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EXECUTIVE SUMMARY 
ES.1 Project Overview and Purpose 
The Transit Strategic Plan (TSP) process is a collaborative partnership among the City 
of Fort Collins-Transfort, the City of Loveland-COLT, and the Poudre School District 
(PSD).  The purpose of the TSP was to provide a coordinated effort in updating the 
2002 Transfort Strategic Operating Plan (TSOP) and the 2004 COLT Transit Plan, as 
well as providing detailed analysis of the opportunities public transportation offers PSD 
high schools.   The plan also addresses the coordination of transit service with the 
planned Mason Corridor MAX project, identifies funding mechanisms and practical 
phasing options, and addresses financial solutions required to create and sustain a 
high-performing transit system.  The 2009 TSP is an update to the 2002 Transfort 
Strategic Operating Plan adopted by the Fort Collins City Council and the 2004 COLT 
Transit Plan adopted by Loveland City Council.  Separate documents have been 
created for Transfort and COLT in order to simplify the plan adoption process.  
Undertaking the 2009 TSOP update was approved by Fort Collins City Council as part 
of the 2008/2009 Budgeting for Outcomes process to be completed by the end of 2009. 

Six primary goals were developed to guide the development of the 2009 TSOP update 
and to meet the purpose of the project.  These goals are outlined below: 

• Goal #1 – Develop an expanded transit system focused on productivity and 
performance to meet the Transportation Master Plan and City Plan Policies. 

• Goal #2 – Meet and exceed the 2008 Climate Action Plan Goal for 
Transportation CO2 reductions by 2020 

• Goal #3 – Provide enhanced mobility for seniors, youth, disabled, and transit 
dependent 

• Goal #4 – Develop a public transportation system that reduces roadway related 
costs for maintenance, right-of-way acquisition, and construction 

• Goal #5 - Provide funding recommendations to fully implement the Transit 
Strategic Plan 

• Goal #6 - Stimulate the local economy through investment in public 
transportation infrastructure and operations. 

The 2009 TSOP update was undertaken in several key steps, noted below. 

• Collection of community input 
• Review of related plans and studies 
• Evaluation of existing transit market 
• Consideration of growth patterns 
• Assessment of existing transit services and conditions 
• Development of initial transit service concepts 
• Identification of opportunities to phase transit improvements 
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• Screening of initial concepts and identification of recommended strategy 
• Integration of PSD transportation needs 
• Evaluation of funding and governance options 
• Update and adoption of the TSOP update 

ES.2 Evaluation of Existing and Programmed Transit 
Services and Facilities 

Transfort provides local and paratransit service in the City of Fort Collins with a 
connecting regional route (the FoxTrot) to Loveland.  Transfort operates 18 routes when 
CSU and PSD are in-session and 14 routes when schools are not in-session. Fixed 
route service is provided Monday through Saturday and generally begins between 6:00 
and 6:30 AM, with the last trip scheduled to depart between 6:30 and 7:00PM.  Service 
frequencies range from 20 to 60 minutes.  Paratransit Dial-A-Ride service currently 
operates between the hours of 6:00 AM and 11:00 PM Monday through Saturday within 
a specific service area.  Transfort operates under a defined philosophy that has been 
approved by the Fort Collins City Council.  The Transfort service philosophy focuses on 
productivity, meaning that bus routes focus on areas with higher ridership potential, as 
opposed to dispersed coverage.  Figure ES-1 summarizes the two philosophies.   

Figure ES-1. Transfort Service Philosophy 

 
Source: Transfort Strategic Operating Plan, 2002 

Transfort serves a variety of transit users including adults, seniors and disabled 
individuals, youth, PSD students, CSU students, and Dial-A-Ride users.  Ridership 
composition for the existing transit service by fare category is shown in Figure ES-2.  

August 2009 
ES-2 



 
Transfort Strategic Operating Plan Update Executive Summary – Transfort Technical Report 

As shown, PSD and CSU-related riders represent the largest portion of ridership (nearly 
60%).   

Figure ES-2. Percentage of Ridership by Fare Category 

 

Source:  Transfort 

Transfort owns and maintains 26 standard 40-ft transit buses, four mid-sized 35-ft 
transit buses, and 13 paratransit vehicles as part of its fleet.  Services currently operate 
out of three transit centers: the Downtown Transit Center (DTC), the South Transit 
Center (STC), and the CSU Transit Center.  The STC will be relocated as part of the 
Mason Corridor project to a location off of Fairway Lane.  Funding has been secured for 
the new STC from a Colorado Department of Transportation (CDOT) funding program. 

An assessment of existing transit system performance was conducted in order to 
identify the productivity and effectiveness of the existing Transfort system.  System-
wide, Transfort reported approximately 1.9 million riders between January 1, 2008 and 
December 31, 2008 on its fixed-route system.  Transfort ridership varies significantly 
depending on whether or not CSU is in-session.  On average, weekday ridership is 73% 
higher when CSU is in-session than when it is out of session.  Key productivity 
measures were evaluated for each route in order to identify those routes which are 
more efficient, those that are underperforming, and routes which are not able to 
accommodate high demand.  This analysis contributed to the development of service 
concept improvements. 

ES.3 Public Involvement Process 
Public input was gathered from the community at a series of public and stakeholder 
meetings in an effort to gain current perspectives and needs regarding transit services 
in Fort Collins and Loveland.  Key public stakeholder activities conducted in Fort Collins 
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in support of the TSOP update are listed below.  Comments were also received via 
email, phone and postal mail.   

• Three public meetings held from July 2008 to April 2009 
• Open houses held at the four PSD high schools (Fort Collins, Poudre, Rocky 

Mountain, and Fossil Ridge high schools) 
• Stakeholder briefings/interviews with city staff, local and regional governmental 

agencies, advocacy groups, CSU, boards and commissions, UniverCity 
Connections, Chamber of Commerce, local businesses, the real estate and 
development community, transit users, and social service agencies 

The most frequently received comments from the community are listed below: 

• Increase frequency to every half hour, at least 
• Increase hours, especially in the evening and on weekends 
• Establish regional connections between Fort Collins and Longmont 
• Schedules and routes should be easy to understand 
• Need to implement a grid system 
• Need for two-way route patterns in some areas 
• Need to access lower income housing areas 
• More room for bikes on buses and bike parking at stops 
• More transit coverage throughout the community 

A Citizen’s Financial Advisory Committee (FAC) was organized in support of the project.  
The FAC’s purpose, representation, and evaluation criteria for revenue sources are 
detailed in Figure ES-3. 
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Figure ES-3. Citizen’s Financial Advisory Committee 

 

Source: Transfort and DEA 

ES.4 Proposed Phased Service Concepts 
Several near-term transit service improvements were implemented in March 2009 as a 
result of initial recommendations from the TSOP update.  These changes were 
incorporated into the TSOP update under Phase 1 improvements.  Near-term 
improvements included changes in the schedules of seven routes to enhance efficiency, 
the elimination of one route and the addition of one new route (Route 19 with service 
between CSU and Front Range Community College via Shields). 

The TSOP update presents a framework for implementation of future transit 
improvements in three phases.  Phase 1 recommends modest transit growth over 
existing service.  It assumes the implementation of MAX service and the refinement of 
local routes to coordinate with MAX.  Figure ES-4 provides a map of service 
improvements recommended for Fort Collins as part of Phase 1.  An overview of these 
recommendations follows. 
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Local Services 
• Includes relocation of the South Transit Center (STC) to the MAX terminus at a 

location off of Fairway Lane 
• Assumes the implementation of MAX service along the Mason Corridor from the 

DTC to the proposed new STC 
• Proposes some new services and realignment of existing routes along Elizabeth, 

University, Horsetooth and Drake 
• Recommends the extension of hours on select routes so that early evening 

service (until 8:30 PM) is provided on weekdays and Saturdays. 
• Recommends improved service frequencies on CSU routes and proposes a new 

numbering system for CSU routes 
• Includes a proposed new Downtown circulator that would be operated by 

Transfort, but would most likely be funded through public-private partnerships 

Poudre School District Services 
• Includes afternoon service via two dedicated local routes that serve Lincoln 

Junior High and Poudre High schools 
• Recommends improved access to Rocky Mountain High School via Shields 

Regional Services 
• Proposes modification of FoxTrot route so that it connects to the proposed new 

STC in Fort Collins (terminating at the existing North Transfer Center in 
Loveland) 
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Figure ES-4. Phase 1 Improvements – Fort Collins 

Source:  DEA 
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Phase 2 recommends significant expansion of transit service in Fort Collins, as well as 
expansion of regional connections to Denver.  Partnering strategies between 
participating jurisdictions would likely be considered for implementation of regional 
services.  This phase assumes the continued refinement of local routes to coordinate 
with MAX.  Phase 2 introduces a transition to a grid network in Fort Collins and provides 
greater route coverage, higher service frequencies, and longer span of service.  Figure 
ES-5 provides a map of service improvements recommended for Fort Collins as part of 
Phase 2.  An overview of these recommendations follows. 

Local Services 
• Proposes a new PVH Harmony Campus Transit Center in the vicinity of Harmony 

Road and Timberline Road 
• Introduces the transition to a grid route configuration 
• Recommends 15 new or reconfigured grid system routes with improved peak 

hour service frequencies 
• Recommends 10 routes with early evening service (until 8:30 PM), two routes 

with late evening service (until midnight), and 16 routes with Saturday service 

Poudre School District Services 
• Provides greater public transit coverage near PSD high school student 

residences 
• Proposes increases in service frequency in the vicinity of Fort Collins, Rocky 

Mountain and Fossil Ridge high schools 

Regional Services 
• Recommends a new regional route connecting Fort Collins, Loveland, and 

Denver 
• Proposes Saturday service for the regional route connecting Fort Collins and 

Loveland, as well as late evening service (until midnight) on weekdays and 
Saturdays 
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Figure ES-5. Phase 2 Improvements – Fort Collins 

 
Source:  DEA 
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Phase 3 recommends additional transit growth in Fort Collins including longer service 
hours and limited Sunday transit service, as well as expansion of regional service to 
Denver, Boulder, Berthoud, and Longmont.  Partnering strategies would likely be 
considered for implementation of regional services.  This phase assumes the 
implementation of additional MAX services that extend outside of the Mason Corridor 
and completes the transition to a full grid network in Fort Collins.  Figure ES-6 provides 
a map of service improvements recommended for Fort Collins as part of Phase 3.  An 
overview of these recommendations follows. 

Local Services 
• Proposes two new express routes utilizing Mason Corridor to minimize transfers 

for high demand travel patterns and increase service frequencies along Mason 
Corridor 

• Proposes late evening service (until midnight) for all express and MAX routes on 
weekdays and weekends 

• Proposes extended span of service with 12 routes offering early evening service 
and four routes offering late evening service 

• Recommends additional Saturday service on select routes 
• Recommends Sunday service for seven routes 
• Includes the complete transition to a grid route configuration 
• Recommends increased service frequencies on most routes 
• Proposes new service to Mountain Vista area 

Poudre School District Services 
• Proposes improved connections and service frequencies to Fort Collins and 

Fossil Ridge high schools 
• Recommends additional public transit coverage for PSD high school students 

including longer service hours and greater opportunity for connections to FRCC 
and CSU 

Regional Services 
• Proposes a new route providing connections between South Fort Collins, 

Loveland (Centerra), Longmont, and Boulder with additional Saturday and 
Sunday service 

• Recommends reconfiguration of a regional route to provide service between Fort 
Collins, Loveland, Berthoud, and Longmont and introduces Sunday service 

• Recommends additional early evening service and late evening service for 
regional routes 
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Figure ES-6. Phase 3 Improvements – Fort Collins 

 
Source:  DEA 
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ES.5 Poudre School District 
PSD serves approximately 24,000 students in 50 schools.  School bus transportation 
and Transfort service combine to meet the needs of students attending the four PSD 
high schools: Poudre, Rocky Mountain, Fort Collins, and Fossil Ridge.  PSD has 
partnered in this study in order to identify opportunities to enhance and promote 
Transfort services to these four high schools. 

PSD school bus transportation currently provides 1.2 million miles and 203,000 hours of 
service at a cost of approximately $7.2 million per year.  Approximately 50% of current 
PSD students are eligible for school bus service.  Students who are eligible for school 
bus service must live within the defined attendance boundary for that school and must 
live outside of the defined walk boundary, which is currently defined as 2.0-miles from 
the school.   

Transfort routes are not specifically dedicated or oriented to the high schools, except for 
Routes 91 and 92, which provide one trip each in the afternoon from Lincoln Jr. High 
and Poudre high schools respectively.  Poudre High School is served by four Transfort 
routes.  Rocky Mountain and Fossil Ridge high schools are served by two routes and 
Fort Collins High School is served by one route.  PSD high school students generate 
several types of transit trips including home-to-school and school-to-home trips, as well 
as after school trips related to sports and other special events and travel to CSU and 
Front Range Community College (FRCC) for advanced and/or specialized classes.   

Implementation of the phased TSOP update will provide PSD students with improved 
coverage and frequencies, which will provide for greater convenience and flexibility for 
students making home-to-school, school-to-home, as well as special trips including 
travel to CSU and FRCC.  Table ES-1 provides an overview of the increase in service 
coverage that would exist under all three phases. 

Phase 1 provides for incrementally better access to PSD high schools, particularly to 
Rocky Mountain High School which would be served by one additional route.  Phase 2 
provides better access to PSD high schools, particularly to Fort Collins, Rocky 
Mountain, and Fossil Ridge high schools which would benefit from increased service 
frequencies on nearby routes.  Phase 3 recommends further geographic expansion of 
coverage and would benefit all four PSD high schools with increased service 
frequencies.   
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Table ES-1. PSD Students within ½-Mile of Phase 1, 2, and 3 Routes 

Percent of Students within ½-Mile of Route 
(Percent Change compared to Existing Routes) High School 

Phase 1 Phase 2 Phase 3 

Poudre 44% (+3%) 47% (+11%) 47% (+11%) 

Rocky Mountain 68% (+<1%) 83% (+22%) 83% (+22%) 

Fort Collins 76% (+15%) 84% (+27%) 84% (+27%) 

Fossil Ridge 40% (+26%) 67% (+110%) 67% (+110%) 

Total 57% (+8%) 69% (+31%) 69% (+32%) 

Source:  DEA 

Over 5,500 students currently attend the four PSD high schools.  In fall 2009, an 
estimated 1,800 additional students will be attending the four high schools when 9th 
graders will be shifted from junior high schools and integrated into the high schools. In 
order to meet increased transportation demands, PSD is considering an expansion of 
the walk boundary from the current 2.0-miles to 2.5-miles from the school in fall 2009, 
which would reduce the number of students eligible for PSD transportation.  Under the 
phased improvements, these students would have significantly improved access to the 
Transfort public transit system.  The expansion of the walk boundaries would result in 
an estimated 21% reduction in the number of students eligible for bussing.  This could 
result in over $100,000 of annual cost savings for PSD.  Figure ES-7 illustrates transit 
coverage within ½-mile of existing Transfort routes with both current and expanded walk 
boundaries.   
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Figure ES-7. Transfort Coverage within ½-Mile of Existing Transfort Routes  

 
Source:  DEA 
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ES.6 Operating, Maintenance, and Capital Requirements 
Transfort operates a total of 18 fixed routes including the FoxTrot regional route 
connecting to Loveland and a Dial-A-Ride service.  Twenty-three vehicles are deployed 
for the fixed-route service during peak weekday operations.  Total operating and 
maintenance (O&M) costs were approximately $8.2 million in 2008, with 75% of costs 
associated with fixed-route services, 4% with regional service and 21% with Dial-A-Ride 
service.   

Phase 1 services include a total of 19 fixed routes (including the Mason Corridor MAX 
and one regional route), with 26 local vehicles and one regional vehicle deployed during 
peak weekday operations.  Phase 1 would require over 30% more revenue hours for 
fixed-route services compared to the existing system operations.  These additional 
revenue hours equate to an approximate increase of $3.3 million in annual O&M costs 
from existing levels (assuming an inflation rate of 5% for a three year horizon).   

Phase 2 services include a total of 20 fixed routes (including the Mason Corridor MAX 
and two regional routes), with 38 local vehicles and four regional vehicles deployed 
during peak weekday operations.  Phase 2 would require approximately 110% more 
revenue hours for fixed-route services as compared to existing system operations.  
These additional revenue hours equate to an approximate increase of $10.6 million in 
annual O&M costs from existing levels (assuming an inflation rate of 5% for a five year 
horizon). 

Phase 3 services include a total of 22 routes (including three Mason Corridor MAX 
routes and three regional routes), with 41 local vehicles and 10 regional vehicles 
deployed during peak weekday operations.  Phase 3 would require nearly 170% more 
revenue hours as compared to existing system operations.  These additional revenue 
hours equate to an approximate increase of $17.7 million in annual O&M costs from 
existing levels (assuming an inflation rate of 5% for a seven year horizon).   

Regional services under each phase represent proposed routes that connect Fort 
Collins with other front range communities. Therefore, implementation and funding 
requirements would likely be undertaken as part of a partnership arrangement.   

Several capital improvements would be required to support the phased operational 
recommendations for the TSOP update.  This includes both vehicle requirements and 
facility improvements.  Transfort existing fixed route service requires an overall fleet of 
30 active vehicles.  The mix of vehicle types includes 26 standard 40 ft. transit buses 
and 4 mid-sized 35 ft. transit buses.  A 60 ft. low floor alternative fuel bus will be used 
for the Mason Corridor MAX BRT service. Compressed Natural Gas and Bio-Diesel is 
used for operation of the 30 buses in the existing Transfort Fleet.  The proposed phased 
improvements would require additional vehicles to provide increased service levels.   

Eleven vehicles in the Transfort fleet are currently scheduled for replacement. This will 
require an investment of approximately $4.4 million independent of any proposed 
service expansions. The Phase 1 three year time horizon would also require an 
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investment in additional replacement vehicles and new buses for the Mason Corridor 
MAX service. Mason Corridor buses will be funded through a Federal Transit 
Administration (FTA) Small Starts Grant. Due to the two routes being replaced by MAX, 
three fewer vehicles are needed for the remainder of the improved local fixed-route 
system. The cost associated with replacement vehicles for Phase 1 would equate to 
approximately $6.5 million in future year dollars. 

Phase 2 would require a total of 50 vehicles (17 additional vehicles over Phase 1).  The 
cost associated with fleet expansion for Phase 2 would equate to approximately $8.7 
million in future year dollars.  Phase 3 would require a total of 60 vehicles (10 additional 
vehicles over Phase 2) and also some additional replacement vehicles due to outdated 
service life.  The cost associated with both fleet expansion for Phase 3 and replacement 
of outdated vehicles would equate to approximately $8.4 million in future year dollars.  
Transfort may be able to secure finding contributions for up to 80% of vehicle costs 
through FTA programs such as the Section 5309 Capital Funding Grant.  If Transfort is 
successful in securing federal capital funding, the total local cost of vehicle acquisition 
for all phases could be substantially reduced.   

Several additional facility requirements would be necessary with the recommended 
phased improvements.  Fleet expansion associated with Phases 2 and 3 would exceed 
the capacity of Transfort’s current bus storage facility, which has some additional 
storage capacity planned for the Mason Corridor MAX vehicles.  This could be 
addressed through reconfiguration and expansion of the current facility onto adjacent 
land, purchase or construction of a new supplemental facility, leased facility 
arrangements, or utilization of facilities that are provided through a contractor.  

The TSOP update assumes that Transfort’s current contract with Next Media would 
support the need for additional transit stops.  Therefore, no additional capital expenses 
for standard bus stops are reflected in this plan.  Finally, each phase involves some 
form of transit infrastructure improvement to support the proposed service 
enhancements.  Phase 1 would require various capital components related to MAX BRT 
service, including a relocated South Transit Center and new outdoor bus storage. In 
addition, Phase 1 would require a University Avenue transitway through a short 
segment of the CSU campus. Phase 2 recommends a new PVH Harmony Campus 
transit center and would also require expanded maintenance facilities (as noted above).  
Phase 3 includes the same facility requirements as Phase 2, with the addition of a bus 
turnaround facility at Elizabeth and Overland Trail.  The magnitude and extent of these 
improvements would require further definition as the implementation planning is 
undertaken in each phase.   

August 2009 
ES-16 



 
Transfort Strategic Operating Plan Update Executive Summary – Transfort Technical Report 

ES.7 Implementation 
The Citizen’s Financial Advisory Committee (FAC) was organized by Transfort and 
COLT staff and met on a semi-monthly basis from November 2008 to April 2009 to 
evaluate and recommend funding strategies for implementing the recommended 
phased improvements.  Early in the process, FAC members and Transfort and COLT 
staff acknowledged that defining a fair and practical funding plan meant balancing may 
disparate factors.  Figure ES-8 shows a visual representation of the factors that must 
be balanced to achieve an equitable funding strategy for Transfort and COLT. 

Figure ES-8. Funding Challenges: Finding Balance 

 
Source: BBC Research & Consulting 

A wide variety of revenue generation mechanisms and institutional structures were 
evaluated by the FAC as potential ways to generate and collect funds for transit 
improvement.  The FAC selected a mix of funding mechanisms that offer a fair 
appointment of costs and reliable revenue production.   

Figure ES-9 exhibits the current sources of revenue for Transfort.  Major revenue 
sources for Transfort include a large general fund transfer and revenue for the federal 
government.  Other Transfort revenue sources include a negotiated agreement with the 
Associated Students of Colorado State University (ASCSU), farebox revenue, and 
advertising.   
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Figure ES-9. Current Revenue Sources – Transfort  

 

Source:  Transfort 

Estimated revenues for Transfort were compared to the estimated O&M costs for the 
proposed phased improvements.  This analysis resulted in the identification of funding 
shortfalls for O&M costs under each phase, summarized in Table ES-2.  It should be 
noted that regional services would likely be implemented through a shared funding 
arrangement with other jurisdictions, and the shortfall would not be the full responsibility 
of Transfort. Assuming an ultimate Phase 3 build-out, Figure ES-10 exhibits the future 
projected amount of available revenue for O&M, the total projected amount of O&M 
funding required for implementation, and the resulting shortfall. 

Table ES-2. Projected Annual O&M Funding Shortfall for Transfort Phased 
Improvements 

Funding Shortfall Phase 1 Phase 2 Phase 3 

Transfort Local $2,695,600 $7,257,000 $11,258,100 

Transfort Regional $36,450 $632,100 $2,402,300 

Total $2,731,050 $7,889,100 $13,660,400 
Source:  Transfort and DEA Project Team 
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Figure ES-10. Annual O&M Shortfall for Phase 3 Implementation 

 
Source: Transfort and DEA Project Team 

Estimated capital costs for vehicle acquisition for Transfort and COLT were also 
compared to the minimum estimated federal funding sources that would likely be 
available.  This analysis resulted in the identification of funding shortfalls for capital 
costs under each phase, summarized in Table ES-3.  Assuming an ultimate Phase 3 
build-out, Figure ES-11 exhibits the future projected cumulative amount of available 
funding for capital expenses, the total projected cumulative amount of capital funding 
required for implementation, and the resultant shortfall. 

Table ES-3. Projected Annual Capital Funding Shortfall for Transfort Phased 
Improvements 

Funding Shortfall Phase 1 Phase 2 Phase 3 

Transfort Local $5,932,550 $6,047,300 $3,402,400 

Transfort Regional N/A $1,381,550 $3,639,600 

Total $5,932,550 $7,428,850 $7,042,000 

Source: Transfort and DEA Project Team 
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Figure ES-11. Capital Funding Shortfall for Transfort Phase 3 Implementation 

 
Source: Transfort and DEA Project Team 

The FAC recommended a series of funding mechanisms, all designed to allocate the 
costs of Transfort and COLT services to those that benefit from them.  The following 
funding mechanisms were chosen based on their ability to provide a reliable revenue 
stream and to grow with the community.  Funding mechanisms options that could be 
considered for future implementation for Transfort and COLT include: 

• Maintenance of Effort – The continuation of municipal general fund revenues with 
a growth in fares commensurate with an increased level of service. 

• Dedicated Sales Tax – An excise tax on retail goods imposed to the point of sale.  
The FAC recommended a 1/4-cent tax. 

• Transit Utility Fee – An additional fee charged to residential and business utility 
accounts.   

• New Negotiated Agreements – The active investigation of new partners, 
including PSD and FRCC, as well as the re-negotiation of current agreements. 

• Special Assessment – An annual per household or square foot charge placed on 
property within a special improvement district. 

Figure ES-12 provides an overview of the projected revenues that could be available 
for each of the above funding mechanisms recommended by the FAC.   
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Figure ES-12. Projected Transfort Operation and Maintenance Revenues from 
FAC-Recommended Funding Mechanisms 

 

Source:  Transfort and DEA Project Team 

The FAC also recommended the investigation of the feasibility and practicality 
associated with the formation of a Regional Service Authority (RSA) to serve in the 
administration, organization and consolidation of transit operations for Fort Collins and 
Loveland.  An RSA is a form of government designed to provide specified services on a 
regional basis, in this case public transportation.  The FAC recommended an RSA 
because of its potential revenue raising authority, inter-jurisdictional flexibility between 
Fort Collins and Loveland, ease of formation, and public acceptance.  The FAC 
specifically recommended the investigation of an RSA structure with no internal funding 
mechanisms, meaning that each member jurisdiction must raise its own funds and 
purchase transportation service from the RSA.  Fort Collins and Loveland are the most 
likely candidates to purchase services from the RSA, although other jurisdictions would 
be able to raise funds by any means when they join the RSA.  Further study of a 
regional transit provider is recommended as an action item of this report. 

Implementation Timeline 
The TSOP update has been developed based on a potential implementation horizon of 
seven years. A phased approach for the TSOP has been proposed to serve as a 
framework for implementation priorities, and to allow for the opportunity to scale new 
improvements and investments to future available funding sources.  The ability to 
secure new or additional funding sources over the next two years will be critical in 
achieving full build-out of all three proposed phases. 
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Successful implementation and meeting the desired timing for phased improvements 
will require that the funding mechanisms described in the previous sections are in place 
before the specific target years for implementation. This is necessary to build capital 
reserves that are needed for the purchase of new vehicles. Ongoing revenue streams 
from future revenue sources will then be used to fund annual operating and 
maintenance costs for expanded transit services.   

Other Implementation Considerations 
The previous 2002 TSOP presented a number of key considerations that require 
attention as new transit services are considered for implementation. Many of these 
tasks are routinely addressed when any level of service refinements are undertaken. 
These common planning steps, operational issues and guidelines for many of these 
tasks are briefly summarized below. 

• Dates for Start of New Service – Implementation target dates should consider 
the necessary steps for Council approval and public process. In addition, vehicle 
procurement should be carefully coordinated with scheduled implementation. 
Summer is often a common season to implement substantial route changes in 
university communities, which allows drivers to become more familiar with 
services before school sessions and winter weather begin.  

• Ridership and Customer Impacts – Changes in ridership trends should be 
monitored to determine issues with system familiarity and the level of benefit 
realized from new route configurations. Ridership trends after several months 
provide the best indication of service change results.  

• Further Service Revisions – Early service refinements could be necessary if 
new routes are not operating or performing as desired. Schedule times, safety, 
peak load and demand points, transfers and complaints should be monitored to 
determine if early route revisions are necessary. 

• FTA Grant Funding for Vehicles – The potential to secure grant funding for 
future vehicle purchases should be identified as soon as possible. The timing for 
the grant application process and vehicle procurement could effect the desired 
implementation dates for new service.  

• Responsibilities of Transfort Staff – New staff responsibilities related to 
service changes include new marketing and informational materials, hiring of new 
drivers, schedule conformation and runcutting, and development of new bus 
stops and signage. 

Monitoring 
An efficient monitoring process can provide significant value for making ongoing service 
refinements, future operation planning, and can support future budgeting requirements 
and financial decisions. Two types of monitoring are recommended to assure the 
continued effectiveness and efficiency of transit services for Transfort – trend analysis 
and peer system comparisons. Trend analysis compares current operating data with 
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historical data to establish trends in service efficiency and effectiveness. Peer system 
analysis can be conducted on an annual basis using statistics from other sister 
agencies and the National Transit Database (NTD). Ideally, the peer group should be 
selected based on some common characteristics such as population of the area, 
existence of educational institutions, system fleet size, annual vehicle hours or annual 
vehicle miles of service.  

Performance standards for three representative transit agencies were reviewed to 
examine other typical procedures for service monitoring. Representative agencies 
included the Metropolitan Atlanta Rapid Transit Authority (MARTA) in Atlanta, Georgia, 
the Regional Transportation District in Denver, Colorado, and Pierce Transit in Tacoma, 
Washington. Each agency uses similar monitoring tools, statistics and metrics to 
document their relative route productivity and performance. However, the methods 
employed for making decisions on service adjustments or changes differ somewhat 
among agencies. The case studies provide a good range of techniques for grading 
route performance and categorizing routes based on relative levels of efficiency and 
cost-effectiveness.  Transfort may choose to tailor similar measures specifically to their 
current goals and objectives for system performance. 

Future Action Items  
A set of action items have been developed to guide the key steps for future phased 
service implementation. These items listed below will include responsibilities among 
Transfort, the City of Fort Collins and future transit service partners. 

• Confirm the feasibility of route changes and new facilities based on physical 
opportunities and constraints. This includes all street configurations used for new 
transit routes, the University Avenue transitway on the CSU campus and the new 
PVH Harmony Campus Transit Center. 

• Develop transit service standards or guidelines for remaining Enhanced Travel 
Corridors. 

• Undertake a feasibility study regarding the establishment of a regional transit 
provider that could provide services for two or more jurisdictions in the North 
Front Range with a completion date by December 31, 2010 if resources are 
available.  

• Identify potential future funding sources that will be sought for plan 
implementation. 

• Initiate discussions with potential downtown Fort Collins partners to implement 
the recommended circulator route.   

• Undertake discussions with the Poudre School District regarding a negotiated 
agreement for a transit service partnership. 

• Initiate discussions with potential partner jurisdictions for the implementation of 
new regional services.   

• Develop new performance standards and a formalized transit system 
performance monitoring program. 
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• Initiate federal funding applications for future transit system capital requirements. 
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