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PEER SYSTEM ANALYSIS

Mode of Transportation: Does the transit system 
provide bus or rail service? Which type of rail ser-
vice or bus service does the transit system provide 
(heavy vs. light rail/streetcar)?

Urban Area Population: What is the population 
of the urbanized area in which the transit system 
operates?

Total Vehicle Miles Operated: The total vehicle 
miles operated by the transit system in an NTD 
reporting year. 

Total Operating Budget: The total annual operating 
expenses of the transit system.

Population Density: The population density of the 
transit system’s service area measured in persons per 
square mile. 

Service Area Type: There are eight categories of 
“service areas” that are reported to NTD. The desig-
nations are as follows:

 ■ 1 = service only to non-urbanized areas (not 
presently used). 

 ■ 2 = service to multiple urban areas (may also 
include non-urban areas), and is the primary 

service provider within at least one urban area 
central city. 

 ■ 3 = only agency operating within an urban 
area; no non-urban service. 

 ■ 4 = agency serves the urban area’s central city, 
where other agencies also provide service to 
portions of the urban area. Urban areas with 
multiple central cities may have more than one 
agency classified as a 4. 

 ■ 5 = agency provides service into an urban 
area’s central city, but its primary service area 
does not include a central city. 

 ■ 6 = agency provides service within an urban 
area, but does not provide service to a central 
city. 

 ■ 7 = only agency operating within an urban 
area; provides non-urban service. 

 ■ 8 = other (special transportation service only, 
ferry, monorail, Puerto Rico, agency. provides 
funds to another NTD reporter that operates the 
service).

Percent Demand Response: The percentage of 
demand response service for an agency, measured 

based on the number of vehicles operated in peak 
service.

Percent Service Purchased: The percentage of 
transit service purchased from outside service pro-
vider(s), measured based on the number of vehicles 
operated in peak service. 

Population Growth Rate: The percent change in 
population between the baseline year of 2000 and 
the current data year. 

State Capital: Whether the agency is located in a 
state capital city. 

Percent Population with College Degree: The 
percentage of population 24 years or older with a 
minimum of a bachelor degree in the urbanized area 
the transit agency resides.

Percent Poverty: The percent of population with an 
income below the poverty level. 

Annual Delay per Traveler: A measure of conges-
tion, the total delay hours per traveler as reported 
in the Urban Mobility Report published by the Texas 
Transportation Institute (TTI).

The purpose of a peer group analysis is to gain 
general insights into the efficiency and effectiveness 
of a transit system, and to guide further assessment 

of system performance. For this analysis, the peer 
group was initially selected based on “likeness 
factors” as defined by the Florida Transit Information 

System (FTIS), a tool that uses the National Transit 
Database (NTD) information. These likeness factors 
include the following data points:
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Freeway Lane Miles per Capita: Average freeway lane-miles per resident as 
reported in the Urban Mobility Report by TTI. 

Distance: The distance in miles between the target and peer systems, measured 
between the centroid locations of their urbanized areas.

Seven performance measures using the most recent year for which performance 
data is available (2013) were used. The FTIS peer systems were refined based 
on Kalamazoo’s characteristics and input from Metro Transit staff to include the 
following transit agencies: 

 ■ Ann Arbor Area Transportation Authority — Ann Arbor, MI

 ■ Broome County Department of Public Transportation  — Binghamton, NY

 ■ Capital Area Transportation Authority   — Lansing, MI

 ■ Cedar Rapids Transit — Cedar Rapids, IA

 ■ Chittenden County Transportation Authority  — Burlington, VT

 ■ Erie Metropolitan Transit Authority  — Erie, PA

 ■ Fort Wayne Public Transportation Corporation  — Fort Wayne, IN

 ■ Green Bay Metro  — Green Bay, WI

 ■ Interurban Transit Partnership  — Grand Rapids, MI

 ■ La Crosse Municipal Transit  — La Crosse, WI

 ■ Lexington Transit Authority  — Lexington, KY

 ■ Mass Transportation Authority  — Flint, MI 

Table 1. Peer Group Characteristics – Fixed Route Service

Agency Service Area 
Population

Pop. Density 
(pop./sq. mi.)

Fixed Route 
Vehicles

Annual 
Fixed Route 
Ridership

Ann Arbor, MI 212,492 2,623 80 6,428,724

Binghamton, NY 165,000 232 47 2,251,455

Lansing, MI 287,598 2,115 108 11,358,535

Cedar Rapids, IA 97,716 4,442 30 1,225,199

Burlington, VT 93,656 1,535 65 2,496,465

Erie, PA 189,872 2,466 73 3,455,993

Fort Wayne, IN 255,824 2,305 39 1,978,903

Green Bay, WI 174,760 1,942 37 1,482,429

Grand Rapids, MI 482,740 2,609 159 12,039,079

La Crosse, WI 71,201 1,978 22 1,175,528

Lexington, KY 295,803 1,042 71 4,959,357

Flint, MI 418,408 654 117 5,690,913

AVERAGE 227,290 2,075 68 4,425,385

Kalamazoo, MI 209,703 3,039 39 2,987,427
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PERFORMANCE MEASURES
The following measures were evaluated to gain an understanding of how well 
Kalamazoo Metro Transit performs in comparison to peer systems:

Transit use in relation to the level of resources 
expended.

Cost 
Effectiveness

The consumption of transit service in relation to 
the supply of transit service available.

Service 
Effectiveness

The amount of service provided in relation to the 
amount of resources expended.

Service 
Efficiency

How well a system is serving the transit market.Market 
Penetration

The performance and effectiveness of revenue 
collection.

Passenger Revenue 
Effectiveness

Peer Analysis Summary –  
2013 National Transit Database 
Table 2. Peer Analysis Performance Measures

Category Performance 
Measure

Peer 
Average

Metro 
Transit Performance

Cost Effectiveness Operating Expense 
per Passenger $3.74 $3.14

Service Efficiency Operating Expense 
per Revenue Hour $93.42 $83.63

Service 
Effectiveness

Passengers per 
Revenue Hour 26.4 26.7

Market Penetration

Passengers per 
Capita 18.7 14.2

Revenue Hours per 
Capita 0.69 0.53

Passenger Revenue 
Effectiveness

Passenger Revenue 
per Operating 

Expense (Operating 
Ratio)

19.7% 25.8%

Passenger Revenue 
per Passenger $0.71 $0.81

= Better than peer average

= Worse than peer average, but within acceptable range

= Worse than peer average and outside of acceptable range
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COST EFFECTIVENESS

Cost effectiveness addresses transit use in relation to the level of resources 
expended. The primary measure for comparison under this area is operating 
expense per passenger. In 2013, the average operating expense of providing 
a single passenger trip on Metro Transit fixed route service was $3.14. This is 
lower, or more cost-effective, than the peer average of $3.74 per trip, and the 
fourth lowest within the peer group. The Metro Transit performs better than 
the peer group average in cost effectiveness. 

Figure 21. Cost Effectiveness : Operating Expense per Passenger

SERVICE EFFICIENCY

Service efficiency examines the amount of transit service produced relative to 
the resources expended. Operating expense per revenue hour is the measure 
used to assess how efficiently a system delivers service. In 2013, the cost of 
providing one hour of revenue service at Metro Transit was $83.63. This was 
nearly $10 lower than the peer average of $93.42. The service efficiency 
of Metro Transit operations is better than the peer average.

Figure 22. Service Efficiency: Operating Cost per Revenue Hour
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SERVICE EFFECTIVENESS

Service effectiveness is a measure of the consumption of transit service in relation 
to the amount of service available. Passengers per revenue hour is the mea-
sure used to assess service effectiveness. Metro Transit serves 26.7 passengers 
per revenue hour. This is marginally above the national peer average of 26.3 
passengers per revenue hour and in an acceptable range. The service effec-
tiveness of Metro Transit operations is approximately equal to the peer 
average.

Figure 23. Service Effectiveness : Passengers per Revenue Hour

MARKET PENETRATION

Market penetration measures how well the current transit operations serve the 
transit consumers in the Kalamazoo area. Passengers per capita and revenue 
hours per capita are measures of market penetration. In 2013, Metro Transit 
carried 14.2 passengers per capita. In other words, the average citizen of 
Kalamazoo boarded Metro Transit 14.2 times. This is below the national peer 
average of 18.7 passengers per capita. In this measure, relative to the peers the 
market penetration in Kalamazoo is lower than the peer average. Another 
measure of market penetration is revenue hours per capita. In Kalamazoo, Metro 
Transit provides 0.53 hours of service per person. This is below the national 
average of 0.69 hours of service per person, but still within the acceptable 
range. In this measure, relative to the peers market penetration is below 
average. A point of review in the fixed route study will be whether the span of 
transit service is appropriate, and whether or not it could be refined to improve 
performance. 

Figure 24. Market Penetration : Passengers per Capita
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Figure 25. Market Penetration : Revenue Hours per Capita

PASSENGER REVENUE EFFECTIVENESS

Passenger revenue to operating expense measures the level of operating 
expenses that are recovered through passenger fare payment. This measure is 
also referred to as the operating ratio. Among the set of national peers, Metro 
Transit has an above average operating ratio of 25.8 percent, relative to the 
peer average of 19.7 percent. The most similar system in this performance 
measure is the Broome County Department of Public Transportation in Vestal, NY 
with a 26.2 percent operating ratio. Another measure of revenue effectiveness 
is passenger revenue per passenger, or the average fare. In 2013, the average 
fare paid by a Metro Transit passenger was $0.81, above the national peer 
average of $0.71. In both measures the passenger revenue effectiveness of 
Metro Transit is significantly better than the peer average. 

Figure 26. Passenger Revenue Effectiveness : Operating Ratio (Farebox Recovery)

Figure 27. Passenger Revenue Effectiveness : Revenue per Passenger
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In conclusion, Metro Transit’ performance is generally very good. Table 3, 
presents a summary of how Metro Transit compares to its peer systems.

Table 3. Peer Analysis Summary

Category Performance Measure Status

Cost 
Effectiveness Operating Expense per Passenger Above Peer Average

Service 
Efficiency Operating Expense per Revenue Hour Above Peer Average

Service 
Effectiveness Passengers per Revenue Hour Above Peer Average

Market 
Penetration

Passengers per Capita Below Average

Revenue Hours per Capita Below Average

Passenger 
Revenue 
Effectiveness

Passenger Revenue per Operating 
Expense (Operating Ratio) Above Peer Average

Passenger Revenue per Passenger Above Peer Average
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RECOMMENDATIONS

PHASED IMPLEMENTATION
As part of the initial assessment of the transit system, 
the consultant team reviewed performance data, 
met with local stakeholders, and conducted field 
observations in partnership with Kalamazoo Metro 
Transit staff and management. Through this process 
the team has identified several existing transit system 
strengths, threats, and future opportunities that shape 
the recommendations.

The phases of the recommendations are divided in to 
four separate categories. The recommendations are 
cumulative in nature

1. Short-Term Fiscally 
Constrained Recommendations
These recommendations are to be carried out in the 
first four years if the transit vision plan’s implemen-
tation, and they can be completed using the transit 
system’s existing resources. These assume investment 
levels that are nearly cost-neutral.

2. Short-Term Recommendations 
with Additional Funding
These recommendations are also to be carried out in 
the first four years of the transit vision plan’s implemen-
tation; however, this set of recommendations assumes 
the availability of some additional local funding 
through the passage of the August 2015 transit mill-
age district, and includes the service improvements 
that have been publicized. These recommendations 
include those in the fiscally constrained category, 

The objective of this section is to provide recommen-
dations to address issues identified in the assessment 
of the transit system and guide Kalamazoo Metro 
Transit in fulfilling its mission. The Central County 
Transit Authority (CCTA) has an opportunity to move 
the Kalamazoo transit system from one that serves 
a customer base of people who rely on transit to a 
system that meets the enhanced travel needs of its 
core ridership while attracting demographic groups 
that are not currently using transit service. 

The expanded system will make travel easier for the 
core group of passengers with expanded span of 
service, more frequent service, and some Sunday 
service.  This will allow current passengers to 
reduce their total travel times for their daily travels 
and allow greater access to more job opportunities 

with coordination of employment start and end 
times with scheduled bus times. 

In developing a strategic investment approach to 
improved services, different demographic groups 
will be attracted to the bus system.  Improved ser-
vice on routes that connect residential locations with 
large employers in the downtown area, at frequen-
cies that connect with work times, will make the 
transit system a strong, viable transportation option.  
Decisions should be made from an approach that 
maximizes performance and has the greatest rider-
ship return. 

Additionally, the recommendations focus on internal 
agency processes to optimize staffing, training, 
maintenance, and operational performance man-
agement. Market research and data driven deci-

sions will be key elements of service development. 
This plan identifies several key functional areas 
where the greatest benefit will be achieved. 

Generally, the vision plan identifies planning and 
investment priorities for the next 20 years of transit 
system development. It defines those factors that 
CCTA can control; factors that are controlled by 
others but influenced by CCTA; and factors that 
are not within the control of CCTA. A flexible set of 
strategies is needed to respond to these factors in 
order to provide the highest level of service for the 
residents of the CCTA service area.  Information 
is presented regarding each of these factors to 
provide a robust transit system that meets the needs 
of the current core ridership and the expanded mar-
kets that will be attracted to the enhanced system.
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and they identify investment priorities for process 
improvement and new transit service.

3. Medium-Term 
Recommendations
These recommendations are to be carried out in 
years 5-10 of plan implementation, as they require 
funding, staffing, and/or analysis that will take addi-
tional time and investment to coordinate.

4. Long-Term Recommendations
The long-term recommendations are to be carried 
out in years 11-20 of plan implementation. These 
recommendations focus on the components of a fully 
developed transit system, which addresses system 
weaknesses and takes advantage of future opportu-
nities. Many of these recommendations require more 
significant levels of investment, and are contingent 
on the securement of outside funding sources and the 
outcomes of future studies.

RECOMMENDATION 
CATEGORIES
Recommendations are divided into four categories: 
planning, administration and management, opera-
tions and maintenance, and infrastructure. Planning 
recommendations relate to future studies to be com-
pleted, and coordinated with other local agencies. 
Administration and management recommendations 
primarily relate to the internal staffing and organi-
zation of Kalamazoo Metro Transit. Operations and 
maintenance recommendations relate to the facets 
of the agency that provide transit service on a day-
to-day basis. Finally infrastructure recommendations 

include investments in facilities, equipment, and vehi-
cles. Figure 28 details these categories.

Figure 28. Recommendation Categories

Planning Recommendations

 ■ Updating internal policies and programs related to future 

transit service and facilities

 ■ Conducting studies or other analysis for future development

 ■ Contracting for temporary professional services

 ■ Interagency coordination related to planning

 ■ Changes to transit service

 ■ Building staff technical capacity

 ■ Recommendations related to front-line operations

 ■ Addition of transportation modes

 ■ Maintenance practices

Operations & Maintenance 
Recommendations

 ■ Addition of administrative staff and shifting of staff duties 

as needed

 ■ Community based marketing and initiatives

 ■ Updating of internal performance measures and manage-

ment practices

Administration & Management 
Recommendations

 ■ Vehicle purchases

 ■ Equipment purchases

 ■ Facility construction

 ■ Upgrade to the physical environment

Infrastructure Recommendations

INTERNAL AND EXTERNAL 
FACTORS
There are several factors in the provision of bus 
service that are completely within the control of 
Kalamazoo Metro Transit. These include operating 
policies, performance standards, and service deliv-
ery. The issues that Kalamazoo Metro Transit can 
control include wages, staffing levels; organization 
structure, training, schedule reliability, routing, main-
tenance, performance standards, quality of service; 
financial infrastructure; physical infrastructure main-
tenance, planning activities, marketing and other 
factors that directly affect transit service.

There are several issues that are controlled by others 
but Kalamazoo Metro Transit can have an impact on 
them. This includes sidewalk/bicycle infrastructure 
to bus stops; bus stop safety; traffic control; MPO 
programming; mill levy elections; geographic size of 
service area; and property tax values where transit is 
an economic component of development.

There are also several factors that are not controlled 
locally by Kalamazoo Metro Transit, local govern-
ment, or local businesses.  These include FTA Section 
5307 funding; FTA discretionary capital funding; 
State funding; Federal and State regulations; eco-
nomic conditions; and areawide property tax values.

Key stakeholders (internal vs. external) responsible 
for implementation are identified for each recom-
mendation.
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AUGUST 2015 TRANSIT 
MILLAGE
On August 4, 2015 a ballot issue was put forth 
to Kalamazoo County voters to approve a CCTA 
millage of up to 0.75 mill for five years from 2016 
to 2020. The objective of the millage is to maintain 
existing levels of service, strategically expand the 
geographic coverage of transit service, support 
Sunday service, and increase frequency on the most 
productive routes.

The ballot issue passed at a rate of 63 percent. 
Areas where the millage did not pass included por-
tions of the City of Portage, Comstock Township, and 
Kalamazoo Township. Passage rates were highest 
within the City of Kalamazoo (see Figure 29). 

The passage of a 0.75 millage is projected to pro-
duce about $3.5 million in revenue for the transit 
system. This funding will be used to leverage state 
and federal investment into the transit system and 
be used for operations. The following new projects 
have been identified and will be referenced in the 
recommendations:

 ■ Sunday service on approximately 16 routes 
(local commitment of $250,000/year) 

 ■ Increased frequency on Route 1 and Route 2, 
adding 8 revenue hours per day (local commit-
ment of $119,000/year)

 ■ Extended service hours, two hours per day on  
approximately 15 routes (local commitment of 
$250,000/year)

The vision plan will include medium and long-term 
recommendations that build on these initial invest-
ments.

VISION PLAN 
RECOMMENDATIONS
The matrix shown as Table 4 summarizes the rec-
ommendations that comprise the vision for transit 
development in Kalamazoo County. These recom-
mendations were shaped by stakeholder input, per-
formance analysis of the transit system, peer transit 
system review, field observations, and consultation 
with Kalamazoo Metro Transit staff. A description of 
key recommendations follows the table.
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Figure 29. Millage Election Results

August 2015
Election Results by Precinct
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Planning Administration/Management Operations/Maintenance Infrastructure

Short-Term 

Recommendations

(Fiscally Constrained/

Cost-Neutral)

1-4 Years

Coordination with local agency staff in 

policy areas, such as social services, 

planning, and public works/engineering.

Establish transit supportive policies in 

capital improvement programs. 

Integrate transit with Complete Streets 

policy.

Evaluate the medical transport market 

and the regional public transit role.

Continue and enhance agency process 

improvement teams.

Expand employer ridership program  and 

add option of unlimited access to workers 

at employers that invest in the transit system.

Continue to collect and analyze data, 

update internal performance monitoring 

procedures based on recommended 

performance measures.

Develop annual scorecard to evaluate 

performance.

Empower senior staff to communicate data 

to customers and board.

Conduct run time analysis to address on 

time performance issues.

Adopt service and performance standards 

for transit operations.

Monitor performance measures, and 

relate each to levels of customer 

satisfaction.

Senior staff to participate in strategic 

working groups. 

Address immediate needs for training, 

and explore opportunities to host 

National Transit Institute training, state 

transit association sessions, etc. 

Explore opportunities to simplify customer 

payment methods.

Expand marketing and special projects 

function to program events at Kalamazoo 

Transportation Center and enhance/

review public safety efforts.

Identify city sidewalk and bus pad 

improvements that may be completed 

by other agencies. 

Work with state and local governments 

to develop improvement plan for ADA 

compliance and internally prioritize 

shelter and stop improvements.

Update and track progress on bus 

stop/shelter accessibility.

Short-Term 

Recommendations 

(With additional local 

funding) 

1-4 Years

Conduct any necessary transit center/

transfer point site analysis (space 

requirements, cost impacts, traffic 

analysis, etc.), in order to obtain funding 

for medium-term recommendations.

Update facility/capital improvement 

plan to reflect near term vision plan 

recommendations. 

Conduct study of maintenance 

department/assess needs.

Review staff assignments, and adjust 

(if needed) in the areas of supervision, 

marketing, training. Add staff as necessary. 

Implement enhanced marketing plan that 

improves the visual identity of the transit 

system and conducts regular outreach to 

employers, customer base, and major 

institutions. 

Develop annual performance scorecard 

to evaluate performance – focus service 

changes on improving trends 

Add evening and Sunday service.

Expand service to select new transit 
supportive areas. 

Add tripper service to improve on-time 
performance and address crowding 
during peak times. 

Update customer payment methods.

Continue deployment annual 
performance scorecard.

Complete additional bus stop pad 
improvements, minor facility upgrades.

Improve sidewalk and trail access.

Continue to replace vehicles as 
needed. 

Conduct a facility planning and needs 
assessment.

Implement additional ITS improvements 
and real-time signage.

Develop a reserve fleet for tripper 
service.

Table 4. Summary of Recommendations
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Planning Administration/Management Operations/Maintenance Infrastructure

Medium-Term 
Recommendations

5-10 Years

Study intercity transportation needs 
and feasibility – regional connections, 
intercity bus, rail connections, etc. 

Continue to conduct market research; 
improve understanding of travel patterns 
and needs.

Update Metro Transit Comprehensive 
Operations Analysis.

Partner with local agencies to study cost 
and benefits of signal priority – and other 
enhanced bus strategies.

Continue to manage implementation 
strategies started during the 1-4 year 
timeframe.

Deploy expanded routes to new 
communities that participate in millage 
district.

If well positioned, implement regionally 
oriented transit service with the mode 
appropriate for the specific area 
(demand response, fixed route, hybrid 
service, etc.).

Operate and deploy “enhanced” bus 
services.

If well positioned, purchase different 
types of vehicles for new types of 
service

Construct auxiliary transfer points.

Potentially upgrade farebox and smart 
card systems.

Purchase additional vehicles. 

Long Term 
Recommendations

11-20 Years

Continue to analyze interregional 
service.

Evaluate park-and-rides and bus 
connections.

Take advantage of opportunities for 
joint development projects near transit 
facilities. 

Continue to manage implementation of 
near-term strategies.

Implement future COA and intercity 
transportation studies. 

If well positioned, implement transit 
signal priority pilot program. 

Operate and deploy “enhanced” bus 
services.

Implement future COA and intercity 
transportation studies.

Deploy enhanced bus features 
(signage, curb extensions, fare 
payment technology, signalization, 
etc.).

Install transit signal priority (TSP). 

NEAR-TERM FISCALLY CONSTRAINED AND COST-NEUTRAL RECOMMENDATIONS

Planning
INTERAGENCY COORDINATION

State and Federal

The primary issues that are controlled by other agen-
cies are state and federal funding levels. The State 
of Michigan has a strong transit support program 
and it is expected to remain strong. However, the 
formula for distribution is influenced by expansion of 
other transit systems. As they grow and the funding 

does not grow in proportion, there will be less money 
available for the Kalamazoo area.

Conversely, additional local funds invested in tran-
sit are matched by the Michigan DOT Local Bus 
Operating Assistance Program.  Currently, the state 
provides approximately 29% of the cost of operation. 
This percentage may increase or decrease slightly 
and the variation can be accommodated by a strong 
fund balance to absorb any negative impacts.

FTA funding is not expected to grow at anything 
more than an inflation rate. The funding level is 

based mostly on population, population density, 
and a small component for service provided.  The 
Kalamazoo portion is based on the percentage that 
it contributes to these factors in all cities in the U.S. 
between 200,000 and 999,999 population. A 
major increase in service, population, or population 
density in one city has a small effect on the program 
as a whole. However, local efforts to increase popu-
lation, population density, and service will reduce the 
likelihood of an FTA reduction after the 2020 census.  
Rapidly growing cities will take a larger share of the 
FTA funding and the Kalamazoo area should make 
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efforts to increase its population and population den-
sity in proportion to national averages.

Local

Building on existing strong partnerships that are 
already in place, it is recommended to improve 
coordination with other local government agencies 
(city government, MPO, human service agencies, 
state government, etc.) to seek “low cost, high ben-
efit” solutions that benefit transit. For example, transit 
supportive infrastructure (sidewalks, bus pull-outs, 
striping/signage/wayfinding, etc.) can be incorpo-
rated into street improvements at a minimal cost. This 
can be achieved with transit agency staff having an 
advisory role in roadway engineering projects.

Similarly, development decisions have an impact on 
transit, especially when reviewing destinations that 
serve people who rely on transit as their primary 
means of mobility. Having transit staff participate in 
development review or planning commission meet-
ings to provide guidance on how new development 
can be walkable and transit supportive is advised. 
Also, coordination with health care and social 
service providers on locations and scheduling of 
services can improve transit service for the system’s 
core users.

Additionally, Kalamazoo Metro Transit can aide in 
promoting Complete Streets Policies for the munici-
palities in which it operates. Complete streets policies 
require that the needs of all street users, of all ages 
and abilities, be considered in the process of street 
design. Design that supports all users -- pedestrians, 
older adults, people with disabilities, etc. – make 

it easier for people to get to and from designated 
transit stops, as nearly every transit journey begins 
with a walking trip. Even where sidewalks and 
safe roadway crossings exist, often the placement 
of driveways or other barriers force bus stops to be 
located some distance from the intersection, increas-
ing walk times and encouraging unsafe jay walking. 
Complete streets promote access to public transit, 
and local planners and engineers are valuable part-
ners with transit agencies in their development. 

Evaluate and Monitor the Market for Medical 
Transportation

A core trip purpose for transit service is the access to 
medical care. Medical transportation is provided by 
a network of public, private, and non-profit agencies 
across a myriad of programs. In particular, non-emer-
gency medical transportation (NEMT) can be a 
source of revenue for a public transit system, though 
with it comes a significant level of administrative 
effort and coordinated planning. It is recommended 
that in the near term Kalamazoo Metro Transit moni-
tors the market for human service and medical trans-
portation to see if there is an opportunity to acquire 
agency fare revenue, and continue to have a seat at 
the table for coordinated planning efforts.

Administration and Management
CONTINUE AND ENHANCE PROCESS 
IMPROVEMENT TEAMS

Kalamazoo Metro Transit currently has an internal 
working committee to address route planning and 
performance. This group is interdisciplinary, having 

representation from various functional areas of the 
transit system. Additional process improvement teams 
should be formed for areas of customer service, 
maintenance, on-time performance, safety, and what-
ever other core issues may arise. It is expected that 
agency staff will take a lead role in managing these 
workgroups, and reporting progress to the executive 
director and various boards when appropriate. 
Process improvements will be linked to various per-
formance measures (see following sections). Within 
these working groups the issues and opportunities 
identified in the vision plan will be revisited on a 
regular basis.

ADOPT TRANSIT SYSTEM PERFORMANCE 
MEASURES AND SERVICE STANDARDS

Kalamazoo Metro Transit already does an excellent 
job of collecting data and monitoring the perfor-
mance of existing transit service. The next step is 
to integrate that data collection and performance 
monitoring into a decision making process. The fol-
lowing are service standards commonly used in the 
transit industry that can be used when making service 
planning decisions.

Bus Stops

The current hybrid policy of stopping at marked bus 
stops and “other, safe locations” should be replaced 
with a marked bus stop location policy.  Passengers 
do not always know where a safe location is, and 
there may be variation among drivers about where 
a safe stop location should be.  Conflict between 
passengers and drivers can be reduced with marked 
bus stops.  Agency liability for boarding and alight-
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ing passengers at unmarked bus stops can also 
be reduced. In the urban core bus stops should be 
spaced approximately every other block, and in 
other areas bus stops should be placed about 4-5 
per mile.

Geographic Coverage

Fixed route transit service should be deployed only to 
where transit supportive population and employment 
densities exist. A minimum for hourly transit service is 
approximately four households or five jobs per acre. 
Service may also be extended to key transit destina-
tions such as:

 ■ Employers with greater than 200 workers

 ■ Medical centers

 ■ Educational facilities

 ■ Retail centers

 ■ Social service centers

Service Frequency

Standardized minimum peak frequencies of 30 
minutes, and minimum off-peak frequencies of 60 
minutes.

Average Speed

The average speed of service should be minimum of 
12-16 miles per hour in the urban core, and 14-18 
miles per hour in other areas.

Facility Quality

Facilities should be maintained, rehabilitated, and 
replaced in a manner consistent with federally and 
locally approved maintenance plans. The replace-

ment and upgrade of capital assets should be com-
pleted in a timely manner.

Peer Performance Measures

Peer analysis should be regularly revised as National 
Transit Database information is updated. Kalamazoo 
Metro Transit should maintain or improve perfor-
mance in relation to its peer systems. Performance 
measures that can be used to determine the appro-
priateness of new service and evaluate system con-
ditions include: 

 ■ Passengers per in service hour

 ■ Subsidy per passenger

 ■ Revenue per passenger

CONTINUE PRODUCTIVE RELATIONSHIPS 
WITH INSTITUTIONS OF HIGHER 
EDUCATION

Kalamazoo Metro Transit currently benefits from 
strong relationships with local institutions of higher 
education, including Kalamazoo Valley Community 
College (KVCC) and Western Michigan University 
(WMU). WMU currently funds several routes that 
connect the university campus with concentrations 
of student housing, and KVCC recently renewed its 
commitment to partially fund the route that connects 
its main campus with the City of Kalamazoo. These 
institutions provide both a ridership and revenue 
benefit to the transit system, and are key destinations 
for transit users.

Kalamazoo Metro Transit should continue to partner 
with these institutions, and promote themselves as the 

key resource for transportation in the community. In 
the future, institutions of higher education may have a 
need to provide additional off-campus transportation, 
late-night or safe-ride services, ridesharing services, 
or on-campus circulator buses and Kalamazoo Metro 
Transit could be a partner and coordinator in these 
initiatives.

Operations and Maintenance
STAFF ENGAGEMENT

In the cost-neutral category, there are no recom-
mendations related to service expansion. Short-term 
recommendations in the areas of transit operations 
include participation in performance monitoring, 
and engaging staff in customer service outcomes 
and expectations. Senior staff in operations and 
maintenance areas will participate in and lead 
multi-disciplinary working groups focused on process 
improvement. 

TRAINING

Responding to the need of strengthening the staff 
training program, there are several cost neutral 
ways of improving the technical capacity of agency 
staff. This includes attending events hosted by the 
Michigan Public Transit Association to network with 
peers, and hosting a variety of courses offered 
by the National Transit Institute (NTI). NTI is often 
seeking places to host trainings related to transit 
planning, operations, technology, and compliance 
and is a venue for learning industry best prac-
tices. Kalamazoo Metro Transit’s administrative and 
maintenance facility has a dedicated training and 
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conference room that would be ideal to host these 
national training events. Several universities, research 
institutions, and organizations like the Community 
Transportation Association of America, American 
Public Transportation Association, National RTAP, 
and the Small Urban and Rural Transportation Center 
offer training programs as well.

FARE PAYMENT METHODS

In the near-term, it is recommended to explore the 
possibility of changing the method of payment from 
its current arrangement with transfers to a day pass. 
In many commuters, transfers have been eliminated 
and replaced with day passes.  Usually the day pass 
is the price of two one-way fares.  In Kalamazoo, 
this would be a $3.00 fare. Riders who now need a 
transfer to reach their destination would pay $3.00 
when boarding the first time they travel each day 
and retain the pass for their subsequent transfer and 
for the return trip later in the day.  The fareboxes can 
easily be modified to print the date in large type to 
reduce passenger and driver conflicts over the valid-
ity of the ticket. Some passengers will make more 
trips per day with a day pass.

There are several transit systems that have made a 
shift to a day pass, typically in conjunction with the 
upgrade to a “smart-card” fare payment system. 
Milwaukee County Transit System (Milwaukee, WI), 
Los Angeles Metro, and Alameda-Contra Costa 
Transit (Oakland, CA) have all made the conversion 
to a day pass instead of transfers. Additionally, transit 
systems like Metro Transit (Minneapolis – Saint Paul, 
MN), and New Orleans Regional Transit Authority 

allow for the purchase of a day pass in addition to 
traditional fare media.

The monthly pass is priced at $60.  A 31 day pass 
could be established to replace the monthly which 
would make it easier for people who receive finan-
cial support in the first few days of each month.

Exploring changes to the payment structure will 
involve the development of a transit user workgroup, 
equity analysis, and public involvement related to 
fare modifications. 

ROUTE RESTRUCTURING

As staff becomes more trained in route analysis and 
planning, transit routes that are underperforming can 
be evaluated for restructuring. Based on stakeholder 
input, one route that may be a candidate for restruc-
turing is Route 12 – Duke. Several approaches can 
be taken to attempt to adjust the performance of the 
route:

 ■ Discontinue Service --  Route 12 runs fairly 
close to other rotes that may be duplicative, 
especially as it travels to and from downtown.  
If the Westnedge Route transitions to a 15 
minute headway the majority of the 1/4 mile 
transit supportive area is accessible with a short 
walk of that corridor. The disadvantage to this 
would be that the Kalamazoo – Battle Creek 
International Airport and the YMCA would lose 
transit service.

 ■ Improve Frequency -- Currently Route 12 oper-
ates at a 60 minute frequency, limiting its utility 
for many users. If the frequency was increased 

to 30 minutes during select times, and the 
schedule was coordinated with shift times of 
employment centers along the route it may 
attract additional riders.

 ■ Consolidation -- Remove most of the route and 
consolidate southern and east half that goes 
from Meijer to the airport with Route 13 – 
South Burdick. Trips can deviate to the airport 
or schools on a select or on-call basis.

In all cases public outreach and an on-board survey 
of passengers may aid in understanding areas of 
low ridership.

MARKETING AND OUTREACH

To promote pedestrian traffic and activity at the 
Kalamazoo Transportation Center, marketing and 
special projects staff should coordinate events such 
as live music, farmers markets, food trucks, arts exhib-
its, etc. A partial solution to concerns over loitering 
and public safety is to increase the amount of activity 
at the transfer center and draw foot traffic, increasing 
the number of “eyes on the street” and improve the 
perception of security.

DEMAND RESPONSE TRANSPORTATION

In addition to the fixed route – or line-haul – buses, 
Kalamazoo Metro Transit oversees Metro County 
Connect and the Community Service Vans, both of 
which operate on a demand response basis, and 
provide direct links from origins to destinations. 
Additionally, ADA complimentary paratransit is avail-
able within ¾ mile of the fixed route service. This is 
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a valuable component of transportation network in 
Kalamazoo County. 

 ■ Kalamazoo Metro Transit is already ahead of 
many peer transit systems in that it is familiar 
with how to manage and implement demand 
response services in partnership with a con-
tracted operator. 

 ■ Due to their flexibility, demand responses can 
be used to serve rural areas, job sites, and sub-
urban neighborhoods that cannot necessarily 
support hourly fixed-route bus service.

 ■ With the Community Service Vans, Kalamazoo 
Metro Transit has strong partnerships in place 
with local organizations. These can be used as 
the basis for future subscription services catering 
to people with special needs, specific job sites, 
or suburb-to-suburb trips. 

 ■ Vehicles in the demand response fleet can be 
used to help address on time performance 
issues, as road supervisors can dispatch them 
to certain areas to make up for lost time and 
assist people who have missed connections. 

In consulting staff, reviewing data, and conducting 
field observations there are no specific recommen-
dations regarding demand response services at this 
time. Metro County Connect and the Community 
Service Vans are important tools for mobility man-
agement, and they fulfill their policy objectives in 
reducing barriers to mobility. The flexible nature of 
the services means that they can also be applied in 
settings on a case-by-case basis to test new markets 
and reach new potential riders. The varied nature 
of these transportation modes and service areas 

makes them difficult to compare to peers, however 
Kalamazoo Metro Transit should continue to moni-
tor performance and cost trends, and incorporate 
customers and contractors into intra-agency process 
improvement groups. As service expands over the 
medium and long-term, demand response services 
can be used to build new markets and work as pilot 
projects.

Infrastructure
Since most infrastructure development requires addi-
tional capital investment, recommendations in this 
category are extensions of the planning recommen-
dations. Kalamazoo Metro Transit should monitor 
performance measures associated with bus stop 
modernization, maintenance and replacement. Also, 
Metro Transit should develop an action plan for 
ADA compliance and prioritize shelter and side-
walk improvements accordingly using the 2014 
study. In many cases, by being engaged in local 
project decisions, transit supportive infrastructure 
can be added to roadway and trail projects that 
will improve the pedestrian environment near transit 
stops. These improvements are cost-neutral as other 
public agencies will provide the capital funding and 
lead coordination.

NEAR-TERM 
RECOMMENDATIONS WITH 
ADDITIONAL FUNDING

Planning
A continuing planning need is to update long-range 
transportation plans, transportation improvement pro-
grams, and capital improvement programs to include 
all future capital needs. In many cases this is already 
being done by Kalamazoo Metro Transit staff, but as 
new projects are assessed (facilities, modes of trans-
portation, corridor improvements, etc.) it is important 
to add them to regional planning and programming 
documents, along with local comprehensive plans. 
As state and federal support becomes available, it 
is important to have projects illustrated consistently in 
planning and policy documents so that they can be 
considered “ready to go.”

TRANSIT CENTER SITE ANALYSIS AND 
FEASIBILITY STUDY

Kalamazoo Metro Transit’s route network is largely 
oriented to the downtown area, and most major 
employment, education, and retail centers are well 
covered by the route network. The same can be 
said of areas with population densities that can 
support fixed-route service. However, customer and 
stakeholder feedback indicated that there is a need 
for some level of crosstown or suburb-to-suburb 
transportation. Having satellite transfer points that 
complement the Kalamazoo Transportation Center 
can facilitate these crosstown routes by providing a 
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convenient place for routes to meet. There is already 
a small transfer point in the City of Portage, and there 
are suburban transfer points at Crossroads Mall and 
WMU. Route 3 – West Michigan is an example of 
a route that does not serve downtown Kalamazoo 
and links WMU with key destinations in the western 
part of the urbanized area. It is recommended that 
this service should be examined more intensively in 
the next Comprehensive Operations Analysis. In the 
meantime, potential sites for transfer centers can be 
evaluated for the following areas:

 ■ Phase 1 Environmental Assessment

 ■ Space to accommodate transit system growth

 ■ Traffic impacts

 ■ Consistency with local planning

 ■ Cost of design and construction

Kalamazoo Metro Transit would partner with a pro-
fessional services firm to complete this study.

MAINTENANCE STUDY

A thorough examination of the maintenance depart-
ment was not conducted as part of this project.  
Several questions were raised during the project 
team’s on-site visit that merit further analysis including 
staffing, shift timing, and vehicle appearance and 
condition.

After periods of growth and change in a transit 
system it is advisable to conduct a review of its main-
tenance department’s policies, procedures, staffing, 
and practices as it is a major center of capital and 
operating costs. Field observations and stakeholder 
input offered comments related to cleanliness of vehi-

cle interiors, and some vehicles that require minor 
repairs due to leaks and cosmetic defects. A future 
study will address where current procedures and 
levels of training may be falling short.

Bus maintenance departments similar to Kalamazoo 
typically do not operate on a 24 hour per day sched-
ule.  Deep cleaning of buses is typically conducted 
during the day shift.  A more in-depth study is needed 
to examine priorities, scheduling, and performance 
of the Maintenance Department in comparison to 
other similar sized bus systems.  Frequently FTA 
planning funding is used for these types of studies 
and can be obtained from the Metropolitan Planning 
Organization.

The study should also analyze shop needs to support 
a larger fleet with more miles per year based on 
whichever option is chosen by the transit board for 
longer span of service, additional frequencies, and 
new routes.  Maximum vehicle storage capacity at 
the garage should also be included in this study.

Additional Cost Summary: Near Term Planning 
Recommendations

Item Cost

Facility Feasibility Study $50,000 - $150,000

Maintenance Assessment $25,000

Administration and Management
FUND BALANCE

With a strong fund balance, the CCTA will carefully 
monitor the levy receipts and watch predictions for 

future property value growth.  The fund balance per-
centage should remain the same, but actual receipts 
may be greater or less than inflationary costs.  
Stability of funding and stability of service are key 
elements for successful vision plan implementation.

STAFFING

As the geographic coverage of the transit system 
expands and additional revenue hours of service are 
added, careful attention will need to be paid to the 
adequacy of on-street supervision. Procedures will 
need to be updated to reflect potential new modes 
of service (demand response, flexible route) and 
supervisory staff will need to be added to support 
expanded service.

Turnover of senior staff has resulted in a loss of 
technical capacity and institutional knowledge at 
the agency. A renewed focus on professional devel-
opment and training is incorporated into this set 
of recommendations and staff resources should be 
developed in training and workforce development. A 
full-time transit trainer position may need to be estab-
lished to conduct rigorous training for new drivers 
and to develop retraining programs for experienced 
drivers. As many as 25 new drivers may be needed 
to fully implement the long range vision plan. This 
position may also serve as the relief supervisor when 
supervisors are on personal leave.

This position can also serve as the security function 
for any federal or state security requirements that may 
arise.  Additional services will require additional 
drivers and this will increase the training demands 
on current staff.  A dedicated training position will 
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allow other supervisors to concentrate on their normal 
activities.

For both on street supervision and training, it may be 
possible to meet these needs in the near term by shift-
ing responsibilities of current staff. However, in the 
case positions need to be added, this plan budgets 
two full time employees as part of the cost estimate. 

MARKETING AND OUTREACH

To fully implement the vision plan, a revitalization of 
the marketing program is recommended. Decisions 
on marketing expenses should be made where the 
greatest return on investment exists. The basic passen-
ger information media can be improved with better 
maps and timetables and better bus stop information, 
complemented by consistent market research and 
customer engagement.

The marketing work program should focus on 
understanding current and future transit markets in 
Kalamazoo. Definitive plans should be made to 
reach out to the targeted demographic groups most 
likely to ride the fixed route network.

Pragmatic targeted marketing activity will have the 
greatest return for the time invested. Unlimited access 
for employers can mimic the success of ridership 
programs at WMU.  Pricing is based on current rid-
ership so that the transit system does not lose money 
but the businesses and employees will obtain a new 
benefit.

Decisions on using transit typically are based on time 
and cost.  Reducing the cost of service to targeted 
consumers through unlimited access will reduce 
one impediment.  Service improvements with better 

frequencies will reduce the other.  The marketing 
function can bring these two components of modal 
decision to the business in the service area with 
mutual benefit to all.

There are several examples throughout the country 
where there are successful employer-based programs 
that provide transit system revenue. In Michigan, 
SMART in Suburban Detroit has numerous programs 
related to transit benefits, complimentary 30 day 
passes for those seeking new employment, and 
offering mobility management and outreach to work-
ers. In Madison, Wisconsin, Epic Systems (a large 
regional employer that produces healthcare software) 
contributes the local share of capital and operating 
expenses for certain bus routes, and purchases bus 
passes for its employees.

A re-branding of bus service that improves signage, 
graphics, vehicle livery, and community profile 
should commence in the first two years of vision plan 
implementation. Efforts should be made to utilize 
the public space at the Kalamazoo Transportation 
Center for a variety of activities that will bring more 
people to the north edge of downtown.

PERFORMANCE SCORECARD

The addition of stable, local funding will better 
enable the transit system to take action relative to per-
formance issues. Performance measures should be 
made readily available on the transit system website 
for the general public to review.

Additional Cost Summary: Near Term 
Administration and Management 
Recommendations

Item Cost

Staffing $160,000/year

Training Program/Employee 
Development $31,000/year

Marketing Enhancements $40,000/year

Rebranding effort (optional) $50,000

Operations and Maintenance
AUGUST 2015 TRANSIT MILLAGE PLAN 
IMPLEMENTATION

The first phase of service improvements will focus 
on the proposed service improvements identified 
as Priorities in the 0.75 mill levy. This will yield an 
additional 17,500 revenue hours per year that can 
be invested into weekend and evening service, and 
added frequency on bus routes. This is the top prior-
ity for service improvements.

Service Span

As the transit system is gradually expanded the 
following are guidelines for the amount of service 
that can be provided during the day. Times can be 
adjusted to meet peak times for students and shift 
workers on selected routes. 

 ■ 15 hour weekday span – potential additional 
span for specific employment sites and students. 
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 ■ 20 hour Saturday span – selected routes 
that provide safe-ride service targeted at 
student populations 

 ■ 8 hour Sunday span

TRIPPER SERVICE

To address issues with on-time performance, it 
is recommended that Kalamazoo Metro Transit 
formalize a procedure to use extra buses to add 
to routes that fall behind schedule. Adding these 
extra buses will prevent customers from missing 
transfers, and improve overall on-time perfor-
mance for the transit system. It is estimated that 
approximately 640 revenue hours per year will 
be used for tripper buses.

EXPANDED GEOGRAPHIC COVERAGE

If additional funding becomes available, three 
new routes should be established as recom-
mended in the 2010 COA. One route would 
serve Vicksburg and Schoolcraft; a second route 
to Richland; and the third route to Augusta and 
Galesburg.  Each route would provide two round 
trips in the morning and afternoon peak periods.  
Total revenue hours would be seven hours per 
day per route or 5,355 hours per year. It is 
recommended that route patterns focus on areas 
with transit supportive densities.

In addition to reviewing local densities, transit 
expansion should focus on serving employment 
centers, new housing developments, concentra-
tions of people who rely on transit, and areas 
with transit-friendly design elements.

SIMPLIFIED CUSTOMER PAYMENT

If, after outreach and analysis, modifications to 
the payment structure are construed as beneficial 
to the transit system then they should be imple-
mented in the near term. Coinciding with market-
ing and outreach efforts, integration of demand 
response services (Metro County Connect and 
Community Service Vans) to the regional transit 
identity and establishment of a transfer policy 
should be included in this effort.

Additional Cost Summary: Near 
Term Operations and Maintenance 
Recommendations

Item Cost

Millage Plan Implementation $1,035,000/year

Tripper Services $61,000/year

Geographic Expansion $514,000/year

Infrastructure
VEHICLES AND FACILITY MAINTENANCE

The current process of purchasing small orders of 
heavy-duty buses approximately every two years 
should be continued to keep the average fleet 
age low and to reduce expenses associated with 
aging buses.  The same is true of maintaining the 
Kalamazoo Transportation Center and the main-
tenance garage. Future asset management plans 
will identify any additional capital maintenance 
needs.

Figure 30. Bus stop lacking pavement
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Future planning efforts will assess the spare ratio to 
determine if an increase in peak vehicles can be 
accommodated within the current fleet.  If additional 
buses are needed, used buses can be procured 
from dealers, or by acquiring surplus buses from 
other transit systems. These buses are appropriate to 
use on light use or tripper routes. Adequate funding 
should be allocated to bring the used buses up to 
Kalamazoo Metro Transit standards for appearance 
and reliability.  For the vision plan it is assumed that 
used buses will be acquired for $60,000 each 
which will include cosmetic and mechanical refur-
bishing.  This will be a one-time cost in each year 
that new services are added that require additional 
vehicles.

BUS STOP AND SHELTER IMPROVEMENTS

There are several issues that are controlled locally by 
other agencies or businesses, but CCTA can have 
an impact on their decision making process. This 
can include mill levy elections; geographic size of 
service area; property tax values where transit is an 
economic component of development; and physical 
infrastructure development.

In the first phase of the vision plan, the Administration 
function should focus on activities that have a direct 
impact on passengers, but are controlled by other 
agencies.  These include:

 ■ Sidewalk/bicycle infrastructure to bus stops;

 ■ Bus stop relocations

Involvement with the city pedestrian networks is 
important for passengers to have a safe pedestrian 
environment.  An inventory of bus stops without side-

walk access should be developed in the first year 
and formal requests to the governing jurisdictions that 
control sidewalk construction should be immediate. A 
safe location for bus stops should also be developed 
in cooperation with appropriate traffic engineers for 
local, county, and state highways where there are 
bus stops.  Bus stop pull-outs can be programmed for 
future years, but safe bus stops can be established by 
the second year.

Additionally, real time signage and technology inter-
faces should continue to be deployed to shelters and 
stops as funding becomes available.

FACILITY NEEDS STUDY

As the transit system grows and changes, service 
expansion and innovation can lead to changes in 
facility needs. Additional vehicle storage, fueling 
facilities, bus shelters, transfer points, and staff work-
spaces may be required in the future. If not included 
in a future, comprehensive operations analysis a 
small study on general facility needs may be neces-
sary.

Additional Cost Summary: Near Term 
Infrastructure Recommendations

Item Cost

Bus Stop Improvements $10,000-$20,000/year

Used Buses $60,000-$120,000

Facility Needs Study $50,000-$100,000




