providers have experienced significant funding cuts and increased
turnover among personnel. Service coordination or trip consolidation is necessary, but the mechanisms for
implementation are uncertain. There is a need to identify and address gaps in service areas in order to achieve
efficiency in service delivery, while simultaneously eliminating or reducing duplication in service areas which
will allow for the efficient utilization of resources. In addition, a process needs to be developed to establish
future priorities and continue coordination planning.

24 TRANSIT ENVIRONMENT IN ACADIANA



RECOMMENDATIONS - One means of resolving the aforementioned issues is utilizing one Coordinated
Human Services Transportation Provider in the Acadiana District operated under the newly formed Acadiana
Regional Mobility Authority which would provide Coordinated Human Services Transportation services in the
seven parishes such as centralized dispatch, driver education. The total annual cost of this expanded service is
$3.5 million a year. The expanded district-wide Coordinated Human Services Transportation Provider system
would integrate and include the seven parishes through service zones initially utilizing current providers
within each parish.

The University of Louisiana Lafayette is the second-largest university in Louisiana with a student population
over 19,000. As a significant driver of economic activity, the University attracts students from across the globe.
The campus itself amasses a large part of Central Lafayette and contributes to traffic activity around several
major corridors in the city. To minimize traffic congestion on main campus streets, UL provides shuttle bus
service between the surface parking lot at Cajun Field stadium (off-campus) and the main campus.

APC staff conducted an on-board passenger survey to learn the commute travel patterns and attitudes towards
public transit of UL shuttle riders. This information was analyzed to determine how the public transit system
could best meet the needs of UL students to get to campus. The recommendations assume that university
students who currently utilize the bus shuttle service would also be willing to utilize the public municipal
transit.

METHODOLOGY - During the semester, APC staff rode the shuttle throughout several service days to collect
a representational sample of riders. The one-way trip distance was 1.8 miles beginning at 7:00am Monday
through Friday and ending at 8:00pm. All passengers on the bus were encouraged to complete a 10-question
survey (Appendix ). A total of 156 forms were completed and returned. The last question asked passengers to
rank their preferences for 14 different potential improvements to Lafayette Transit service.

One of the most surprising findings of the survey highlighted one third (30 percent) of riders live in the 70506
areawhich is the same zip code for the remote parking lot at Cajun Field. This finding could signify that students
are choosing to drive or walk to the shuttle stop instead of taking one of the two LTS routes that provide
service directly from their residence to campus. Those routes are 25 - Johnston Street which is scheduled to
run every 30 minutes and Route 55 which is hourly. The second most populated zip code is 70503 which is also
served by Routes 25 and 55 and encompasses the area bounded by Johnston Street, University Avenue, and
the Vermilion River. Thirteen percent of Shuttle riders live in 70503.

With 43 percent of shuttle riders living near a direct, one-seat LTS ride to campus, it is important to know why
so few have tried commuting via LTS service.

The third zip code most populated by shuttle riders is 70504 at 11 percent of ridership. This area covers the
UL campus and includes students residing in university housing as well as those who use a post office box on

campus. Surprisingly, 31 percent of these riders do not use an automobile as part of their total journey.

One question posed considered how often respondents rode LTS city bus service. The purpose of the question
was to understand how familiar student shuttle riders were with LTS. If most were found to be knowledgeable
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about public transit but still chose to use a UL shuttle bus instead, a specific outreach and planning response
would have been required. However, for those whose choice to ride the shuttle was based on complete
unfamiliarity with LTS; the informational and attitudinal barriers that caused them to not choose that form of
transit had to be considered.

The study found that shuttle riders have nearly no direct knowledge of public transit. Eighty-five percent
responded that they have never ridden LTS and ten percent had ridden LTS only once in their lifetime.
Interestingly, eight percent of Cajun Field shuttle riders ride LTS at least three times per week. One percent of
riders make only two one-way trips on LTS per week, while no respondents indicated that they rode LTS only
once one way per week. There were no occasional public transit riders among the respondents. They either
did not ride LTS at all or it was a part of their normal routine.

While developing a student pass program between UL and LTS might promote efficiency and coordination,
elimination of the Cajun Field Shuttle entirely would have a significant negative impact on roadway congestion

in Lafayette. This is due to the number of students that utilize the shuttle instead of their personal vehicle as
the final part of their journey to campus (See Figure 7).

FIGURE 7
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Riders of public transit systems nationwide are typically comprised of 10 to 15 percent grade school students
and 15 to 30 percent community college and university students. Public transit systems that maintain a robust
ridership base adjust their routes accordingly during semesters to cater to this target audience. Additionally,
maintaining a viable transit system requires critical infrastructure and key personnel to operate. Many transit
agencies face common challenges related to bus driver shortages, deteriorating infrastructure, and lack of
local financial support for operations and maintenance. These same challenges exist among the varying transit
providers within the City of Lafayette and have become the premise behind Public Transit to Public Schools.

PROJECT PURPOSE AND EXISTING PROBLEMS - In 2018, APC staff re-instituted coordinating meetings of
the varying transit providers in the Acadiana Region, “Transit Talk,” to include Lafayette Parish School System,
the University of Louisiana Lafayette, South Louisiana Community College, and the Lafayette Transit System.
During Transit Talk meetings, the various providers identified common problems prevalent to their operations.
These discussions led to the coordination of bus stop locations, ways to improve bus driver shortages, and
route consolidation. Through the identification of common challenges, the transit providers were able to
leverage limited resources and provide robust solutions that benefit both the agencies and the general public.
A prime example of this was the pilot program: Public Transit to Public Schools.

PROJECT DETAILS - During Transit Talk sessions, LPSS and LTS expressed certain challenges related to
maintaining sufficient bus drivers; additionally, they identified areas in which each transit agency was
providing bus service to the same locations at overlapping times. APC staff offered to perform a system-wide
route analysis of the existing LTS and LPSS routes. The analysis was geospatially performed by overlaying
route layers from participating agencies. Results depicted school areas that could be served by LTS allowing
for the LPSS bus service to allocate resources in underserved areas.

To test the concept of route consolidation and to share scarce resources, Transit Talk members developed
the pilot program Public Transit to Public Schools. The program began after Easter break of the 2019 school
calendar year and concluded at the end of the school year in May of 2019. Prior to altering system-wide
changes to both LTS and LPSS routes, it was decided that two schools would be selected to launch a “test
period.” Schools were selected based on the GIS analysis performed and the resulting recommendations on
ease of route consolidation. Geographic service area and timing of service were also considerations. Lafayette
High School (LHS) was selected as the primary test case and later Northside High School was added to the
testing period.

Lafayette High School and Northside High School are both participants in the Schools of Choice program,
which highlight specialized programming at differing locations. Lafayette High School is a large public school
that houses over 1800 students with a population consisting of 48.5% white, 36% black, 10% Hispanic, and
5% Asian.’ The school has an 85% graduation rate and has been cited as a Louisiana Distinguished School.™
Lafayette High's Schools of Choice program focuses on Health Careers.” Northside High School hosts about
700 students with a majority of black students; its graduation rate is about 60-64%.> Northside’s Schools of
Choice program focuses on Legal Studies.”

9 About LHS. Lafayette High School. https://sites.google.com/a/lpssonline.com/lafayettehighschool/about-lhs.

10 About LHS. Lafayette High School. https://sites.google.com/a/lpssonline.com/lafayettehighschool/about-lhs.

11 Academy of Health Careers at Lafayette High. Lafayette Parish School System Magnet Academies. http://www.
lafayettechoice.com/site327.php.

12 Northside High School. Public School Review. https://www.publicschoolreview.com/northside-high-school-profile/70501.

13 Academy of Legal Studies at Northside High. Lafayette Parish School System Magnet Academies. http://www.
lafayettechoice.com/site334.php.
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Factors that influenced the decision to select LHS as the primary pilot include the following 1) LHS is located
less than 5 miles from the Rosa Parks Transportation Center, LTS’s main transit terminal; 2) a large number of
the student population lived outside of the LHS zone; and 3) minimal adjustments to the LTS Route 25 were
needed to service the morning arrival times. In order to implement the pilot program, support from Lafayette
Consolidated Government and the Lafayette Parish School System was required. Resolutions in support
of the program were both passed at the LCG Council and LPSS School Board. Lastly, several programmatic
components were developed to ensure program success and are enumerated below.

1. PROGRAM COST AND THE STUDENT PASS PROGRAM

One of the issues that arose in developing Public Transit to Public Schools was the cost burden
of the program. Who would pay for students to ride the LTS transit buses? Would a reduced rate
be offered to students? How many times could a student ride per day? After much discussion
and required approval, LTS and LCG both agreed to offer LPSS students free-student LTS passes
to participate in the program. Student passes would be validated by LTS bus drivers along
with proof of attendance at LHS via their LHS Student Badge. For future sustainability of the
program, LTS decided to develop a bulk rate fare, meaning any institution, organization, or
agency looking to purchase fares in bulk would receive a percentage discount on the total
number of passes purchased. In the future, LPSS could then purchase bulk passes based on the
actual student usage and LTS would invoice LPSS based on the number of passes utilized.

2. PARENTS’ RIDE FREE PASS

As noted in the system wide LTS surveys, those who do not ride transit often cite safety and
security as the primary concern. To overcome the stigma associated with utilizing public transit,
LTS also agreed to offer the parents of interested participants one free ride on an LTS bus.
The hope was to mitigate the “fear” of transit and offer a learning opportunity for parents to
understand the steps involved in riding a bus.

3. PROMOTION AND MARKETING OF NEW SERVICE

As with any new programs, marketing and promotion of the newly created service was needed.
APC, LTS, LPSS, and LHS selected various outlets to announce the program. The media provided
coverage on theannouncementand coordination happening among the varying agencies.LPSS
conducted robocalls while LHS made morning announcements to their student population.
Passes could be picked up at the LHS office or at the LTS terminal. Furthermore, APC and LTS
staff attended student orientation at Lafayette High to inform incoming freshman and newer
students about the program.

4. SAFETY, SECURITY, AND RULES FOR PARTICIPATION

Certain safety measures were implemented to mitigate parents’concerns about students riding
the bus. Attention was drawn to the fact that every LTS bus is equipped with security cameras.
Additionally, the LTS bus tracking system was updated to include information on this route.
Parents and students could track arrival times, departure times, and route progress. To address
safety concerns for students requiring a transfer at the Rosa Parks Transportation terminal, a
Lafayette Police Officer was stationed outside to observe students alighting from one route
and boarding bus 25 towards Lafayette High School. Within the transit riding population and
culture, it is also customary for bus drivers to identify “regular” riders. Bus drivers were made
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aware of the public transit to public school program and were asked to be mindful of the
student population. Lastly, LPSS extended their student behavioral policies to the program.
Participants were required to abide by LPSS behavioral policies while riding on LTS buses.

Midway through the program, Northside High School (NHS) expressed interest in participating in the program.
The same process utilized to launch the program at LHS was used in the development of the NHS program. A
major difference in participation of the NHS student population was the lower number of out-of-zone students
transferring to NHS. Students attending NHS typically lived a lot closer than those attending LHS, walkability
ratings were higher at NHS than LHS, and more LTS route adjustments were required to ensure student safety.
Lead promotion time was significantly less at the launch of the NHS program which could have impacted
student awareness and ridership. Program continuity is dependent upon program awareness and requires
political backing from all institutions.

FRAMEWORK FOR FUTURE EXPANSION - Public Transit to Public School was in a sense successful. LTS did
experience an increase in student ridership for the limited time the program was offered. Furthermore, in the
3-5 month pilot period, four coordinating agencies were able to develop a framework that could allow for
program continuity if public and political support existed for the effort.

Implementing the program at the tail-end of a calendar year was specifically to test the coordinating agencies’
ability to receive buy-in from the political administrations at the time. Conceptually, the idea was to test need
and ability. If the coordinating entities could demonstrate the need for the program and the ability toimplement
it, then the political will to make significant changes to both transit providers may exist. Unfortunately, the
program underwent a change of leadership. From May of 2019 when the program ended to August of 2019,
the start of a new school year, the superintendent of the school system retired. Key personnel supporting the
project also changed positions.

In the event that a new administration would support an effort like this, the preliminary work has been done.
Significant strides were made to develop policies and processes for future implementation. The key is to
ensure political will. Political considerations germane to the project are further outlined below.

1. ELIMINATING OVERLAPPING LTS AND YELLOW BUS SERVICE ROUTES

For areas that are served by both LTS and LPSS buses, Public Transit to Public Schoolsis a possible
solution for a coordinated effort. However, to implement a truly integrated program, the yellow
bus service should not operate on the consolidated routes. Removing various ridership options
is critical to program success. School transit over the years has become a topic of much scrutiny
and slight changes tend to attract public backlash. Appropriate communication and message
saturation for the program may help to overcome some of the dissent that may arise from
replacing the yellow bus service with LTS service. Furthermore, this approach could bolster
support and ridership for LTS service and could eliminate duplication. To further explain, public
funds via taxes, are used to support two public transit systems that are offering service in
relatively the same location at relatively the same time. Adjustments will need to be made by
LTS to ensure LPSS students arrive on time and that alightings occur in a safe location on or near
campus.
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2. BULKPASS PURCHASE/STUDENT PASS PROGRAM

As previously mentioned, the Lafayette Consolidated Government would need to authorize a
revision of the Lafayette Transit System’s existing fare structure. The revision would require a
bulk pass purchase program. Public or private organizations looking to purchase fares in bulk
would receive a percentage discount on the total number of passes purchased. In doing this
LPSS would be afforded a significantly discounted rate for student passes. Although simplistic
in nature this would require support from both the City Council and the Lafayette Parish School
board.

In summary, the program could be viable and could offer the school system with much needed solutions all
while bolstering ridership for Lafayette’s public transit system. To move forward, the program necessitates
significant political understanding and support to ensure program success.

When understanding the vision for regional transit,examining existing modelsis paramount, butimplementing
change on the regional and local level is just as critical. Below are insights to a regional transit model that is
flourishing in Texas, along with a look at outcomes from a local pilot project in Acadiana, and future expansion
opportunities.

REGIONAL MOBILITY AUTHORITIES

The State of Texas has been a leader in energizing creative local efforts to advance transportation programs
and projects through legislation providing for the establishment and support of regional mobility authorities
(RMAs). In the 13 years since RMAs in Texas were formed, each RMA has addressed transportation and mobility
challenges unique to their region. RMA projects cross all modes of transportation and include roadways,
aviation, transit, port, and rail. Some of the RMAs addressed rural connectivity and others addressed
metropolitan mobility. In some cases, RMAs completed very narrowly defined projects, and others used a
combination of projects and strategies to address a particular corridor or on-going regional transportation
issues. RMA projects and financing also ranged from relatively small highway or airport improvements to
large multi-million-dollar highway interchanges or toll roads. Because RMAs may leverage so many different
funding sources contributes to their ability to develop projects more quickly than would be possible under
traditional government entities like city, county, or state agencies. Additionally, RMA projects may include a
broad range of multimodal projects that are not limited to typical roadways and bridge projects. However,
further research may be needed to show definitively if, and how much, project delivery was accelerated by
RMAs versus traditional pay-as-you-go methods. Overall, it appears that RMAs have several attributes that
place them in an advanced position in comparison to traditional project delivery.

Most providers recognize federal and state general transit support funding is declining. The response to this

is currently focused on leveraging both traditional and non-traditional sources centered on comprehensive,

continuous coordination, and cooperation among providers to address identifiable transit needs, such as:

+ Local dependable and dedicated revenue to public transit

« Leveraging existing public transit fleets for multiple purposes

« Consolidating transit operations regionally

« ldentifying transit destinations for service support (i.e., schools, hospitals, businesses, social services,
entertainment, and jobs)
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Because of an RMA’s unique ability to fill a different role according to the needs of the area, Texas is continuously
defining and refining what that role is on a case-by-case basis.” Simultaneously, the APC has begun its own
pilot process to work towards regional mobility in the State of Louisiana.

RIDE ACADIANA - PILOTING REGIONAL MOBILITY

Rural areas have experienced significant population changes as people are trending to urban areas that
offer better access to employment and educational opportunities, walkability, and bikeability. Overall, highly
urbanized cities tend to offer a wider selection of goods and services, housing options, and educational and
occupational opportunities. Rural areas located near a densely populated city rely heavily on the urban core
for the aforementioned opportunities. Likewise, the urban core draws on the surrounding populations to
enhance its workforce and economic activity. Connecting these areas is critical to this symbiotic relationship.
This was the objective behind the launch of the Ride Acadiana program developed by APC staff.

PROJECT BACKGROUND - In early 2016, APC sought out funding to develop a rural transit route connecting
a surrounding community to the City of Lafayette. Later that same year, APC was awarded a Rural Business
Development grant from the United States Department of Agriculture (USDA) for the operations of the
Regional Pilot Project. Business Development Grants are designed to be used on projects that benefit rural
areas or towns outside of the urbanized periphery of any city with a population of 50,000 or more (See Table
6).

TABLE 6
Acadiana Planning Commission
Lafayette Transit System
Lafayette Consolidated Government
Acadia Parish
Federal Transit Administration
United States Department of Agriculture

In addition, the marketing and branding elements of the pilot project were funded through the Federal
Transit Administration Formula Grants for Rural Areas Rural Program. This program provides capital, planning,
and operating assistance to support public transportation in rural areas with populations of less than 50,000,
where many residents often rely on public transit to reach their destinations.

Upon receipt of funding, staff considered the major corridors within the Lafayette commuter shed and
researched where the majority of commuters resided. Highway 90 going west towards Houston was identified
as a significant commuting population. Additionally, APC received support from the local elected officials at
the time to launch a route connecting the City of Lafayette and the City of Crowley. This route was the first
inter-Parish transit service in Acadiana to offer fixed services. Branded as “Ride Acadiana,” the route between
Lafayette and Crowley was developed to connect the urban and rural areas with major medical, educational,
and occupational opportunities residing along the route.

14 Texas A&M Transportation Institute. (2016). Regional Mobility Authorities in Texas: History and Current Status - Final Report.
https://policy.tti.tamu.edu/wp-content/uploads/2016/03/Regional-Mobility-Authorities-in-Texas-PRC-15-41-F.pdf.
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PROJECT SERVICE COVERAGE &TIMING - In August of 2018, the transit service was deployed. The Regional
Transit Pilot (Pilot) provided public fixed-route transit between Crowley, Rayne, Duson, Scott, and Lafayette,
Louisiana. The route began on Parkerson Avenue in Crowley and followed Highway 90 east to Lafayette. Buses
operated on a fixed schedule Monday through Friday offering four trips in the morning from Crowley to
Lafayette and four return trips in the afternoon. Morning arrivals in Lafayette were timed for the start of typical
work shifts and classes at South Louisiana Community College and the University of Louisiana Lafayette.
Afternoon departures from Lafayette were timed for the end of work shifts and the SLCC and UL classes.

There were a total of 16 bus stops in each direction, located within easy walking distance of many residents
and immediately adjacent to major destinations including the Acadia Parish Courthouse, regional shopping
centers, SLCC, UL, Lafayette General Hospital, and the Oil Center. Crowley, Rayne, and Duson each had a safe
and convenient park-and-ride facility adjacent to one of their stops where riders had the opportunity to drive
from outlying areas to the bus stop, leave their car for the day, and enjoy a stress-free ride to work or school.
Figure 8 generally depicts the route connection points and municipalities that became instantly connected.

FIGURE 8

Two wheelchair accessible, 16-seat buses ran on weekdays during peak commuting times between Crowley
in Acadia Parish and Lafayette. There were limited intermediate stops in Crowley, Rayne, Duson, and Scott
to ensure convenient travel times. Designated park-and-ride spaces at Scott Town Hall, Crowley, and Rayne
served passengers from outlying rural areas. Carefully spaced stops where there were sidewalks provided
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the opportunity for riders in the municipalities to walk to and from the bus stops. In Lafayette, bus stops
immediately in front of SLCC, UL, and Lafayette General Hospital provided front door convenience. A stop on
the Johnston Street commercial corridor at College and at Rosa Parks Transportation Center in Downtown
Lafayette provided connections to regular LTS routes. APC and LTS worked closely with local authorities to
place bus stops in safe and convenient locations.

OUTCOMES - The Ride Acadiana Pilot Project established a legal mechanism and political precedent for
regional transit in Acadiana. The service was operated by LTS under an innovative contract with APC. LTS
provided drivers, two brand-new buses, regular cleaning and maintenance, and radio-dispatch supervision.
LTS issued monthly invoices to APC for the number of vehicle service hours actually provided during each
pay period, at an hourly rate negotiated between APC and Lafayette Consolidated Government. The contract
was approved by the APC Board and LCG City/Parish Council and signed by the Lafayette Mayor-President
and the APC Chairman. The agreement laid out multiple performance standards that LTS had to adhere to
including cleanliness of vehicles, schedule adherence, customer service, and safety. Financial penalties for
non-compliance were also specified.

Overall, the service had “some wins” which may be indicative of the successes that could be achieved during
future service deployment. Three months into the pilot, the route experienced its peak performance. In
October of 2018, the service facilitated over 300 boardings. The timing of this could be contributed to multiple
factors: the general populace’s awareness of the service, mid-semester timing, and the lack of holidays during
this period. During peak Holiday season, service utilization dropped significantly due to the inconsistent
schedules and the lack of student population traveling to the major educational institutions. In spite of these
projected setbacks, the service overall proved beneficial to community members needing the connectivity
offered by Ride Acadiana.

To bolster utilization, certain elements of the project could be improved in future service deployment:

1. LONGEVITY OF THE SERVICE - Funding for the project was only intended to last for a
period of six-months, which was sufficient time to conduct route performance analysis.
However, the pitfall was that residents did not want to create reliability on a system that was
only temporary. Successful transit routes typically hold two major values: redundancy or
higher trip frequencies and reliability. Likewise, for a route to be successful in the Lafayette
commuter shed, it would require a consistent schedule and long-term sustainability.

2. PUBLIC AWARENESS, SERVICE PROMOTION AND MARKET SATURATION - Although
significant resources were expended to develop branding, promotional materials, and other
informational resources, a gap in knowledge of the service still existed. It took communities
nearly three-months to understand that the service was even available. Additionally, for
the majority of people who have not ridden transit, a general misunderstanding existed on
“how to” utilize the service such as planning trips, understanding bus schedules, making
transfers, and paying fares. Promotional materials and message saturation on the availability
of transit service are critical for service utilization. Lastly, promotional materials should cater
to various audiences to include the experienced rider and inexperienced rider. At the end
of the pilot an implementation brochure was created to give Communities a road map to
introduce transit into their community (Appendix J).
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FRAMEWORK FOR FUTURE EXPANSION - There is great potential in expanding and replicating the LTS
service area outside of the city boundaries of Lafayette and into the surrounding smaller communities in
the parish and regional areas. This could be implemented through a similar intergovernmental agreement
established through the Ride Acadiana program (Appendix K). Areas that have expressed interest in this type
of service include the cities of Carencro, Scott, and Broussard. To achieve this, communities would need to
make local financial investments for its expansion. Public transit is heavily subsidized in the Acadiana District,
in Louisiana, and in the United States. Fares do not even begin to cover operational and capital costs. However,
through the framework developed in Ride Acadiana, local communities could easily contribute to a service
that would come at a lower cost than creating an individualized community system. Furthermore, federal
fund dollars received by Lafayette Transit System are meant to serve the entire metro area; the issue lies in
a communities’ ability to pay for their market share of the service offered to their population. The ability to
expand beyond the parish is reliant upon the willingness of communities within Lafayette Parish to connect
and contribute to the system.

CASE STUDY AND GUIDE TO PARISH TRANSIT EXPANSION

Upon completion of the Ride Acadiana Program, it became evident that a need for public transit expansion
exists both within the parish of Lafayette and the Acadiana Region. Expansion into unserved areas ought
to be strategic and well planned in order to garner the political support required for its success. APC staff
concluded that to reach areas beyond the parish, expansion would first need to occur within the parish. Viable
areas for expansion within the parish were identified and characterized by its commercial and residential
composition. Densely populated areas were more likely to attract a broader ridership base. As expected, these
areas included the City of Broussard, City of Carencro, City of Scott, and the City of Youngsville. The expansion
into these communities was based on the level of interest expressed by the local administration. The following
case studies identify the processes APC staff underwent to achieve expansion further into Lafayette Parish.

EXPANSION TO THE CITY OF CARENCRO - In 2019 the City of Carencro collaborated with APC to expand
the public transit service to the municipality. The City of Carencro is located in Lafayette Parish bordering
the northern limits of the City of Lafayette. Based on the successful implementation of Ride Acadiana, APC
determined that extending transit to Carencro would best be accomplished as a service operated by LTS
under contract with the City of Carencro.

At the city’s request, APC initially considered the use of one service vehicle that could be shared between
Carencro and the City of Scott. Running time analysis showed that the geographic proximity of these two
cities could provide a level of service needed to operate and reduce the operating capital required by both
cities. The two municipalities had varying projected timelines for arriving at a decision to implement a shared
service. As a result, APC made the strategic decision to plan transit service for each municipality as a stand-
alone operation.

Carencro has a significant density of zero-car households indicating a healthy potential for transit ridership.
APC identified two likely types of transit service demand in Carencro. The first was for short trips within
Carencro for shopping, school, employment, and municipal services. Short errands require at least a thirty-
minute service frequency to attract passengers. The second type of demand was for travel for a variety of
purposes to Lafayette. The planning challenge for APC was to come up with a proposal that provided frequent
trips to major destinations within Carencro and at the same time allow Carencro residents to conveniently go
to Lafayette by transit.
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Fortunately for Carencro, the northernmost LTS bus stop was across Gloria Switch Road from the Carencro city
limits, beside Lowes. This is one of the busiest stops in the LTS system and is served by Route 45, which carries
the third highest number of passengers among the twelve routes in the LTS system. If a new Carencro transit
service stopped there, passengers would be able to make a convenient connection to Downtown Lafayette
and points in between such as the Stirling Lafayette Shopping Center on Louisiana Avenue where there is a
Target and many other stores.

In Carencro, “big box” shopping is located on the I-49 North Frontage Road and includes a new Walmart
Supercenter and a Super 1 Foods. This new commercial center replaced the now closed Northside Walmart,
losingthe 125 LTS passengers who used the bus to get to the old Walmart every weekday and the 76 passengers
who went there on an average Saturday. The proposed route for Carencro was scheduled to meet the Route
45 bus beside Lowes so transferring passengers would not have a long wait (see Figure 9: “Transit Sub-
Hub” on proposed route map). The Carencro bus would then head north on the Frontage Road to the new
Walmart and adjacent businesses, turn west on Veterans Drive, pass under 1-49, and serve businesses along
Veterans Drive and nearby residences.

FIGURE 9

The layout of Carencro lent itself to creating
a simple box route that would be easy for
Carencro residents to understand and learn
to use. The “box” solution also proved short
enough on time trials to make one complete
circuit every 30 minutes, allowing for a few
minutes of recovery time at the Lowe’s
transfer point. The west side of the box route
follows University Avenue where there are
several businesses, Carencro Middle School
and Carencro Catholic School. City Hall
would be served by a stop on University
at East Saint Peter Street where there is
a convenient sidewalk. The south side of
the route would be on West Gloria Switch
Road to serve a drug store, several mobile
home parks, and the Louisiana Department
of Motor Vehicles. The bus is proposed to
operate in a continuous counterclockwise
direction to place bus stops on the side of
the street to minimize risk for passengers
who would have to make an unprotected
crossing of a major street if the bus ran in the
opposite direction around the box.
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There are two short deviations from the box configuration that still allow the bus to maintain a 30-minute
schedule. One goes north on Railroad Street from Veterans Drive to turn left on University Drive to serve a
large, high-density mobile home park and another very short turn off of University Drive on Prejean Road
to serve Carencro Park, nearby Pelican Park, Acadian Village Apartments, and the adjacent Woodstone
Apartments which have the population density to serve the most Carencro residents with only one stop. Any
additional mileage to the route would serve only low-density areas and make it impossible for the bus to meet
connecting service to Lafayette at Lowe’s.

Figure 10 is a diagrammatic illustration of the proposed route for Carencro. All 18 proposed bus stops are
listed in order that the bus would travel along the route. They are identified by the attractions or businesses
they serve, or the nearest cross-street.

To assist the City of Carencro in making financial decisions for the new service, APC calculated the cost for

FIGURE 10

three different levels of service. The average total cost for LTS of $100 per vehicle service hour that was used
to calculate the cost of Ride Acadiana was the basis for estimating approximate costs for Carencro. Any new
service contract cost would be subject to negotiations between and approval by the contracting parties. FTA
subsidies, fares, and State funds cover 49.8% of operating costs. The remaining 50.2% of total costs would
have to be funded by the City of Carencro through a mechanism of its choice. LTS agreed to provide a small
transit vehicle at no additional cost to Carencro if an operations contract were to be ratified (See Table 7).
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TABLE 7

SERVICE LEVEL ALTERNATIVES FOR CARENCRO

ANNUAL VEHICLE

SERVICE HOURS TYPES OF TRIPS REVENUE SERVICE
HOURS
Mon. - Sat.
Alternative 1 6:30am to 6:30pm 24 round trips per day 1,830
excluding holidays
Mon. - Sat.
Alternative 2 61'?30:;?;?0150: ;8;::’ 16 round trips per day 1,220
excluding holidays
Mon. - Sat.
Alternative 3 1:30pm to 5:30pm 8 round trips per day 610
excluding holidays

Carencro would be able to select a different span of service by subtracting or adding hours to any of the
scenarios keeping in mind that each trip costs an estimated $7,600 annually. Less than four daily service hours
would offer too few passengers an adequate window of time to use the bus and would make an unfeasible
work assignment for even a part-time employee. Gross cost does not take into consideration potential fare
revenue which could reasonably amount to 15 percent of total costs.

APC was on the City of Carencro City Council Agenda to make a presentation of this transit plan in early 2020
but public meetings were canceled because of the COVID-19 pandemic.

EXPANSION TO THE CITY OF BROUSSARD - In 2019, the City of Broussard requested that APC study the
feasibility of implementing transit service and to develop plans if there was a large enough potential market
to be found. The Pinhook Road-Main Street in Broussard corridor was found to be the most established and
direct route to connect Broussard with employment and educational opportunities and outpatient medical
care in Lafayette.
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APC conducted a land use and accessibility analysis of Broussard and discovered that the large, new shopping
and employment complexes in the city were located across the Evangeline Throughway from almost all of
Broussard’s residential neighborhoods. A new transit service for Broussard would have to connect the historic
core of Broussard with the new commercial zone in addition to providing a direct link with major trip generators
in Lafayette. The proposed route in Broussard includes a loop through the new commercial developments on
the east side before returning to Main Street via Albertson Parkway and South Morgan Avenue (See Figures
11 &12).

FIGURETT APC and LTS would cooperate
with Broussard officials and other
stakeholders to establish a number
of strategically spaced stops at key
locations. Stops in Lafayette would
be in front of Lafayette General
Hospital, at two locations on the
UL campus, and at the Rosa Parks
Transportation Center. There would
be a limited number of additional
stops at major intersections along
Pinhook Road where Broussard
residents could access employment
opportunities and transfer to LTS
service on Verot School Road and
Kaliste Saloom Road. Service would
be provided by one bus, while round
trip running time (including several
minutes recovery time at each end)
would be 90 minutes.

APC recommended a route and
service levels that would appeal to
so-called “choice commuters” who
have daily access to an automobile.
Transit services that are attractive to
this segment of the population are
even more attractive to those who
would rather not make the financial
sacrifice to purchase and operate an
automobile and to those who cannot
under any circumstances afford a car.
The proposal offers schedules with
different spans of service and cost for Broussard representatives to choose from. The all-inclusive service cost
for LTS to operate one bus in service is $100 per hour at the time of this writing. Federal and state funds
cover 48.8 percent of LTS operating costs, thus Broussard and LTS would need to negotiate directly with each
other to determine how the 50.2 percent local contribution of the operating costs would be generated and
allocated.
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FIGURE 12

Service level alternatives are broken down in Table 8 by the number of daily hours provided and whether or
not there is Saturday service.

TABLE 8

SERVICE LEVEL ALTERNATIVES FOR BROUSSARD

SERVICE HOURS

TYPES OF TRIPS

7 round trips per day (Broussard to

ANNUAL VEHICLE
REVENUE SERVICE
HOURS

Mon. - Sat. Lafayette and return); 1 one-way tri
Alternative 1A | 7am to 6:15pm y ' yrip 3,400
. . from Lafayette to Broussard at the end
excluding holidays
of the afternoon
Mon. - Fri. . .
7am 6 6:15pm 7 round trips per day; 1 one-way trip
Alternative 1B 10 0:1op from Lafayette to Broussard at the end 2,840
excluding Sat. and
; of the afternoon
holidays
Morning: 3 one-way trips from
Mon. - Sat. Broussard to Lafayette; 2 one-way trips
: : fi Lafayette to B d
Alternative 2A 7amto 10:35am; rom -2 aye. € to Protissar 2,380
2pm to 5:55pm Afternoon: 3 trips from Lafayette to

excluding holidays

Broussard; 2 trips from Broussard to
Lafayette
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SERVICE LEVEL ALTERNATIVES FOR BROUSSARD

Morning: 3 one-way trips from
Broussard to Lafayette; 2 one-way trips
from Lafayette to Broussard

Mon. - Fri.
7am to 10:55am;
Alternative 2B 2pm to 5:55pm
excluding Sat. and

holidays

. 1,980
Afternoon: 3 trips from Lafayette to

Broussard; 2 trips from Broussard to
Lafayette

Broussard would have the option to select a different span of service by subtracting or adding hours to any of
the scenarios above keeping in mind that each round trip costs an estimated $22,800 annually for local match
(50.2 percent of total operating costs) operating Monday through Saturday. Gross cost does not take into
consideration potential fare revenue which could reasonably amount to 15 percent of total costs.

The COVID-19 pandemic struck Louisiana before a formal presentation could be made to city officials and the
public.

FRAMEWORK FOR FUTURE EXPANSION - As demonstrated in the Ride Acadiana program, a precedent
has been set to expand Lafayette Transit System beyond the City of Lafayette. Interest also exists among
surrounding communities to facilitate a transit service on behalf of their residents and local workforce.
Municipal transit is cost heavy requiring local contributions that have not typically been available in the parish
areas of Lafayette. The solution seems simple — expand Lafayette Transit.

The Federal Transit Administration funds LTS operations at a cost share rate of 50/50. Funds are dedicated
to service in the entire Lafayette Commuter Shed, including parish areas and beyond; however, the City of
Lafayette is the only municipality currently contributing to operations and maintenance. Municipalities in the
parish now have the opportunity and precedent to contract with LTS for interparish transit service. To bolster
system usage across Acadiana, politicians would need to see the benefit of offering their employment base
alternative modes of transportation not only for economic purposes, but also to improve roadway congestion.
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CONCLUSION

In summary, strong recommendations are proposed within the 2040 Acadiana Regional Transit Study and
Plan for a better coordinated model of transit service in the region. Rural areas desire the ability to offer
transportation alternatives in their respective communities; Lafayette Transit has the proven ability to expand
beyond Lafayette city limits, as demonstrated in Ride Acadiana. Human Services Transportation providers
are inundated with demand and lack sufficient resources and infrastructure to meet the demand. The
Lafayette Parish School System possesses scare resources for transportation and struggles with bus driver
shortages, yet in some instances, bus routes are a duplication of the existing LTS routes. The implementation
of recommendations outlined in the ARTS plan relies heavily on the desire of the Lafayette City-Parish
Consolidated Government to make investments in improving and expanding the Lafayette Transit System. In
a community that prides itself on personal ownership and individual ability, the will of the people is an even
greater challenge. Public agencies are left to develop creative solutions for the sharing of scarcity. Possible
solutions include consolidation of overlapping services and coordination between varying transit providers. As
COVID has impacted transit systems everywhere, it is even now more essential to reimagine how transit could
better serve the needs of both the user and the sponsoring agency. The assertions made herein emphasize
the need for centralization and coordination of service delivery. The enormity of the challenge lies not with
the ability or capacity of an agency to fulfill these roles, but with the desire of political administrations and will
of the public to allow change.
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APPENDIX A: LAFAYETTE TRANSIT SYSTEM RIDER SURVEY
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APPENDIX B: EMPLOYMENT DENSITY MAP
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Regular Cash Fare Good for one boarding. No Transfer $1.25
Senior/Disabled/ - . .
Medicaid Cash Fare Photo ID proof of eligibility required. Good for one boarding. No Transfer. $0.60
3 Ye;r::elgeand *¥Less than 46 inches tall as measured on the bus and riding with an adult. FREE
One Transfer Available only on proximity card to all fare categories. Valid for 90 minutes. FREE
Regular Day Pass Unlimited rides for one person on one day $3.00
Senior/Disabled/ Unlimited rides for one person on one day. Available only with photo ID $1.50
Medicare Day Pass proof of eligibility at LTS authorized sales outlets. ’
NEW 7-Day Pass, | Valid for one person for unlimited rides over 7 consecutive days beginning
$10.00
Regular on the first day of use.
Dﬁgg::';'_‘;; Unlimited rides for one person over seven consecutive days. Available only $5.00
Pass y with photo ID proof of eligibility at LTS authorized sales outlets. ’
NEWK-12,7-Day | Unlimited rides for one person over seven consecutive days. Available only $8.00
Pass with photo ID proof of eligibility at LTS authorized sales outlets. ’
Regular 31-Day Valid for one person for unlimited rides for 31 consecutive days beginning
$40.00
Pass on the first day of use.
. . Valid for one person for unlimited rides for 31 consecutive days beginning
Lt U on the first day of use. Available only with photo ID proof of eligibility at $20.00
31-Day Pass .
LTS authorized sales outlets.
Valid for one student for unlimited rides for 31 consecutive days beginning
K-12 31-Day Pass on the first day of use. Available only with photo ID proof of eligibility at $32.00
LTS authorized sales outlets.
Valid for one student for unlimited rides for the entire school year. Valid
K-12 School Year only with a year (or semester) sticker on their school photo ID card or $256.00
Wholesale Pass programmed on a chip. Based on 177 student days at school per year. May :
be prorated by semesters
Fall & Spring
. . ) L Semesters -
College & Valid for one student for unlimited rides form the beginning to the end of $139.00
University the semester. Valid only with a semester sticker on their school photo ID
Individual Pass card or programmed on a smart chip on the card. Summer
Semester -
$68.00
All registered students are automatically eligible for unlimited rides form Fall & Spring
the beginning to the end of the semester. Valid only with a semester Semesters -
College & . . .
. . - sticker on their school photo ID card or programmed on a smart chipon a $5.00
University Mobility - S R
card. Same conditions apply for participation by all institution employees
Pass Summer

and academic staff. Fare revenue generated to be used for transit service
improvements to campus.

Semester - $2.00

Regular 12-Ride

Pass Good for 12 one-way trips with free transfer. $10.00
Senior/Disabled Good for 12 one-way trips with free transfer. Valid only with a valid photo $5.00
12-Ride Pass ID showing the rider is at least 65 of age or with a disability. :
K-12, 12-Ride Pass Good for 12 one-way trips with free transfer. Valid only with a photo ID $8.00

proof of eligibility.
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APPENDIX D: ROUTE 15 - CONGRESS STREET
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APPENDIX E: ROUTE 25 - JOHNSTON STREET
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APPENDIX F: ROUTE 45 - MOSS STREET
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APPENDIX G: ROUTE 65 - SOUTH CIRCULATOR
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APPENDIX H: PROPOSED ROUTE 65 - NORTH-SOUTH EXPRESS
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APPENDIX 1: UNIVERSITY OF LOUISIANA AT LAFAYETTE SHUTTLE SURVEY
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APPENDIX J

A Road Map
forImplementing
Regional Transit
in Your Community

RideAcadiana“
o o The Smart Commute







Our First Step
to Regional Transit

Ride Acadiana pilot originated as one of the key tasks identified in the Acadiana
Planning Commission’s 2040 Acadiana Regional Transit Study and Plan. This limited
pilot project was initiated to test the feasibility of regional commuter bus transit,
thereby increasing access to employment and education opportunities for citizens.
Conducted from August 2018 through early April 2019, the route connected Acadia

Parish to Lafayette, with a total of 27 stops in five communities on the route.

With a total 2,375 boardings (updated number to come), the pilot demonstrated
that there is, indeed, demand for regional transit. Further, the Ride Acadiana
experience, has established a workable model that can be replicated to provide
transit options for area residents. Costs, processes and systems required to extend

transit service into the region are now defined.

“Very friendly driver, clean bus, seat belts,
air-condition, comfy seats and very affordable!”

- Facebook follower



Ride Acadiana RearView

The seven-month pilot was preceded by two years of strategic planning, covering an array of
details, from the type of vehicles to be used, to developing efficient routes and fares, to public

communication and outreach. Collaboration and partnerships with a number of organizations

were key to Ride Acadiana’s success.

Duson

@ Toby Mouton

ISYN
PIRYYIY

\ 7
Texas \w

(w

American
Legion

Anding <2>

(3/“\ Cameron

Old Spanish Trail

Branche

CROWLEY DUSON / SCOTT LAFAYETTE

THE ROUTE PILOT DURATION FARES

Crowley - 13 stops Launch - August 20, 2018 2-ride card $5

Rayne - 4 stops Final Day of Service - April 5,2019 Discounts for frequent riders, senior
Duson - 2 stops Mon - Fri, 5:30 a.m. - 8 p.m. citizens, disabled and Medicare recipients.
Scott - 1 stop

Lafayette - 7 stops ROUTE OPERATOR

Park & Ride locations - 7 Lafayette Transit System

PROJECT SUPPORTED BY

USDA  DOT P4 Laf
—u 20D SR

TRANSPORTATION & DEVELOPMENT

ADDITIONAL PARTNERS

Acadia Parish Town of Duson University of Louisiana at Lafayette
City of Crowley City of Scott South Louisiana Community College
City of Rayne City of Lafayette Lafayette General Health
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ASSETS

Two 16-seat, ADA-compliant vehicles, equipped with a lift, secure area for two wheelchairs, and bike rack Bus stop signage

Mobile compatible website with real-time tracker

Outreach via RideAcadiana.com, Facebook, Instagram, Twitter and email newsletter

From Acadia Parish
to Lafayette,

we've got you connected
Coming and going.

Crowley, Rayne, Duson, Scott & Lafa
just gotalot closer.

2ide Card 5

RideAcadiana“
The Smart Commute

Vit dshcadans comor cl 372918570formors ermaton. [ (1 (B

Rider information newspaper insert / fliers

FARES & BUS STOPS POCKET GUIDE

From Acadia Parish
to Lafayette & all

poinsinbetween. A

Regional commuter service
connecting you to employment, Crowley

education, healthcare & more. VRd/ Tower Rd - near Walmart

$Rd / Cherokee Dr -Stine
/Northern Ave

JE6thst

/15t 5t - Enterprise Center

e (LA13) / EElm St - Lagrange Grocer

2-Ride Card §5
$2for 65 yrs+, Disabled o Medicare
12-Ride Card $20

$10for 65 yrs+, Disabled or Medicare frkerson
5years & under Free 12t 5t-Bus Depot
k Mitchell Ave

12 years and under must be accompanied by an adult. y Campus
Exact change only for on-board payment. | -
No one-way ride fare available. /
Ave / Hwy 90-Acadia General Hospit
Bus passes & oute times: RideAcadiana.com P
ayne

Morning Run Times muel Thomas St - near M. Pettiean £}

5:30am.-11am. ing St - Southside Community Center
Afternoon/Evening Run Times sgion Dr / 2nd St - street parking.
1pm.-8pm. enas St -Post Office
Duson
w ampagnes
InRd /N A St-Duson Town Hall
RideAcadiana” Scott
T e it - Scott Market
337-291-8570 | RideAcadiana.com | [} [ @ Lafayette

Jvalcourt St - SLCC Parking Lot B
|/ Devalcourt St - UHC
Johnston St/ College Rd -Albertsons & Walgree
-~ E:5t. Mary Bivd / Hebrard Blvd - UL Dupre Library
- Coolidge Bvd / Hospital Dr - LGHC
r Rosa Parks Transportation Center
@ rarkeride [ LTS TransterStop

Supported by USDA, DOTD, APC, LG

Rider information pocket card



Extending Service to Your Community

Lafayette Transit System (LTS) is the only public transit service in Lafayette Parish. Funded by
the City of Lafayette, Louisiana Department of Transportation and Development and Federal
Transit Authority, it operates primarily within the Lafayette city limits, providing 11 scheduled
routes from 5:45 a.m.-10:20 p.m., Monday-Saturday, excluding holidays. LTS service can be
extended to your community by contracting with Lafayette Consolidated Government. Your
city can benefit from public transit for employment and education opportunities, medical

appointments, personal business, tourism, recreation, and visiting friends and family.

While details may vary to meet your community’s particular needs, here is an overview of typical
program basics.

AVERAGE SERVICE COST

$85/hour (this figure will be updated) for each vehicle in passenger revenue service, including
driver wages, vehicle maintenance, fuel, insurance, provision of public communications and
service planning.

BUDGETING FOR YOUR SERVICE

Annual cost to your community will depend on route frequency, service hours, Saturday service
option, route mileage and number of stops. You can choose the level of service that best meets
your residents’ needs and your municipal budget. Monthly invoices will be invoiced for the actual
number of service hours provided by LTS.

ROUTE TIMES

Based on estimated running time using the most direct route with traffic and passenger stops, one
bus could provide one round trip every 90 minutes between major Lafayette destinations and
other municipalities in Lafayette Parish.

BRINGING PUBLIC TRANSIT TO YOUR RESIDENTS
Building on the model of Ride Acadiana, LTS and Acadiana Planning Commission can help you
build a public transit program for your community. Call 337.806.9368 to start the discussion.
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“We love Ride Acadiana and the drivers!!”

- Facebook follower

Carencro

Lafayette

Broussard

Youngsville

(50



“It is obvious the benefits to connecting our communities, including
opportunities to seek better, affordable education options,
as well as better-paying jobs that will fuel our local economy.”

- Rayne Mayor Chuck Robichaux

“Regionalism is growing. It’s not just Crowley, it’s not just Rayne,
it’s not just Lafayette anymore; it’s the Acadiana region, and
Ride Acadiana fits perfectly into our approach to regionalism.”

- former Crowley Mayor Greg Jones

“It's a win for our community and residents.”

- former Scott Mayor Purvis Morrison

“I believe Ride Acadiana will prove to be a valuable service to
commuters as a convenient, safe and cost effective alternative
to other transportation means.”

- Lafayette Mayor-President Joel Robideaux

4 A A| RideAcadiana-

L The Smart Commute

101 Jefferson St., Suite 201 | Lafayette, LA 70502-7007 | 337.806.9368 | PlanAcadiana.org | RideAcadiana.com
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