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3.1.12 ROUTE S1 ALIGNMENT MODIFICATION

Service Change Description

This project proposes alignment changes to the Route S1, shown in Figure 3-11 below. The modified
alignment maintains a simplified, bi-directional alignment along the entire route. Service from Spotsylvania
Towne Centre extends farther west along Plank Road to reach Harrison Crossing, which includes grocery
and retail shopping. Several stops along Kilarney Drive are removed, although all stops are within 0.75
miles of the proposed alignment and therefore would be accessible via route deviation request. Similarly,
several stops along Kennedy Lane are removed but would still be accessible via route deviation request.
Service on Leavells Road and south of Leavells Road remains the same. This project results in the removal
of 3.6 miles (11.6 percent (11.6%) of route), which is less than 25 percent (25%) of the total route miles and
therefore would not require a Title VI analysis.

FIGURE 3-11: EXISTING AND PROPOSED ROUTE $1
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Eliminate Route S4 and S5 and Implement Route S1 at 30 Minute
Headways

Service Change Description

This project calls for eliminating Route S4 and Route S5 and reallocating those resources to implement the
proposed Route S1 at 30-minute headways. For information on the proposed Route S1 alignment, see
section 3.1.13. Routes involved are shown in Figure 3-22. Removing Routes S4 and S5 would require a
Title VI analysis.

FIGURE 3-21: EXISTING AND PROPOSED ROUTE S5
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Operating Impacts

The impacts to the annual operating requirements for this service change are shown in Table 3-29. Peak
vehicles are expected to remain at four (4). Revenue hours and operating costs are expected to remain the
same as well. A net decrease of 19,422 revenue miles annually is anticipated.

TABLE 3-29: ANNUAL STATISTICS FOR EXISTING AND PROPOSED ROUTE S5

Peak Vehicles Revenue Hours Revenue Miles Operating Cost

Existing Route S1 2 4,518 70,277 $569,404
Existing Route S4 1 3,263 63,890 $411,236
Existing Route S5 1 3,263 53,676 $411,236
Proposed Route S1 4 11,044 168,421 $1,391,875
Change Over Existing 0 0 -19,422 $0

Justification and Support of Transit Needs

e This project meets the transit needs by supporting Goal 2: Leverage available funding to maximize
service access, efficiency, and affordability and adjusting service based on performance standards.

e Route S4 averages 2.01 riders per revenue hour, 0.1 riders per revenue mile, and $49.12 per
passenger, and therefore fails to meet all three thresholds of the performance assessment. Route
S5 averages 2.46 riders per revenue hour, 0.16 riders per revenue mile, and $40.25 per passenger,
and therefore also fails to meet thresholds in the performance assessment. The thresholds are 3.09
riders per revenue hour, 0.21 riders per revenue mile, and $38.29 per passenger. Shifting the
resources from low productivity to higher productivity routes, such as Route S1 (existing riders per
revenue hour is 2.9) could improve overall productivity.

¢ Improving frequency was the number one requested improvement in the Fall 2022 public survey.

e Stakeholder representatives said that service is too infrequent, and routes with 60-minute
frequencies can be inconvenient to use. Stakeholders indicated a strong desire to improve service
frequency to every 30 minutes or better.

Future Ridership Estimate

The existing Routes S1, S4, and S5 have 60, 7, and 8.6 daily riders, respectively. Ridership on Route S1
is likely to be retained. Improving the headways from 60 minutes to 30 minutes may have a lower return of
30 riders daily. The total ridership estimate would be 90 riders daily under these assumptions, which is an
improvement of 14.4 over the existing 75.6 daily riders.
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Implement ADA Paratransit Service

Service Change Description

This project would transition the existing deviated fixed route service to traditional fixed route and ADA
paratransit service. This would involve discontinuing service deviation requests for the existing deviated
fixed routes and operating traditional fixed route service in its place. The fixed routes would operate along
scheduled alignment only. The ADA paratransit service would operate independently of the fixed route
service and would be open to those who qualify with ADA eligibility requirements. The ADA paratransit
service would operate as a demand-response service requiring passengers to request service in advance.
The process of transitioning from a deviated fixed route service to traditional fixed route and ADA paratransit
service is complex, requires several steps, and takes years of planning before implementation could take
place. The process of converting deviated fixed-route service to a fixed-route and paratransit service would
be as follows:

1. Create an ADA eligibility process. Guidance on this particular step is available in FTA Circular
4710.1 Americans with Disabilities Act Guidance.

2. Implement ADA paratransit service using the existing deviated fixed route service. The deviated
fixed route service would deviate for paratransit trips only instead of for any request as in the
existing FXBGO! deviated fixed-route service. FXBGO! would track ADA paratransit trip requests
for analysis in the next step.

3. Plan and estimate costs for the launch of the dedicated paratransit service. Ridership data from the
previous step will provide the necessary inputs for estimating costs. At this point in the process,
FXBGO! would have a better understanding of the number of trips to be expected from the
paratransit service and could have a better estimate cost to determine if and how to move forward
with a paratransit service. FXBGO! could decide not to move forward with Step 4 should this step
reveal that the service would be cost prohibitive.

4. Compare cost estimates of operating the paratransit service in-house to contracting the service out
to a private operator. A decision must be made whether FXBGO! would operate the paratransit
service, or a third party would operate the paratransit service.

a. FXBGO! could decide that contracting service to a private operator is more favorable,
FXBGO! would then need to go through the process of obtaining a procurement contract
to have service with a third-party contractor.

b. FXBGO! could decide that operating the service in-house is more favorable, FXBGO!
would then need to acquire a dedicated fleet, hire operators, and train staff on specific
paratransit service passenger needs.

5. Launch the ADA paratransit service alongside the fixed route service and closely track the
passenger activity for both of the services.

6. Optimize the fixed route network. The changes from deviated fixed route service to fixed route
service would possibly create inefficiencies in the schedule as well as other alignments. A
comprehensive operational analysis (COA) would be recommended to optimize the fixed route
network and make the best use of limited resources.

Operating Impacts

Transitioning from a deviated fixed route service to a traditional fixed route and ADA paratransit service
would have significant impacts on operating costs at FXBGO! revenue miles, revenue hours, peak vehicles,
and operating costs for the fixed route service would be similar to the existing deviated fixed route service.
Operating requirements for the dedicated ADA paratransit service will be better understood after
transitioning deviations in the deviated fixed route network to ADA eligible paratransit trips only.
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Justification and Support of Transit Needs

This project meets the transit needs by supporting Goal 3: Ensure a reliable, high-quality customer
experience.

There are many benefits of providing fixed-route transit and ADA paratransit instead of deviated
fixed route service. Advantages of transitioning are listed below.

o

Operating fixed route service will improve on-time performance. It is difficult for operators
to maintain schedules when deviations occur because operators must deviate from the
alignment for passenger pick-up before resuming the route alignment.

Passengers will experience faster service and shorter travel times with fixed route service
when compared to deviated fixed route service. Deviations along routes add travel time for
passengers that are already onboard the vehicle. Passengers waiting for the bus further
along the route must wait longer for the vehicle to arrive because of the additional time
taken to make deviations.

Transitioning to fixed route service would enable FXBGO! operations to fine tune the
schedule to advantage of excess time. Excess time in the schedule could be utilized to
modify route alignments to reach additional destinations.

There are also disadvantages to transitioning to fixed routes and ADA paratransit service.
Disadvantages are listed below.

e}

Significant time and staffing are needed to transition to fixed route and ADA paratransit
service. Transitioning will take years of planning and resources.

Transitioning to fixed route and ADA paratransit will be more expensive. For instance,
Petersburg Area Transit spent $188,000 on demand response service in FY 2021. The
cost of service could consume the resources typically spent on an entire route (or possibly
more). If implementing ADA paratransit needs to be cost neutral, then existing services
would need to be eliminated.

Transitioning would be disruptive to the existing FXBGO! customer base. Some
passengers that currently request route deviations who are not ADA eligible would lose
service.

Future Ridership Estimate

Ridership impacts are uncertain. Ridership can be estimated after FXBGO! transitions to a policy restricting
deviations to ADA trips only.

Implement New Express Route to Richmond

Service Change Modification

This project includes a new express service from Fredericksburg to Richmond, called Route E1. The
express service would operate weekdays with two (2) trips in the a.m. and two (2) in the p.m. Exact stop
locations and route alignment are to be determined. Introducing a new route would necessitate a Title VI
analysis to be completed before implementation.
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FIGURE 3-23: PROPOSED ROUTE E1
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Operating Impacts

Annual operating requirements for the proposed Route E1 are shown in Table 3-30. Implementing
express service to Richmond would require two vehicles to operate two (2) round trips in the a.m. and two
(2) round trips in the p.m. Route E1 would cost approximately $380,000 annually in operating
requirements. This project would also require the procurement of at least two vehicles.

TABLE 3-30: ANNUAL STATISTICS FOR PROPOSED ROUTE E1

Peak Vehicles Revenue Hours Revenue Miles Operating Cost
Route E1 2 3,012 127,177 $379,602

Justification and Support of Transit Needs

e This project meets the transit needs by supporting Goal 1: Provide equitable transit service that
increases access goods and services, recreation, education, and employment opportunities and
Goal 4: Strengthen community partnerships through transit.

e This project improves regional connectivity between Fredericksburg and Richmond, increasing
transportation options for those without access to personal vehicles.

e The apparent low demand for this service may create challenges to implement this service (see
below section on Future Ridership Estimate).

Future Ridership Estimate

Future ridership is uncertain. However, the use of Replica travel demand model was used to give guidance
for ridership estimates. There are an estimated 38 trips from Fredericksburg from 6:00 a.m. to 8:00 a.m.
and 42 trips from 4:00 p.m. to 6:00 p.m. using Replica datasets. For travel from Richmond to
Fredericksburg, an estimated 24 trips occur from 6:00 a.m. to 8:00 a.m. and 51 trips from 4:00 p.m. to 6:00
p.m. Using a transit mode share of two percent (2%), this service would yield little to no ridership.

Implement New Express Service Route to Dahlgren

Service Change Description

This project calls for express service, Route E2, from Fredericksburg to Naval Facilities in Dahigren and
shown below in Figure 3-24. The service would operate two (2) round trips in the a.m. and two (2) round
trips in the p.m. Stops in King George have been identified (SMART SCALE application) and are in the
approximate locations are Dahlgren Road and NSF Dahigren (outbound only), Dahigren Road and NSH
Dahlgren (inbound only), and James Madison Pkwy and University Drive (inbound only). Introducing a new
route would necessitate a Title VI analysis to be completed before implementation.
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FIGURE 3-22: PROPSED ROUTE E2
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Operating Impacts

Annual operating requirements for the proposed Route E1 are shown in Table 3-31. Estimated cycle time
is two (2) hours, creating the need for two (2) vehicles to operate the service. An annual cost estimate of
$253,000 would be required to operate the service.

TABLE 3-31: ANNUAL STATISTICS FOR PROPOSED ROUTE E2

Peak Vehicles Revenue Hours Revenue Miles Operating Cost
Route E2 2 2,008 73,844 $253,068

Justification and Support of Transit Needs

e This project meets the transit needs by supporting Goal 1: Provide equitable transit service that
increases access goods and services, recreation, education, and employment opportunities and
Goal 4: Strengthen community partnerships through transit.

e This project improves regional connectivity between King George County and Fredericksburg,
increasing transportation options for those without access to personal vehicles.

e This service was previously described in the 2017 TDP and has been included in a SMART SCALE
2024 application. It should be noted that the SMART SCALE application made it into the initial list
of applications but was not awarded funding.

Future Ridership Estimate

The SMART SCALE application showed that this project would carry a total of 22.4 riders in the peak period.
Assuming ridership occurs evenly in each direction, an estimated total of 44.8 riders would use the service.
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Chapter 3 Appendix B: Performance Assessment
Methodology

A methodology to identify low performing routes was created and applied on the existing transit network.
Performance thresholds are identified based on how FXBGO! compares to a group of peer agencies. The
peers included in the analysis were County Commissioners of Charles County, Central Shenandoah
Planning District Commission, Pueblo Transit, Billings Metropolitan Transit System, and Clarkesville
Transit. The process of identifying thresholds and applying those thresholds is outlined below.

- Service assessment

o If FXBGO! is less than 50 percent (50%) in riders per revenue hour or mile compared to
the peer average, then conduct an Intensive Route Assessment. If not, then conduct a
Moderate Route Assessment.

o If FXBGO! is more than 50 percent (50%) in cost per rider compared to the peer average,
then conduct an Intensive Route Assessment. If not, then conduct a Moderate Route
Assessment.

o Table 3-32 shows the resulting peer average threshold.

- Route by route assessment
o Intensive Route Assessment
» Review (stop, frequency, span) if route is:
e Less than 70 percent (70%) of system average passengers per revenue
mile
e Less than 70 percent (70%) of system average passengers per revenue
hour
e More than 30 percent (30%) of system average cost per passenger
o Moderate Route Assessment
» Review (stop, frequency, span) if route is:
o Less than 60 percent (60%) of system average passengers per revenue
mile
o Less than 60 percent (60%) of system average passengers per revenue
hour
e More than 40 percent (40%) of system average cost per passenger

o Table 3-33 shows the resulting thresholds for the Intensive and Moderate route

assessments.
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TABLE 3-32: SYSTEM PERFORMANCE THRESHOLDS
FOR INTENSIVE AND MODERATE ROUTE ASSESSMENTS

Performance Measure FXBGO! Peer Average Threshold'
Riders / Revenue Hour 4.42 6.22 3.1
Riders / Revenue Mile 0.30 0.40 0.20
Cost / Rider $29.45 $15.72 $23.59

Source: 2022 NTD

1. Threshold value is 50% of the peer average.

TABLE 3-33: ROUTE PERFORMANCE THRESHOLDS
FOR INTENSIVE AND MODERATE ROUTE ASSESSMENTS

Performance Measure Intensive Route Threshold Moderate Route Threshold
Riders / Revenue Hour 3.09 2.65
Riders / Revenue Mile 0.21 0.18
Cost / Rider $38.29 $41.23

Source: 2022 NTD

Using 2022 NTD data, FXBGO! meets the thresholds for two (2) of the three (3) performance measures
(riders per revenue hour and riders per revenue mile) but does not meet the threshold for cost per rider.
Therefore, individual routes would be evaluated using the “Intensive Route Thresholds”. Using recent
(7/1/2021 — 6/30/2022) performance data reports, the following routes would fail to reach the route
thresholds and would therefore require a review of stop, frequency, and span to see if any remediation
measures could be taken to improve performance.

Routes that fail to meet minimum performance thresholds:

¢ Intensive Route Thresholds: D1, D3, D4, D5, D5/D3, S1, S4, S4/S5, S5, EX
* Moderate Route Thresholds: D1, D5, D5/D3, S1, S4, S5, EX
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TABLE 3-34: INTENSIVE ROUTE PERFORMANCE ASSESSMENT RESULTS

Day of Week Pasgzlr:ers e / 327 Rlder;"/ 327 Cost / Rider

D1 25.1 2.82 0.14 35.56

D2 57.2 4.63 0.27 21.22

D3 15.7 2.92 0.26 34.77

D4 22.9 3.01 0.22 36.78

D5 10.4 1.8 0.08 54.72

D5/D3 20.4 3.16 0.18 31.36

F1 78.1 7.44 0.66 12.79

F2 47 3.55 0.25 27.44

Weekday F3 81.1 6.12 0.45 15.91
F4A 69.7 5.32 0.42 18.39

F4B 57.7 5.74 0.44 18.41

F5 73 6.1 0.6 16.27

S1A 35.7 3.06 0.2 32.54

S1B 24.3 2.72 0.17 37.49

S4 7 2.01 0.1 49.12

S4/S5 29.9 3.38 0.19 29.66

S5 8.6 2.46 0.16 40.25
Friday EXA 4.7 0.81 0.06 124.22
EXB 7.7 1.29 0.1 75.53

EXA 28.7 2.1 0.17 45.04

Saturday

EXB 30.2 2.21 0.18 42.85

EXA 15 1.69 0.13 57.33

Sunday

EXB 22.2 2.51 0.2 37.75

Source: 2022 NTD

1. Highlighted routes fail to meet the performance assessment threshold
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TABLE 3-35: MODERATE ROUTE PERFORMANCE ASSESSMENT RESULTS

Day of Week Pasgzlr:ers e / 327 Rlder;"/ 327 Cost / Rider

D1 25.1 2.82 0.14 35.56

D2 57.2 4.63 0.27 21.22

D3 15.7 2.92 0.26 34.77

D4 22.9 3.01 0.22 36.78

D5 10.4 1.8 0.08 54.72

D5/D3 20.4 3.16 0.18 31.36

F1 78.1 7.44 0.66 12.79

F2 47 3.55 0.25 27.44

Weekday F3 81.1 6.12 0.45 15.91
F4A 69.7 5.32 0.42 18.39

F4B 57.7 5.74 0.44 18.41

F5 73 6.1 0.6 16.27

S1A 35.7 3.06 0.2 32.54

S1B 24.3 2.72 0.17 37.49

S4 7 2.01 0.1 49.12

S4/S5 29.9 3.38 0.19 29.66

S5 8.6 2.46 0.16 40.25
Friday EXA 4.7 0.81 0.06 124.22
EXB 7.7 1.29 0.1 75.53

EXA 28.7 2.1 0.17 45.04

Saturday

EXB 30.2 2.21 0.18 42.85

EXA 15 1.69 0.13 57.33

Sunday

EXB 22.2 2.51 0.2 37.75

Source: 2022 NTD

1. Highlighted routes fail to meet the performance assessment threshold
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4 Implementation Plan

Chapter 4 of the Transit Strategic Plan (TSP), the Implementation Plan, details the necessary steps and
capital investments required to carry out the recommended operations and service improvements detailed
in Chapter 3. This chapter documents planned projects to maintain a state of good repair for FXBGO!'s
existing assets as well as identifies the additional capital needs for planned expansion or modifications to
service. Each of the steps in this Implementation Plan will revolve around a planned service
improvement/expansion discussed in Chapter 3 or a previously identified project in the TSP.

4.1 Asset Management

Transit agencies that receive federal funding from the Federal Transit Administration (FTA) are required to
create and maintain a Transit Asset Management (TAM) plan in order to provide safe, cost-effective, and
reliable public transportation. The TAM plan is used as a strategic and systematic practice for inspecting,
maintaining, and replacing transit capital assets. This deliberate planning helps to manage asset
performance, risks, and costs throughout asset life cycles. The requirements of the TAM plan vary based
on the classification of the agency as either Tier | or Tier Il, which is determined by the presence of rail and
the size of the agency’s fleet. The Virginia Department of Rail and Public Transportation (DRPT) develops
and maintains the Tier Il plans for all Tier ll-eligible agencies, whereas the Tier | agencies are responsible
for creating their own TAM plans. FXBGO! is classified as a Tier Il agency and participates in the DRPT-
developed group TAM plan. The Tier Il TAM plan requires the inventory of assets, a condition assessment
of inventoried assets, decision support tools, and the investment prioritization with the goal of minimizing
costs, managing risk, and maximizing performance.

FXBGO! has developed specific policies for their service, fleet, and facilities. As needed, FXBGO! defers
to the overarching asset management procedures and practices defined by DRPT’s biannual Virginia Group
Tier Il Transit Asset Management Plan’. The following policies reflect and satisfy the standards established
in this group TAM plan for FY 2022 — FY 2025.

4.1.1 VEHICLE FLEET REPLACEMENT AND RETIREMENT
POLICIES

Table 4-1 below exhibits the FTA’s guidelines for the Useful Life (UL) standards for each class of vehicle
in FXBGO!'s existing and future fleet. Transit agencies which receive federal funding from the FTA for
vehicle purchases must have their fleet vehicles achieve either the useful age limit or the mileage
requirements before it can be decommissioned or face financial penalties. As a result, these benchmarks
are used as a baseline for replacing existing vehicles.

TABLE 4-1: USEFUL LIFE FOR FXBGO!'S CURRENT AND FUTURE FLEET CLASSES

. Useful Life
Vehicle Category Years Miles
Large heavy-duty transit buses 35’-40’ 12 500,000
Medium-size, med|um-c_1uty (referrtyad t? as medium-duty) 7 200,000
transit buses 25’-35
Medium-size, light-duty (referred to as light-duty) transit 5 150 000
buses 25'-35", BOC vehicles, Expansion vans ’

Automobile (non-revenue) 4 100,000

Source: DRPT Minimum Asset Useful Life Standards for FTA Grants
1. https://drpt.virginia.gov/wp-content/uploads/2023/07 /useful-life-chart.pdf

1 hitps://drpt.virginia.qov/wp-content/uploads/2023/07/tam-plan-2022.pdf
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FXBGO!'s fleet turnover is also determined by the condition of its vehicles, measured via DRPT’s Useful
Life Benchmarks (ULB). ULBs reflect expected lifecycle/maximum age for each vehicle type in its operating
environment; assets which exceed their ULB are not considered to be in a state of good repair.

Table 4-2 shows the performance targets set by DRPT, which adheres to the FTA’s default targets, for
each asset class represented in FXBGO!'s current and future fleet. The rightmost column, titled “FXBGO!
Target”, reflects the maximum number of vehicles per asset class that can exceed the ULB while still
meeting DRPT’s asset condition targets, based upon the number of vehicles per asset class in FXBGO!'s
fleet in FY 2024.

TABLE 4-2: USEFUL LIFE BENCHMARK AND TARGETS FOR FXBGO!’S FLEET CLASSIFICATIONS

i ]
Asset Class ULB (Years) Target % & mlfl)e(eBtGo' FXBGO! Target
Bus 14 15% 4 0
Cutaway 10 10% 30 3
Automobile 8 30% 8 2

Source: DRPT Virginia Group Tier Il Transit Asset Management Plan (FY 2022 — FY 2025)
1. As of April 2024, FXBGO! does not currently have any heavy-duty buses in their fleet, but four will be added over the course of
the TSP.

4.1.2 FACILITIES MAINTENANCE

The DRPT TAM plan establishes a performance target of fewer than 10 percent (10%) of administrative
and maintenance facilities rating below 3.0 on the FTA Transit Economic Requirements Model (TERM)
Scale. Table 4-3 describes the TERM scale in greater detail.

TABLE 4-3: FTA’S TERM CLASSIFICATIONS

Term Rating Condition Description

No visible defects; new or near new condition;
Excellent 48-50 . . .
may still be under warranty if applicable
Good 40-47 Good condition, bL!t no longer new; may be s!lghtly defective or
deteriorated, but is overall functional
Adequate 30-39 Moderately deteriorated or defe(_:tlve, but has not exceeded
useful life
Marginal 20-29 Defective or deteriorated; in neeq of replacement; exceeded
useful life
Poor 10-19 Critically damaged or in need of.lmmedlate repair; well past
useful life

Source: FTA TAM Facility Performance Measure Reporting Guidebook (2018)
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FXBGO! owns four (4) facilities, two (2) dedicated administrative offices, one (1) maintenance facility, and
one (1) parking facility. No facility can fall below a 3.0 on the TERM scale for FXBGO! to satisfy DRPT’s
TAM performance target. As of the publishing of DRPT’s TAM plan, all four (4) of FXBGO!'s facilities have
a TERM rating of 3.0 or above. FXBGO!'’s four facilities are listed in Table 4-4.

TABLE 4-4: FXBGO!'S FACILITIES IN DRPT'S TAM PLAN

Facility Name Type Address
1400 Emancipation
Lawrence A. Davies Transit Center (Central) Administration Highway, Fredericksburg,
VA 22404
. - . - - . 11710 Main Street,
Operations Administrative Building Administration Fredericksburg, VA 22408
. - : 11716 Main Street,
Maintenance Building Maintenance Fredericksburg, VA 22408
Operations and Maintenance Parking Lot Parking 11716 Main Street,

Fredericksburg, VA 22408

Source: DRPT 2022 TAM Plan

The responsibility for the maintenance of FXBGO! facilities is shared between two (2) staff members. The
Operations Manager is responsible for ensuring the maintenance and repair of Central, the operations
center, maintenance facility and the parking facility, while the Maintenance Manager is responsible for the
overall maintenance of the fleet.

4.1.3 PASSENGER FACILITIES AND OTHER AMENITIES

The TAM plan also employs the Transit Economics Requirements Model (TERM) scale to establish a
performance target of fewer than 15 percent (15%) of passenger facilities, and 10 percent (10%) of parking
facilities rating below 3.0. Smaller passenger amenities, such as bus shelters and benches, do not require
condition assessments.

4.1.4 TECHNOLOGY AND INTELLIGENT TRANSPORTATION
SYSTEMS (ITS)

FXBGO! is anticipating two (2) technology-related investments in FY 2025. The agency has applied to
purchase a driving simulator and plans to replace their Intelligent Transportation System (ITS) provider
(TripSpark, Inc.). Additionally, FXBGO! maintains general communication equipment and Electronic Data
Processing (EDP) equipment, including tablets used by transit operators for ridership counts. FXBGO!'s
ITS inventory will expand in the coming years with the agency adopting additional technologies, such as
automated passenger counters.

4.2 Capital Implementation
The following capital implementation plan reflects asset investments required by the TAM plan as well as

projects introduced in Chapter 3 of this document. The proposed expenditures are organized into two (2)
investment types: rolling stock and capital needs.
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4.2.1 ROLLING STOCK

Over the ten-year TSP timeframe, FXBGO! will need to maintain its fleet in a state of good repair, and
procure the necessary expansion vehicles to implement the service goals outlined in Chapter 3 of the TSP.
A state of good repair will be kept by replacing vehicles that have met their useful life. The following section
will detail the capital costs associated with the upkeep and expansion of FXBGO!’s fleet.

As of March 2024, FXBGO! maintains a 38-vehicle fleet, 30 revenue vehicles and eight (8) support vehicles.
The revenue vehicles are entirely composed of Chevrolet and Ford, cutaway buses. The revenue fleet is
also made up of light-duty cutaways and medium-duty cutaways with a useful life of five-years and seven-
years, respectively. FXBGO! is transitioning its revenue fleet away from the light-duty cutaways towards
the larger, medium-duty cutaways.

FXBGO! is also planning on adding four (4) heavy-duty buses to their revenue fleet. The first two (2) buses
will arrive in FY 2026 replacing two (2) light-duty cutaways, and the last two (2) buses are anticipated for
FY 2028 as expansion vehicles, as part of improving frequencies on the Fredericksburg routes. These
buses have ULs of 12 years and thus are assumed to not be replaced during the ten-year TSP timeframe.

FXBGO!'s support fleet is divided between larger service vehicles and smaller pool vehicles; both classes
of vehicles have a useful life of four (4) years. FXBGO! Plans to expand its support fleet by adding one (1)
pool vehicle in FY 2025.

Table 4-5 shows the useful life and vehicle costs for the assumed replacement and expansion vehicles.
The FY 2025 to FY 2034 vehicle replacement costs include a 7.5 percent (7.5%) annual escalation rate to
account for inflation.

TABLE 4-5: USEFUL LIFE AND ASSUMED COSTS OF FXBGO!’S VEHICLES

Vehicle Type Useful Life Assumed Cost (FY 2025)
Heavy-Duty Bus 12 $550,000
Cutaway Medium Duty 7 $250,000
Pool Vehicle 4 $50,000
Service Vehicle 4 $50,000

Source: FXBGO! Maintenance Department

Proposed Improvements and Expansion

Table 4-6 shows the planned service improvements and expansions outlined in Chapter 3 which require
additional revenue vehicles. Multiple FXBGO! routes were suspended or pared back due to the COVID
pandemic and limited operator availability. The first three (3) years of the TSP timeframe focus on restoring
pre-COVID service levels; this includes the reintroduction of the VRE feeder routes, Route VS1 and Route
VF1. These routes require additional peak vehicles but are not included in Table 4-6 as the temporary
nature of their suspension meant that FXBGO!'s fleet was never downsized. As such, it is assumed that
service improvements within the first three (3) years of the TSP do not require expanding FXBGO!’s fleet,
and additional vehicles will not have to be procured for the reinstatement of Route VS1 and Route VF1.
Additionally, the schedule expansion vehicles for the new Route VS2 were procured before the start of the
TSP timeframe, thus the two (2) expansion vehicles were not included in Table 4-6.

FXBGO! does not plan on purchasing additional spare vehicles as their current fleet can maintain the spare
vehicle ratio even with the planned vehicle expansion.
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TABLE 4-6: PROPOSED SERVICE EXPANSIONS BY YEAR

Implementation Purchase Project Project Name Vehicle Funding
Year (FY) Year # Cost Strategy
Implement New MeriF Capital
2028 2027 3.1.21 $289,000 Assistance:
Route VS3
MIN
Merit Capital
Improve Assistance:
2029 2028 3.1.12 Headways on F Major
Routes Expansion
$2,919,000 (MAJ)
Improve Merit Capital
2029 2028 3.1.22 Headways on Assistance:
Route S4 MIN
Implement New Merit Capital
2030 2029 3.1.26 Express Route $359,000 Assistance:
E3 to Kalahari MIN

Source: FXBGO! Transit Strategic Plan Chapter 3 Planned Improvements
1. Costs are stated in year of expenditure dollars, with the assumed annual escalation rate of 7.5%

Vehicle Plan and Replacement Summary

Table 4-7 shows the replacement schedule for FXBGO!'s revenue and support vehicles as well as the total
cost associated with their replacements. Due to the shorter useful life of cutaway vehicles, the vehicles
being replaced include both existing vehicles in FXBGO!'s fleet, and vehicles that are being purchased for
replacement and expansion. Unless stated otherwise, the vehicles’ listed replacement years are one (1)
year before the conclusion of their UL. This allows for adequate time for the procurement and delivery of
the vehicle before its deployment. FXBGO! will purchase 80 vehicles between FY 2025 and FY 2034 to
maintain their fleet in a state of good repair and to meet the proposed expansions of service outlined in
Chapter 3. The purchase year is assumed to be the year that the bus is delivered.

As of FY 2024, there were ten (10) light-duty cutaways acquired between FY 2017 and FY 2019 in which
their scheduled replacement year is before the start of the TSP’s ten-year timeframe in FY 2025; half of
these ten (10) vehicles had a planned replacement date of FY 2023 while the other half were planned to
be replaced in FY 2024. These cutaways are in the process of being replaced with larger, medium-duty
cutaways with seven-year ULs, however, the replacement cutaways have not yet been delivered. To best
model the timing of the replacement of these vehicles, the replacement for the ten (10) cutaways were
assumed to have already been purchased before the TSP timeframe. The vehicles would be replaced over
two (2) fiscal years, FY 2025 and FY 2026. Five (5) cutaways would be delivered in FY 2025 and the other
five (5) cutaways would be delivered in FY 2026. These vehicles replacements are in addition to regularly
scheduled replacements of FXBGO!’s other 20 vehicles. As these vehicles have already been purchased,
the cost of replacing these vehicles is not included in Table 4-7.
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TABLE 4-7: REPLACEMENT VEHICLE PURCHASES BY YEAR AND TYPE

Type of Vehicle FY26 FY27 FY28 FY29 FY30 FY31 FY32 FY33
Revenue Vehicles
Cutaway Medium-Duty 8 1 0 0 0 11 5 13 3 1
Bus Heavy-Duty 0 2 0 0 0 0 0 0 0 0
Support Vehicles
Pool Vehicles 0 4 2 0 2
Service Vehicles 0 1 1 0 1
Total Vehicles 3 0 4
Revenue Vehicles Cost $2,000 $1,451 $0 $0 $479
~ Support Vehicles Cost $0

Total Costs
Source: FXBGO! Maintenance Department

1. Costs are stated in year of expenditure dollars, with the assumed annual escalation rate of 7.5%
2. All costs are in $1,000s

Table 4-8 shows the expansion vehicles needed to implement the service expansions outlined in Chapter 3 and shown above in Table 4-5.

TABLE 4-8: EXPANSION VEHICLE PURCHASES BY YEAR AND TYPE

Type of Vehicle FY25 FY26 FY27 FY28 FY29 FY30 FY31 FY32 FY33 FY34
Revenue Vehicles
Cutaway Medium-Duty 0 0 1 5 1 0 0 0 0 0
Bus Heavy-Duty 0 0 0 2 0 0 0 0 0 0
Support Vehicles
~ Pool Vehicles 1t 700 | 0o | o 4y o 4+ 0o 4 0o 4 0o 0 | 0
Total Vehicle
Revenue Vehicles Cost $0 $0 $289 $2,919 $334 $0 $0 $0 $0 $0
Support Vehicles Cost ~$%50 | O | 0 | 0O | O | 0 | SO | SO | SO | 0

Total Costs

Source: FXBGO! Maintenance Department
1. Costs are stated in year of expenditure dollars, with the assumed annual escalation rate of 7.5%.
2. All costs are in $1,000s

Table 4-9 summarizes the total vehicle capital needs over the ten-year TSP timeframe. These purchases include all vehicles outlined in both planned
improvements and expansion vehicles in Table 4-8 and replacement vehicles outlined in Table 4-7.

TABLE 4-9: TOTAL VEHICLE PURCHASES BY YEAR AND TYPE

Type of Vehicle FY25 FY26 FY27 FY28 FY29 FY30 FY31 FY32 FY33 FY34
Revenue Vehicles
Cutaway Medium-Duty 8 1 1 5 1 11 5 13 3 1
Bus Heavy-Duty 0 2 0 2 0 0 0 0 0 0
Support Vehicles
Pool Vehicles 0 4 2 0 0 4 2 0 4 2
‘Service Vehicles ot 10111 g 20 1
Total Vehicles
Revenue Vehicles Cost $2,000 $1,451 $289 $2,919 $334 $3,948 $1,929 $5,392 $1,338 $479
Support Vehicles Cost $50 $269 $173 $0 $67 $359 $232 $0 $535 | $288

Total Costs T $2,050  $1,720 = $462 = $2,919  $401  $4,307  $2,161  $5392  $1,873 $767

Source: FXBGO! Maintenance Department
1. Costs are stated in year of expenditure dollars, with the assumed annual escalation rate of 7.5%
2. All costs are in $1,000s
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Alternative Fuel Vehicles

The FTA and Federal Highway Administration (FHWA) outlined two (2) federal greenhouse gas reduction
goals in their Planning Emphasis Areas?: reduce greenhouse gases 50-52 percent (50%—52%) below 2005
levels by 2030 and achieve net-zero emissions by 2050. FXBGO! is committed to working towards
achieving these targets and plans to allow for the transition to alternative fueled vehicles. A Fleet and Facility
Determination Study and a Sustainability and Future Innovation Study are recommended in Chapter 3
Section 3.4.5 and Section 3.4.9, respectively, to evaluate a transition to alternative fuel vehicles and
methods to increase the environmental sustainability of FXBGO!'s service. Should the studies recommend,
and FXBGO! adopt, a fleet transition plan, the TDP would require an update to reflect the vehicle changes.

Alternative fuel vehicles and their infrastructure, as of Spring 2024, are more expensive than traditional
gasoline and diesel fueled buses. FXBGO! will need capital funding above the amounts listed in this chapter
to successfully transition to lower emission buses. As a point of reference, Table 4-10 shows the average
FY 2025 price for an alternative fueled cutaway.

TABLE 4-10: AVERAGE PRICE OF ALTERNATIVE FUEL CUTAWAYS (FY 2025)

Fuel Type Average Purchase Price \
Diesel (Base) $180,000
Compressed Natural Gas $195,000
Battery Electric Bus $265,000
Hydrogen Fuel Cell Electric Bus' $405,000

Source: AFLEET, Argonne National Laboratory

1. As of 2024, hydrogen fuel cell (FCEB) cutaways are not commonplace thus a reliable estimate could not be found. Full-sized
FCEBs (40’) are, on average, 1.25x more expensive than their battery electric counterparts. This ratio was used to produce a cost
estimate for a hydrogen cutaway.

4.2.2 CAPITAL NEEDS

Facilities Operations and Maintenance

FXBGO! is planning multiple capital projects to maintain a state of good repair and enhance its operation
and maintenance facilities. FXBGO! plans to resurface the pavement and construct a new bus canopy at
the Bowman Center, its operations and maintenance facility. Additionally, FXBGO! will conduct major
repairs at Central, replacing its HVAC system and the roof as both have met their useful life. All four (4)
projects are scheduled to begin construction in FY 2025 and three (3) will be completed in FY 2026; the
Central roof replacement project will complete construction in FY 2025.

Central has reached capacity for administrative office space and parking spots to accommodate FXBGO!'s
current operations. If available, FXBGO! will seek to expand administrative parking capacity through
purchasing the Kingdom Baptist Church property across Stafford Avenue from Central. The church and its
land are assumed to be purchased at their tax assessment value of $1,367,000 (FY 2024). A total project
price of $1.75 million is assumed to account for the purchase of the property in addition to inflation, 20
percent (20%) contingency, and minor improvements to the site to be determined by further study. FXBGO!
alone will be responsible for the capital for the project, and the project is planned for FY 2026.

As of May 2024, there are ongoing discussions of potentially purchasing an alternative property at 1616
Stafford Street in FY 2025. FXBGO! is currently in discussions with the property owner which may result in
the need for updates for future purchases.

2 https://www.transit.dot.qgov/sites/fta.dot.qov/files/2022-01/Planning-Emphasis-Areas-12-30-2021.pdf
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All listed dates are tentative and are dependent on the availability of funds. Should the fleet replacement
study recommend, and FXBGO! adopt, a fleet transition plan, then the operations and maintenance facilities
would require updates to accommodate the new fleet. Table 4-11 details the capital costs associated with
the currently anticipated maintenance of FXBGO!’s facilities.

TABLE 4-11: FACILITIES OPERATIONS AND MAINTENANCE

Type of Capital

Sl FY25 FY26 FY27 FY28 FY29 FY30 FY31 FY32 FY33 FY34
Shop Equipment/Parts | $0 | $40 | $41 | $42 | $43 | $45 | $47 | $49 | $51 | $53
Fleet Diagnostic

Equipment $10 - - - - - - - - -
Bowman Center

Pavement Resurfacing $240 ) ) ) ) ) ) ) ) )
Central HVAC

Replacement $200 ) ) ) ) ) ) ) ) )
Central Roof

Replacement $75 ) ) ) ) ) ) ) ) )
Bowman Center Bus $160 ) ) ) ) ) ) ) ) )
Canopy

Church Property

Purchase B $717’77507 B B B B B B B B
e $685 $1,790 $41 $42 $43  $45

Purchase

Source FXBGO!

1. Costs are stated in year of expenditure dollars, with the assumed annual escalation rate of 3.5%

2. All costs are in $1,000s

3. As of May 2024, there are ongoing discussions about a potential alternative to the Church property purchase that may require an
update in future versions of the TSP.

Passenger Facilities and Amenities

FXBGO! will pursue their goal of providing a high-quality customer experience through continuous
maintenance and upkeep of their passenger facilities. This effort will include installing shelters and benches
at FXBGO!’s bus stops and the purchase of furniture for passengers and staff use. Table 4-12 details the
purchases scheduled over the ten-year TSP timeframe to maintain and expand FXBGO!'s passenger
facilities and amenities.

TABLE 4-12: PASSENGER FACILITIES AND AMENITIES CAPITALS NEEDS

Type of Purchase FY25 FY26 FY27 FY28 FY29 FY30 FY31 | FY32 FY33 FY34
Shelters and

Benches

Furniture and

Fixtures

Total Cost of

Purchase

Source: FXBGO!

1. Costs are stated in year of expenditure dollars, with the assumed annual escalation rate of 3.5%
2. All costs are in $1,000s
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Technology and ITS

In FY 2025 as FXBGO! plans to solicit proposals and/or replace their intelligent transportation system
provider, RouteMatch. Additionally, FXBGO! plans to purchase a driving simulator in FY 2025 to improve
training and skill development for their bus operators. Table 4-13 outlines the technological and ITS capital
needs over the ten-year TSP timeframe. FXBGO! will continue to create new innovative strategies and
plans to continually update the technology and ITS needs based on results of future studies or updates.

TABLE 4-13: TECHNOLOGY AND ITS CAPITAL NEEDS

Type of Purchase FY25 FY26 FY27 FY28 FY29 FY30 FY31 FY32 FY33 FY34
Communication and

EDP Equipment $0 $25 $26 $27 $28 $29 $30 $31 $32 $33
Driving Simulator $215 - - - - - - - - -
RouteMatch

Software $2,200 - - - - - - - - -
Replacement

Total Cost of $2,445 $25 $26 $27 $28 $20 $30 $31  $32
Purchase

1. Costs are stated in year of expenditure dollars, with the assumed annual escalation rate of 3.5%
2. All costs are in $1,000s

4.2.3 CAPITAL OVERVIEW

Table 4-14 shows a detailed year-by-year implementation plan for FY 2025 to FY 2034. This includes
previously planned projects and new needs as a result of Chapter 3 improvements. They are grouped into
timeframes of short- (FY 2025 — FY 2027), mid- (FY 2028 — FY 2031), and long-term (FY 2032 — FY 2034)
for consistency with Chapter 3. Anticipated state and federal funding sources are included and will be
discussed further in Chapter 5. Depreciation of Capital Assets is not shown in this table but will also be
discussed in Chapter 5.
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TABLE 4-14: CAPITAL IMPLEMENTATION PLAN ($1,000S, YEAR OF EXPENDITURE (YOE)$)

. Project Project .
Fiscal Year Code Description Funding Source
Bowman Center . .
MERIT Capital Assistance —
RZas\L/J?'frZ(cai:tg $240 Minor Enhancement; FTA 5307
Central HVAC $200 MERIT Capital Assistance —
Replacement Minor Enhancement; FTA 5307
Central Roof $75 MERIT Capital Assistance —
Replacement Minor Enhancement; FTA 5307
. . MERIT Capital Assistance —
Driving Simulator $215 Minor Enhancement; FTA 5307
Bowman Center $160 MERIT Capital Assistance —
Bus Canopy Minor Enhancement; FTA 5339
2025 $5,180 MERIT Capital Assistance —
ITS (RouteMatch) $2,200 Minor Enhancement; FTA
Replacement
Vanpool
Replacement MERIT Capital Assistance —
ReverF:ue Vehicles $2,000 State of Good Repair; FTA
5339; FTA Vanpool
Expansion Support $50 MERIT Capital Assistance —
Vehicle Minor Enhancement; FTA 5339
Fleet Diagnostic
Equipment $10
Shelters and
$30
Benches
Short- Replacement MERIT Capital Assistance —
Term P . $1,451 State of Good Repair; FTA
(Oto3 Revenue Vehicles 5339
Years) Replacement MERIT Capital Assistance —
P ; $269 State of Good Repair; FTA
Support Vehicles 5339
Church Property $1.750 MERIT Capital Assistance —
Purchase ’ Minor Enhancement
2026 : $3,592
Shop Equipment $40
and Parts
Furniture and
Fixture $26
Shelters and
Benches $31
Communication
. $25
Equipment
3121 Implement New $289 MERIT Capital Assistance —
Y Route VS3 Minor Enhancement; FTA 5339
Replacement MERIT Capital Assistance —
P ! $173 State of Good Repair; FTA
Support Vehicle
5339
2027 Shop Equipment $41 $561
and Parts
Shelters and
Benches $32
Communication
Equipment $26
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Frame

Fiscal Year

Project
Code

Project
Description

Project
Cost

Annual
Capital
Cost

Funding Source

' Improve Headways | . N 'MERIT Capital Assistance —
3112 on F Routes $2,608 Major Enhancement; FTA 5339
31922 Improve Headway $311 MERIT Capital Assistance —
o on Route S4 Minor Enhancement; FTA 5339
Shop Equipment s
42
and Parts
2028 Furniture and $28 $3,049
Fixture
Shelters and
Benches $33
Communication
Equipment $27
Expansion Vehicles . .
MERIT Capital Assistance —
3.1.26 for Express Rogte $334 Minor Enhancement; FTA 5339
E3 to Kalahari
Replacement
Support Vehicles $67
2029 Shop Equipment $43 $506
and Parts
Shelters and
Benches $34
Communication
Mid- Equipment $28
Term Replacement MERIT Capital Assistance —
P ) $3,948 State of Good Repair; FTA
(3to7 Revenue Vehicles 5339
Y
ears) Replacement MERIT Capital Assistance —
P ; $359 State of Good Repair; FTA
Support Vehicles 5339
Shop Equipment
2030 and Parts $45 $4,447
Furniture and
Fixture $30
Shelters and
Benches $36
Communication
Equipment $29
Replacement MERIT Capital Assistance —
p . $1,929 State of Good Repair; FTA
Revenue Vehicles 5339
Replacement MERIT Capital Assistance —
P ; $232 State of Good Repair; FTA
Support Vehicles 5339
2031 : $2,274
Shop Equipment $47
and Parts
Shelters and
Benches $36
Communication and $30
EDP Equipment
Replacement MERIT Capital Assistance —
P ! $5,392 State of Good Repair; FTA
Revenue Vehicles 5339
Shop Equipment
Long and Parts $49
X 2032 Furniture and $5,541
1(-;3 rtr: Fixture $32
10 Shelters and $37
Years) Benches
Communication and $31
EDP Equipment
Replacement MERIT Capital Assistance —
2033 R P ; $1,338 $1,994 State of Good Repair; FTA
evenue Vehicles 5339
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Fiscal Year

Frame

Project
Code

Project
Description

Cost

Cost

Funding Source

Replacemert 'MERIT Capital Assistance —
P ; $535 State of Good Repair; FTA
Support Vehicles
5339
Shop Equipment
and Parts $51
Shelters and
Benches $38
Communication
Equipment $32
Replacement MERIT Capital Assistance —
P ! $479 State of Good Repair; FTA
Revenue Vehicles
5339
Replacement MERIT Capital Assistance —
P : $288 State of Good Repair; FTA
Support Vehicles
5339
Shop Equipment
2034 and Parts $53 $926
Furniture and
Fixture $34
Shelters and
Benches $39
Communlcgtlon and $33
EDP Equipment
1. All costs are in $1,000s
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5 Financial Plan

This chapter presents the forecasted ten-year financial plan with projections and anticipated expenditures
and revenues. The financial plan is divided into sections that focus on 1) operating and maintenance (O&M)
expenses and funding sources and 2) capital purchase costs and funding sources. The projections
represent estimates based on the best available information and are subject to change and future updates.
All costs presented in this chapter are in year of expenditure dollars (YOES$). For additional perspective, a
three-year retrospective of operating and capital expenses is provided in Appendix A.

5.1 Operating and Maintenance Expenses and
Funding Sources

This section shows the projected expenses and corresponding levels of funding required to create a
balanced operating and maintenance budget from Fiscal Year (FY) 2025 to FY 2034. The first section,
Expense and Revenue Assumptions, discusses the assumptions used to create anticipated costs and
funding amounts by category. The second section, Ten (10) Year Financial Plan Scenarios, discusses two
(2) future scenarios: the baseline scenario and the service changes scenario. The baseline scenario
assumes that no service changes take place over the ten (10) year Transit Strategic Plan (TSP) period
except for the planned implementation of Project VS2 (VRE feeder service) in FY 2025. The service
changes scenario assumes that the Chapter 3 service changes are implemented. The FY 2025 budget
aligns with the proposed budget for Fredericksburg Regional Transit (FXBGO!) as of April 2024.

5.1.1 EXPENSE AND REVENUE ASSUMPTIONS

This section is made up of O&M expenses and revenues. Expenses and revenues are subdivided into
categories, with assumptions for each described below.

Expenses

FXBGO! O&M expenses are the costs incurred during day-to-day operations of the transit service. O&M
expenses are organized into two (2) categories: O&M expenses and cost allocation.

O&M Expenses

FY 2025 O&M expenses are from the FY 2025 FXBGO! proposed budget. For the baseline scenario,
service levels are held constant, and costs are escalated four percent (4%) annually to account for inflation.
For the service changes scenario, O&M expenses are estimated based on a combination of the estimated
baseline cost of service and the revenue hours required to operate the additional service. Unit costs for
additional service use the FY 2024 cost of $126.03 per revenue hour escalated four percent (4%) annually
to account for inflation.

Cost Allocation

Under the Section 5307 Program, the City of Fredericksburg is eligible to recover central service costs it
provides to FXBGO! in a Cost Allocation Plan (CAP). The central service costs that the CAP includes are
Independent Auditor, Insurance, Personnel, City Manager, Legal Services, Treasurer, Finance, Information
Technology, Shop and Garage, and Membership Dues. The central service costs included in the CAP are
shown as cost allocation in the TSP. The FY 2025 cost allocation value is from the FY 2025 FXBGO!
proposed budget. Cost allocation is consistent between the baseline and service changes scenarios, at 9.1
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percent (9.1%) of the O&M expenses. As new cost allocation analyses are performed, cost allocation may
change in future years.

Revenues

Revenues are organized into four (4) categories: farebox revenue, federal funding, state funding, and local
and regional funding. Assumptions for revenues are discussed below. FXBGO! does not budget for
operating reserves.

Farebox Revenue

FXBGO! began fare-free service in February 2022, which was made possible in part through a Department
of Rail and Public Transportation (DRPT) Transit Ridership Incentive Program Zero and Reduced Fare
(TRIP) Grant. The last month of the DRPT TRIP Grant is February 2026, after which FXBGO! is anticipated
to resume fares. FY 2026 will therefore collect fares for only four (4) months of the fiscal year. FY 2027 will
be the first full year with fare collection. Fare revenues are estimated using a farebox recovery ratio of three
percent (3%) for both baseline and service changes scenarios. Should fare-free service continue beyond
FY 2025, additional revenues would be required to be made up using local or other sources.

Federal Funding

FXBGO!'s federal funding is typically made up of Federal Transit Administration (FTA) 5307 operating
revenues, FTA 5307 Indirect Cost, and FTA Capital Preventive Maintenance funding. Baseline and service
change scenarios use consistent assumptions. FTA operating funding in FY 2025 is consistent with the FY
2025 FXBGO! proposed budget for both the baseline and service changes scenarios. In FY 2026 — FY
2034, FTA 5307 operating revenues are assumed to be 50 percent (50%) of total O&M expenses for both
the baseline and service change scenarios. FTA Coronavirus Aid, Relief, and Economic Security (CARES)
Act funding for FY 2025 is from the FXBGO! FY 2025 proposed budget but is expected to run out and not
be available for future years. FTA Indirect Cost is assumed to account for the 50 percent (50%) of Cost
Allocation expense (9.1 percent (9.1%) of O&M expenses) from FY 2025 — FY 2034. FY 2025 FTA Capital
Preventive Maintenance is from the FY 2025 FXBGO! proposed budget. Future years of Capital Preventive
Maintenance (FY 2026 — FY 2034) are expected to increase at a rate of four percent (4%) annually.

State Funding

State funding is primarily made up of DRPT Operating Assistance funding. The FY 2025 DRPT operating
funding is from the FY 2025 FXBGO! proposed budget. The FY 2026 — FY 2034 DRPT Operating
Assistance funding is based on the change of the total Operating Assistance funding estimated in the DRPT
FY 2024 Six-Year Improvement Plan (SYIP) shown in Table 5-1. For the baseline scenario, FY 2026 — FY
2029 DRPT Operating Assistance funding is anticipated to change at the same rate of total state funding.
The DRPT SYIP projections are available to FY 2029. For FY 2030 — FY 2034, the TSP is estimating DRPT
Operating Assistance increases consistent with FY 2026 — FY 2029 four (4) year average of 1.9 percent
(1.9%) to capture escalating costs over time.

TABLE 5-1: ANNUAL DRPT OPERATING FUNDING ESTIMATES

Year Percent Change from Previous Year

FY 2505 to FY 2026 2.0%
FY 2026 to FY 2027 2.1%
FY 2027 to FY 2028 1.9%
FY 2028 to FY 2029 1.6%

1. Percent change is calculated from DRPT FY 2024 SYIP
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For the service change scenarios, DRPT Operating Assistance funding is anticipated to make up the same
proportion of total operating expenses as in the baseline scenario. For instance, the baseline scenario
assumes DRPT Operating Assistance funding to account for 9.8 percent (9.8%) of total operating expenses
in FY 2026. Therefore, the service changes scenario also assumes DRPT Operating Assistance funding to
account for 9.8 percent (9.8%) of total operating expenses.

State funding also includes state grants such as DRPT TRIP Grant revenue. FXBGO! currently has a DRPT
TRIP Grant that expires in FY 2026 and therefore is included in the baseline and service change scenario.
In the service change scenario, the express service to Kalahari assumes a step-down approach in DRPT
grant revenue, with 80 percent (80%) funding in the first year, 60 percent (60%) funding in the second year,
thirty percent (30%) funding the third year, 20 percent (20%) funding the fourth year, and ten percent (10%)
funding in the fifth year. This is based on DRPT’s funding guidance’. Local funding accounts for the
difference in state funding percentages.

Regional Funding

Regional funding includes funding from the Northern Virginia Transportation Commission (NVTC)
Commuter Choice Program that reinvests Express Lanes toll revenues in public transit and other
transportation improvements along the 1-66 and 1-395/95 corridor in Northern Virginia. FXBGO! will receive
$1,218,800 in funding over three (3) years, including $743,800 in operating funding. FXBGO! anticipates
$85,000 in FY 2025, and the remainder of the Commuter Choice funding split in FY 2026 and FY 2027
($329,400 in each year). FXBGO! anticipates continuation of the Commuter Choice funding in future years
(FY 2028- FY 2034) and assumes revenues to account for the full operating costs of the VS2. Regional
funding is consistent between the baseline and service change scenario.

Other Funding

Other funding includes a variety of revenue sources, such as local colleges/universities, businesses, local
partnerships, and advertising and vending sales. The Other funding amount for FY 2025 was calculated
using the FY 2025 FXBGO! proposed budget, totaling $108,000. Table 5-2 shows all funding that falls into
the Other Funding category, which is expected to remain consistent in future years for the baseline and
service change scenario.

TABLE 5-2: FY 2025 OTHER FUNDING

Source ‘ Amount

Mary Washington Healthcare Community Benefit Fund Grant $40,000
University of Mary Washington Partnership $25,000
Germanna Community College — Partnership $25,000
Idlewild Village (City) — Sponsorship/Partnership $10,000
Ads & Vending Sales $3,500
GEICO Sponsorship/Partnership $3,000
Evergreens (City) — Sponsorship/Partnership $1,500

N

All Sources and amounts are from FY 2025 FXBGO! proposed budget.
2. University of Mary Washington contributes $25,000 as part of a partnership but also contributes 3.8% of remaining
local funding required, described below.

! https://drpt.virginia.gov/wp-content/uploads/2023/10/FY 25- Transit-and-Commuter-Assistance-Grant-Application-
Manual-Blue-Book.pdf
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Local Funding

Remaining funding comes from the local partners: City of Fredericksburg, Stafford County, Spotsylvania
County, and University of Mary Washington. Local funding changes annually based on the need of the
transit system and is proportional to the service distribution within each respective municipality. The
baseline and service changes scenario both assume that local funding accounts for the remaining portion
of revenues required to balance the total operating expenses, which amounts to approximately $523,000
for FY 2025. For FY 2025, the split of funding is 35.6 percent (35.6%) City of Fredericksburg, 30.6 percent
(30.6%) Stafford County, 30.1 percent (30.1%) Spotsylvania County, and 3.8 percent (3.8%) University of
Mary Washington, but is subject to change each year based on a calculation of service hours distribution.
Figure 5-1 shows the FY 2025 local funding split graphically.

FIGURE 5-1: FY 2025 LOCAL REVENUE FUNDING SPLIT

3.8%

= Fredericksburg
= Stafford
Spotsylvania

= University of Mary
Washington
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5.1.2 TEN-YEAR FINANCIAL PLAN SCENARIOS

This section presents two (2) ten-year scenarios: a baseline scenario and a service changes scenario. The
baseline scenario assumes no service changes are implemented except for Route VS2. The Route VS2 is
assumed to be implemented because it is included in the FY 2025 FXBGO! proposed budget which was
used to create all baseline values. Revenue hours, therefore, are consistent over the ten-year TSP
timeframe from FY 2025 — FY 2034 for the baseline scenario. The service changes scenario assumes the
service changes discussed in Chapter 3 are implemented.

Baseline Scenario

The baseline scenario assumes that existing service remains constant except for implementation of Route
VS2. Baseline costs and revenues are shown in Table 5-3. Over the ten-year TSP timeframe, total
operating and maintenance expenses are projected to increase by approximately $3,239,000 based on
inflation alone, representing an increase of 42.3 percent (42.3%). This increase is projected to be covered
with an increase in various revenues (federal, state, and local sources):

e Farebox revenue is currently $0 in FY 2025 but is projected to grow to approximately $299,000
annually by FY 2034.

e Federal revenues decrease initially from FY 2025 to FY 2026 as the remaining FTA CARES Act
revenue of approximately $3,242,000 million is expected to be depleted.

e FTA funding is expected to increase from a low of $5,346,000 in FY 2026 to $7,317,000 in FY 2035.

e State funding initially decreases from FY 2025 to FY 2026 due to the expiration of the DRPT TRIP
Grant but increases to approximately $829,000 by FY 2034.

e Regional NVTC funding is projected to increase from $85,000 in FY 2025 to $780,000 in FY 2034.

e Local funding is expected to increase from a total of approximately $523,000 in FY 2025 to
$1,344,000 in FY 2026 primarily due to the depletion of FTA CARES Act funding.

e Other funding is projected to remain flat at $108,000 from FY 2025 to FY 2034.
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Anticipated Expenses

TABLE 5-3: BASELINE SCENARIO PROJECTED OPERATING AND MAINTENANCE EXPENSES AND REVENUES (YOE$)

FY 2025

FY 2026 FY 2027 FY 2028

FY 2029 FY 2030 FY 2031 FY 2032

FY 2033 FY 2034

Revenue Hours 51,277 51,277 51,277 51,277 51,277 51,277 51,277 51,277 51,277 51,277
O&M Expenses $7,012,969 | $7,293,488 | $7,585,227 | $7,888,637 | $8,204,182 | $8,532,349 | $8,873,643 | $9,228,589 $9,597,733 $9,981,642
Cost Allocation $638,180 $663,707 $690,256 $717,866 $746,581 $776,444 $807,502 $839,802 $873,394 $908,329
Total Expenses $7,651,149 | $7,957,195 | $8,275,483 | $8,606,503 | $8,950,763 | $9,308,793 | $9,681,145 | $10,068,391 | $10,471,126 | $10,889,971

Anticipated Revenue Sources

Farebox $0 $72,935 $227,557 $236,659 $246,125 $255,970 $266,209 $276,858 $287,932 $299,449
FTA 5307 Operating $1,307,558 | $3,646,744 | $3,792,614 | $3,944,318 | $4,102,091 | $4,266,175 | $4,436,822 | $4,614,295 $4,798,866 $4,990,821
FTA CARES Act $3,241,669 $0 $0 $0 $0 $0 $0 $0 $0 $0

FTA 5307 Indirect Cost $638,180 $663,707 $690,256 $717,866 $746,581 $776,444 $807,502 $839,802 $873,394 $908,329

FTA Capital Preventive Maintenance $996,184 $1,036,031 | $1,077,473 | $1,120,572 | $1,165,394 | $1,212,010 | $1,260,491 $1,310,910 $1,363,347 $1,417,880

DRPT Operating $700,000 $713,861 $728,524 $742,431 $754,608 $768,914 $783,491 $798,345 $813,480 $828,902
DRPT TRIP Grant $52,000 $0 $0 $0 $0 $0 $0 $0 $0 $0
Regional NVTC $85,000 $371,900 $371,900 $616,779 $641,450 $667,108 $693,793 $721,545 $750,406 $780,423
Local $522,558 $1,344,016 | $1,279,161 | $1,119,878 | $1,186,513 | $1,254,172 | $1,324,838 $1,398,637 $1,475,702 $1,556,167
Other $108,000 $108,000 $108,000 $108,000 $108,000 $108,000 $108,000 $108,000 $108,000 $108,000
Total Revenues $7,651,149 | $7,957,195 | $8,275,483 | $8,606,503 | $8,950,763 | $9,308,793 | $9,681,145 | $10,068,391 | $10,471,126 | $10,889,971
1.  Revenue Hours — FY 2025 is calculated using existing service and Route VS2 service revenue hour estimates. Future years assume no change.
2. O&M Expenses — FY 2025 is from FY 2025 FXBGO! proposed budget. Future years assume 4% escalation annually.
3. Cost Allocation — FY 2025 is from FY 2025 FXBGO! proposed budget. Cost Allocation is 9.1% of O&M costs. Future years assume 9.1% of O&M costs.
4. Total Expenses — FY 2025 is from FY 2025 FXBGO! proposed budget. Future years assume 4% escalation annually.
5. Farebox — FY 2025 assumes no fares. Fares resume in FY 2026 with a conservative 3% farebox recovery ratio but are assumed to only be in place for 4 months of the fiscal
year. FY 2027 and later assume a full 12 months at 3% farebox recovery ratio.
6. FTA 5307 Operating — FY 2025 is from FY 2025 FXBGO! proposed budget. Future years assume 50% of total expenses.
7. FTA CARES Act—FY 2025 is from FY 2025 FXBGO! proposed budget. Future years assume no revenue.
8. FTA Indirect Cost — FY 2025 is from FY 2025 FXBGO! proposed budget. Future years assume 4% escalation annually.
9. FTA Capital Preventive Maintenance — FY 2025 is from FY 2025 FXBGO! proposed budget. Future years assume 4% escalation annually.
10. DRPT Operating — FY 2025 is from FXBGO! FY 2025 FXBGO! proposed budget. FY 2026-FY 2029 assumed to increase at the same rate of DRPT operating assistance for
the entire state shown in the FY 2024 SYIP. FY 2030-FY 2034 assumed to increase at the average of FY 2026-FY 2029 of 1.9%.
11. DRPT TRIP Grant - FY 2025 is DRPT TRIP Zero and Reduced Fare Grant from FY 2025 FXBGO! proposed budget. Future years assume no revenue.
12. Regional NVTC — FY 2025 is from FY 2025 FXBGO! proposed budget. FY 2026 and FY 2027 expend the remaining Commuter Choice funding. FY 2028-FY 2034 assume
100% funding of Route VS2 operating costs.
13. Local — Funding for all years covers remaining amount of revenue required to balance total operating expenses.
14. Other — FY 2025 is from FY 2025 FXBGO! proposed budget. Future years assume no change.
15. Total Revenues - Total revenues include all anticipated operating and maintenance revenues required to balance total expenses.
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Service Changes Scenario

The service changes scenario represents the results of implementing the service changes described in
Chapter 3. A summary of expenses and revenues of the service changes scenario is shown in Table 5-4.
Additional operating expenses are incurred with the implementation of service improvements. Annual
revenue hours are projected to increase by nearly 53,000, representing an increase of approximately 103
percent (103%) from FY 2025 to FY 2034. The largest increases occur in FY 2028 with improved Saturday
service (6,428 revenue hours costing $947,727), FY 2029 with improvements to F route headways (19,829
revenue hours costing $3,040,475), and FY 2034 with improved Sunday service (6,428 revenue hours
costing $1,199,177).

Projected expenses increase by $13,114,000 over the TSP timeframe, from $7,651,000 in FY 2025 to
$20,765,000 in FY 2034. Revenues from all sources will need to increase from FY 2025 levels to meet the
increased expenses:

e Farebox revenues are projected to increase from $0 in FY 2025 to $596,000 in FY 2034.

e Federal funding is expected to increase from a total of $6,184,000 in FY 2025 to $12,067,000 in
FY34.

¢ CMAQ (Congestion Mitigation and Air Quality) funding is projected to account for $434,000 of
operating funding beginning in FY 2030.

e State funding is projected to increase from $752,000 in FY 2025 to $1,686,000 in FY 2035.

e Regional NVTC funding is projected to increase from $85,000 in FY 2025 to $780,000 in FY 2034.

e Local funding is projected to account for a large portion of the increases in total operating expenses,
increasing from approximately $523,000 in FY 2025 to $5,093,000 in FY 2034.

e Other funding is projected to remain flat at $108,000 from FY 2025 to FY 2034.
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TABLE 5-4: SERVICE CHANGES SCENARIO PROJECTED OPERATING AND MAINTENANCE EXPENSES AND REVENUES (YOE$)

FY 2025

FY 2026

FY 2027

FY 2028

FY 2029

FY 2030

FY 2031

FY 2032

FY 2033

FY 2034

Aﬁficipated IVE;(pensesr 7
Revenue Hours 51,277 58,640 58,640 67,160 90,252 92,260 97,782 97,782 97,782 104,210
O&M Expenses $7,012,969 | $8,297,123 | $8,629,008 | $10,230,285 | $14,180,302 | $15,067,726 | $16,586,242 | $17,249,692 | $17,939,679 | $19,856,443
Cost Allocation $638,180 $663,707 $690,256 $717,866 $746,581 $776,444 $807,502 $839,802 $873,394 $908,329
Total Expenses $7,651,149 | $8,960,830 | $9,319,263 | $10,948,150 | $14,926,883 | $15,844,170 | $17,393,744 | $18,089,493 | $18,813,073 | $20,764,773

Anticipated Revenue Sources
Farebox $0 $82,971 $258,870 $306,909 $425,409 $452,032 $497,587 $517,491 $538,190 $595,693
FTA 5307 Operating $1,307,558 | $4,148,561 | $4,314,504 | $5,115,142 $7,090,151 $7,373,757 $8,126,611 $8,451,675 $8,789,742 $9,740,920
FTA CARES Act $3,241,669 $0 $0 $0 $0 $0 $0 $0 $0 $0
FTA 5307 Indirect Cost $638,180 $663,707 $690,256 $717,866 $746,581 $776,444 $807,502 $839,802 $873,394 $908,329
FTA Capital Preventive Maintenance $996,184 $1,036,031 | $1,077,473 | $1,120,572 $1,165,394 $1,212,010 $1,260,491 $1,310,910 $1,363,347 $1,417,880
CMAQ $0 $0 $0 $0 $0 $433,742 $433,742 $433,742 $433,742 $433,742
DRPT Operating $700,000 $812,094 $828,773 $962,812 $1,304,282 $1,357,866 $1,464,469 $1,492,233 $1,520,522 $1,648,932
DRPT TRIP Grant $52,000 $0 $0 $0 $0 $256,170 $199,812 $103,902 $72,039 $37,460
Regional NVTC $85,000 $329,400 $329,400 $616,779 $641,450 $667,108 $693,793 $721,545 $750,406 $780,423
Local $522,558 $1,737,565 | $1,669,488 | $2,000,071 $3,445,615 $3,207,041 $3,801,737 $4,110,194 $4,363,690 $5,093,393
Other $108,000 $108,000 $108,000 $108,000 $108,000 $108,000 $108,000 $108,000 $108,000 $108,000
Total Revenues $7,651,149 | $8,918,330 | $9,276,763 | $10,948,150 | $14,926,883 | $15,844,170 | $17,393,744 | $18,089,493 | $18,813,073 | $20,764,773

N
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Revenue Hours — FY 2025 is calculated using existing service and Route VS2 service revenue hour estimates. Future years assume Chapter 3 service changes take place.

O&M Expenses — FY 2025 is from FY 2025 FXBGO! proposed budget. Future years assume Chapter 3 service changes are implemented with 4% escalation annually.
Service changes calculated based on an FY 2024 $126.03 cost per revenue hour with 4% escalation annually.
Cost Allocation — FY 2025 is from FY 2025 FXBGO! proposed budget. Cost Allocation is 9.1% of O&M costs. Future years assume 9.1% of O&M costs.
Total Expenses — FY 2025 is from FY 2025 FXBGO! proposed budget. Future years assume Chapter 3 service changes are implemented with 4% escalation annually.
Farebox — FY 2025 assumes no fares. Fares resume in FY 2026 (March, 2026) with a conservative 3% farebox recovery ratio, but are assumed to only be in place for 4

months of the fiscal year. FY 2027 and later assume a full 12 months at 3% farebox recovery ratio.

FTA 5307 Operating — FY 2025 is from FY 2025 FXBGO! proposed budget. Future years assume 50% of total operating and maintenance expenses.
FTA CARES Act — FY 2025 is from FY 2025 FXBGO! proposed budget. Future years assume no revenue.
FTA Indirect Cost — FY 2025 is from FY 2025 FXBGO! proposed budget. Future years assume 4% escalation annually.

FTA Capital Preventive Maintenance — FY 2025 is from FY 2025 FXBGO! proposed budget. Future years assume 4% escalation annually.

CMAQ (Congestion Mitigation & Air Quality) Improvement Program — FY 2030 assumes $433,742 in CMAQ funding for Route 208 corridor service expansion and service to
Kalahari.

DRPT Operating — FY 2025 is from FY 2025 FXBGO! proposed budget. FY 2026-FY 2034 assumed to make up the same proportion of O&M expenses at the baseline
scenario (9.8% in FY 2026, 9.6% in FY 2027, 9.4% in FY 2028, 9.2% in FY 2029, 9.0% in FY 2030, 8.8% in FY 2031, 8.7% in FY 2032, 8.5% in FY 2033, and 8.3% in FY
2034).
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12. DRPT TRIP Grant — FY 2025 is DRPT TRIP Zero and Reduced Fare Grant from FY 2025 FXBGO! proposed budget. FY 2026-FY 2029 assume no revenue. A Regional
Connectivity Grant with a step-down match for Route E3 to Kalahari is assumed with 80% in FY 2030, 60% in FY 2031, 30% in FY 2032, 20% in FY 2033, and 10% and FY
2034.

13. Regional NVTC - FY 2025 is from FY 2025 FXBGO! proposed budget. FY 2026 and FY 2027 expend the remaining Commuter Choice funding. FY 2028-FY 2034 assume
100% funding of Route VS2 operating costs.

14. Local — Funding for all years covers remaining amount of revenue required to balance total operating expenses.

15. Other — FY 2025 is from FY 2025 FXBGO! proposed budget. Future years assume no change.

16. Total Revenues — Total revenues include all anticipated operating and maintenance revenues required to balance total expenses.
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Studies

Chapter 3 presented additional recommendations beyond service improvements; recommendations related
to organizational practices, external coordination, potential studies, and future improvements to technology,
sustainability, and innovation are also included. Some recommendations would require funding to complete,
including studies that would likely require consultant assistance. Table 5-5 details cost and funding sources
for potential studies over the TSP timeframe that do require funding. Funding split is anticipated to be 50
percent (50%) state and 50 percent (50%) local based on DRPT’s Technical Assistance funding program.

TABLE 5-5: STUDIES COSTS AND REVENUES (YOES$)

FY 2026 FY 2027 FY 2028 FY 2029 FY 2030 FY 2031 FY 2032 FY 2033 FY 2034

2025

Study Expenses

Improving the
Operator Work $75,000
Environment
Sustainability and
Innovation Study
External
Partnerships for On-
Demand $275,000

/Microtransit
A

$150,000

/ nent

Fleet and Facility
Determination
Route and Service
Adjustment $300,000

A nent

Service Equity Study $150,000

Community Survey:
Transit Needs Study
FXBGO!
Transitioning to a $150,000
Large UZA Study
Transit Strategic
Plan: 2034-2043

Total Costs $0 $225,000 | $275,000 | $150,000 | $300,000 $0 $150,000 | $150,000 | $150,000 | $400,000

Anticipated Funding
Sources

Federal $0 $0 $0 $0 $0 $0 $0 $0 $0 $0
State $0 $112,500 $137,500 $75,000 $75,000 $0 $75,000 $75,000 $75,000 $200,000

$150,000

$150,000

$400,000

Local $0 $112,500 | $137,500 $75,000 $75,000 $0 $75,000 $75,000 $75,000 $200,000
1. Studies assume 50% state funding and 50% local funding.
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5.2 Capital Purchase Costs and Funding Sources

The anticipated capital costs presented in this section are organized into vehicle purchase costs and
funding sources and facility improvement and other capital costs and funding sources. Costs are driven by
the implementation plan presented in Chapter 4, which has additional information regarding the planning
of these capital costs.

5.2.1 VEHICLE PURCHASE COSTS AND FUNDING SOURCES

The projected vehicle purchases from replacement and expansion is shown in Table 5-6. Vehicle needs
range from a low of two (2) vehicles in FY 2029 to a high of sixteen (16) in FY 2030, when eleven (11)
Cutaway Medium-Duty vehicles are planned for replacement. The greatest vehicle purchase need from
expansion occurs in FY 2028, with five (5) vehicles required for improving headways on the F routes in FY
2029 and one (1) vehicle required for improving headways on Route S4. Funding sources for vehicles is
expected to come from a split of federal, state, and local sources. FY 2025 funding levels are from the FY
2025 FXBGO! proposed budget. FY 2026 — FY 2034 anticipate FTA 5339 grants for Buses and Bus
Facilities Program, giving a 28 percent (28%) federal, 68 percent (68%) state, and four percent (4%) local
funding distribution. Overall, FXBGO! projects an annual average of $2,196,000 in vehicles per year over
the TSP timeframe. The local responsibility for this amount averages to $88,000 annually assuming the
local share is four percent (4%) of total costs.
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TABLE 5-6: PROJECTED VEHICLE PURCHASES ($1000S. YOES$)

FY

FY 2025 FY 2026 FY 2027 2028 FY 2029 FY 2030 FY 2031 FY 2032 FY 2033 FY 2034

Vehicle Count
Revenue Vehicle (Cutaway Medium Duty) 8 1 1 1 11 5 13 3 1
Revenue Vehicle (Heavy-Duty Bus) 2
Support Vehicle (Pool Vehicles) 1 4 2 4 2 4 2
Support Vehicle (Service Vehicles) 1 2
Total Vehicles 9 8 4 7 2 16 8 13 9 4
Vehicle Costs
Revenue Vehicles Cost $2,000 $1,451 $289 $2,919 $334 $3,948 $1,929 $5,392 $1,338 $479
Support Vehicles Cost $50 $269 $173 $0 $67 $359 $232 $0 $535 $288
Total Cost $2,050 $1,720 $462 $2,919 $401 $4,307 $2,161 $5,392 $1,873 $767
Anticipated Funding Sources
Federal $469 $482 $129 $817 $112 $1,206 $605 $1,510 $524 $215
Van Pool Alliance $375 $0 $0 $0 $0 $0 $0 $0 $0 $0
State $1,139 $1,170 $314 $1,985 $273 $2,929 $1,469 $3,666 $1,273 $521
Local Total $67 $69 $18 $117 $16 $172 $86 $216 $75 $31
Total Revenue $2,050 $1,720 $462 $2,919 $401 $4,307 $2,161 $5,392 $1,873 $767

1. Vehicle costs identified in Chapter 4 of TSP.

2. FY 2025 is from FXBGO! FY 2025 Proposed Budget.

3. FY 2026-FY 2034 assume 28% funding from FTA (Section 5339), 68% funding from state, and 4% from local sources.

4. Vehicle costs assume a 7.5% annual inflation factor.
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5.2.2 FACILITY IMPROVEMENT AND OTHER CAPITAL COSTS
AND FUNDING SOURCES

In addition to vehicle purchase costs, there are various facility, passenger amenity, sustainability, innovation
and technology costs required over the TSP timeframe. Table 5-7 shows the total capital costs from Chapter
4 balanced with the anticipated funding sources. FY 2025 funding sources and levels are from the FY 2025
FXBGO! proposed budget. FY 2026 — FY 2034 assume FTA 5339 grants for Buses and Bus Facilities
Program, giving a 28 percent (28%) federal, 68 percent (68%) state, and four percent (4%) local funding
distribution. Facility and other capital costs are expected to highest during the early years of the TSP, with
FY 2025 at $3,130,000 (primarily due to the intelligent transportation system) and FY 2026 at $1,872,000
(primarily from the church purchase). FY 2027 — FY 2034 fluctuate based on furniture and fixture purchases
but average $127,000 annually.
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TABLE 5-7: FACILITY IMPROVEMENTS AND OTHER CAPITAL COSTS ($1000S. YOES)

Capital Costs
Facility Costs
Maintenance Facility Bus Canopy $160
Operations and Mai_ntenance Facilities $240
Pavement Resurfacing
Church Property Purchase $1,750
FXBGO! Central HVAC Replacement $200
FXBGO! Central Roof Replacement $75
Shop Equipment and Parts $40 $41 $42 $43 $45 $47 $49 $51 $53
Vehicle Equipment $10
Passenger Amenity Costs
Furniture and Fixture $26 $28 $30 $32 $34
Shelters and Benches $30 $31 $32 $33 $34 $36 $36 $37 $38 $39
Technology Costs
Communication and EDP Equipment $25 $26 $27 $28 $29 $30 $31 $32 $33
Driving Simulator $215
Intelligent Transportation System $2,200
Total Capital Costs $3,130 | $1,872 $99 $130 $105 $140 $113 $149 $121 $159
Anticipated Funding Sources
Federal $260 $524 $28 $36 $29 $39 $32 $42 $34 $45
Vanpool Alliance $2,200 $0 $0 $0 $0 $0 $0 $0 $0 $0
State $632 $1,273 $67 $88 $71 $95 $77 $101 $82 $108
Local Total $37 $75 $4 $5 $4 $6 $5 $6 $5 $6
Revenue Total $3,130 | $1,872 $99 $130 $105 $140 $113 $149 $121 $159

Facility improvement costs identified in Chapter 4

Intelligent transportation system assumes 100% Van Pool Alliance funding, with a third-party in-kind or “soft” match.
All other capital costs assume 28% federal funding (Section 5339), 68% state, and 4% local.

All costs in $1,000s.

AN~
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A Appendix A
A.1 History

FXBGO! was formed in 1996 to provide public transit service to the City of Fredericksburg. The original
system consisted of four (4) routes and five (5) vehicles. The system has grown significantly over the years
into a regional system of 17 routes (14 local service routes across the City of Fredericksburg and Stafford
and Spotsylvania Counties and three (3) VRE feeder routes') with 30 revenue vehicles. The following
milestones show FXBGO!'s incremental growth from a local transit system to a regional transit provider.

e 1996 — FXBGO! is formed to provide service to residents of the City of Fredericksburg, originally
under the monicker “FRED”.

e 1997 — FXBGO! becomes the local ticketing agent for Greyhound.

e 1998 — FXBGO! expands service to Spotsylvania County.

e 1999 — FXBGO! Express begins weekend operations for the University of Mary Washington.

e 2001 — FXBGO! expands service to Stafford County.

e 2002 - FXBGO! expands service to Caroline County.

e 2005 — FXBGO! expands service into northern Stafford County and King George County (King
George County has since discontinued FXBGO! service due to budget constraints).

e 2007 — FXBGO! begins feeder service for the Virginia Railway Express.

e 2007 — FXBGO! opens the Lawrence A. Davies Transit Center (Central).

e 2015 - FXBGO! opens the Maintenance and Training Facilities at the Bowman Center

e 2019 - FXBGO! discontinues service to Caroline County.

e 2020 — FXBGO! temporarily discontinued VRE feeder service and reduced service in response to
the COVID-19 pandemic.

e 2022 - FXBGO! received a Virginia Department of Rail and Public Transportation (DRPT) Zero and
Reduced Fare Transit Ridership Incentive Program (TRIP) grant allowing FXBGO! to run fare-free
service through 2026.

e 2022 - FXBGO! underwent a rebranding process, changing its branding and dropping the monicker
“FRED.”

A.2 Governance

FXBGO! is a department of the City of Fredericksburg and is governed by Fredericksburg’s City Council.
As a city department, FXBGO! is directly managed and operated by City of Fredericksburg employees. The
Director of Public Transit reports directly to the Assistant City Manager who reports to the City Manager.
The organizational structure for the program is shown in Figure A-1. FXBGO! also takes advice and
direction from the Public Transit Advisory Board (PTAB). The purpose of the PTAB is, “to provide citizen
and private and public partner input on the public transit needs of the City and the region; to evaluate the
operational and financial performance of the region’s public transit system; and to advise the City Council
on any public transit issues that the PTAB considers appropriate for City Council consideration.”

The PTAB consists of one member from:

o Each locality that receives transit services from FXBGO! (City of Fredericksburg, Spotsylvania
County, and Stafford County)

" Beginning in 2020 and as of April 2024, VRE feeder service has been suspended. Some of the local routes have
been temporarily divided into multiple service patterns or combined due to operational considerations. This is
described in more detail in Chapter 2.
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e Any private partner contributing $25,000 or more to FXBGO! per year in cash or in-kind match. As
of January 2023, the list of private contributors are Mary Washington Healthcare, University of Mary
Washington, and Germanna Community College.

e Fredericksburg Area Metropolitan Planning Organization

e The Fredericksburg Area Chamber of Commerce

e The George Washington Regional Commission

e The disAbility Resource Center

¢ Citizen Representatives.

The PTAB also has four (4) non-voting members:

Healthy Generations Area Agency on Aging

George Washington Regional Commission

e Virginia Railway Express

e Fredericksburg Area Metropolitan Planning Organization

The PTAB meetings are held on the first Wednesday of February, April, June, July, August, October, and
December at FXBGO!'s Operations/Training Building at the Bowman Center. Members of the PTAB serve
as advisories for development of the Transit Strategic Plan (TSP) as participants of the stakeholder
committee.

A.3 Organizational Structure

FXBGO! operates under the City of Fredericksburg's City Manager with the Director of Public Transit
serving as FXBGO!'s lead management staff. There are five (5) additional management-level staff. In total,
FXBGO! has 52 full-time employees, according to the City of Fredericksburg’s proposed FY 2025 budget.
The City of Fredericksburg directly operates FXBGO! without any outside contracted transportation
services. FXBGO! transit operators and maintenance technicians are not unionized. The FXBGO!
organizational chart, as of January 2024, is shown in Figure A-1.

FIGURE A-1: FXBGO! ORGANIZATION CHART (JANUARY 2024)

| Fredericksburg Regional Transit
| Organization Chart
| January 2024
I
I
|

PUBLIC TRANSIT
AUTHORITY BOARD
(PTAB)

CITY, COUNTIES,
PARTNERS, AND

DIRECTOR OF PUBLIC
BUSINESS TRANSIT

DEPUTY DIRECTOR

POLICY & PLANNING
MANAGER OPERATIONS
MANAGER

'DATA SPECIALIST

SECURITY OFFICERS INVENTORY AND TRANSIT BUS WASHER AND
PARTS CLERK. MECHANICS SERVICE ATTENDANT
TRANSIT

MECHANIC
ASSISTANT

""""" ‘Reports directly to City Manager as Title VI Officer = = = = = Reports directly to City Manager as DBE Liaison Officer = * = Reports directly to City Manager as Safety Officer
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A.4 Services Provided and Areas Served

FXBGO! provides local bus services across the City of Fredericksburg and the counties of Stafford and
Spotsylvania. FXBGO! operates deviated fixed route service which allows buses to travel up to 0.75 miles
off the standard route.

FXBGO! serves a 242-square-mile area within the greater Fredericksburg region, operating within the City
of Fredericksburg, Stafford County, and Spotsylvania County. As of Fall 2022, FXBGO! operates 17 routes
(not including additional patterns). Service is primarily provided Monday through Friday from 6:30 a.m. to
8:30 p.m., with most routes operating on hourly headways. Late night and weekend service is provided
7:00 p.m. to 12:30 a.m. on Friday, 8:00 a.m. to 10:30 p.m. on Saturday, and 9:00 a.m. to 6:30 p.m. on
Sunday through an agreement with University of Mary Washington via the “Eagle Express” (EX). The EX
Route service is limited to fall and spring academic sessions.

FXBGO! had to pair back service and change operational practices due to the COVID-19 pandemic
including:

e Temporarily suspending VRE feeder routes

e Decreasing frequencies and combing Route D3 and Route D5
o Decreasing frequencies and combing Route S4 and Route S5
e Suspending fare collection

e Reduction of service span

In the following years, FXBGO! has begun recovering towards pre-pandemic levels of service: combined
Route S4/S5 has been decoupled and hourly service has been restored, fare-free service has been
extended through FXBGO! receiving DRPT’s TRIP Zero and Reduced Fares grant, and the service span
of certain routes have been extended. The reversal of additional COVID-19 service reductions are planned
for the upcoming years.

Table A-1 provides an overview of FXBGO!’s services. Major destinations for each route are displayed in
the route sheets listed further down in this section. An in-depth service analysis is provided in Chapter 2:
System Performance and Operations Analysis.

Fredericksburg Regional Transit | Transit Strategic Plan

Appendix A




FXBGO!

Fredericksburg Regional Transit

TABLE A-1: FXBGO! SERVICE SUMMARY

Route No. Area Served Service Hours Frequency
D1 South Stafford County 8:00 a.m. - 7:00 p.m. 60 minutes
D2 South Stafford County 7:00 a.m. - 8:00 p.m. 60 minutes
D3* North Stafford County 7:00 a.m. — 8:00 p.m. 120 minutes
D4 North Stafford County 8:50 a.m. — 4:20 p.m. 60 minutes
D5* South Stafford County 7:00 a.m. — 8:00 p.m. 120 minutes
F1 Fredericksburg 8:30 a.m. - 7:30 p.m. 60 minutes
F2 Fredericksburg 6:30 a.m. —8:30 p.m. 60 minutes
F3 Fredericksburg 6:30 a.m. —8:30 p.m. 60 minutes

F4A** Fredericksburg 6:30 a.m. —8:30 p.m. 60 minutes
F4B** Fredericksburg 8:30 a.m. —4:30 p.m. 60 minutes
F5 Fredericksburg 7:30 a.m. —8:30 p.m. 60 minutes
S1A*** Spotsylvania County 8:00 a.m. —8:00 p.m. 60 minutes
S1B*** Spotsylvania County 9:00 a.m. — 5:00 p.m. 60 minutes
S4 Spotsylvania County 8:00 a.m. —8:00 p.m. 60 minutes
S5 Spotsylvania County 8:30 a.m. —7:30 p.m. 60 minutes
Friday:
7:00 p.m. —12:30 a.m.
EX Eagle Express 8:00 a_iﬁtu_rﬁao}%o p.m. 30 minutes
Sunday:
9:00 a.m. —6:30 p.m.
VF1
VF2 Temporarily Suspended
VS1
1. Route D3 and Route D5 are combined and operate on a temporary, modified, two-hour headway
2.  Route F4 operates in two (2) separate operational patterns, each with one-hour headways: F4A and F4B. The two (2)

patterns then combine into one (1) route at 4:30 p.m.
3.  Route S1 operates in two (2) separate operational patterns, each with one-hour headways: S1A and S1B.
4. Routes and service hours listed are current as of May 2024.
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A.4.1 F1: CENTRAL STATION - CENTRAL PARK -
SPOTSYLVANIA TOWNE CENTER

Route F1 originates at Central and proceeds to serve the Greenbrier Shopping Center along William Street
before turning back towards Central. The route then continues along Cowan Boulevard hitting multiple,
large retailers along Central Park Boulevard until reaching Spotsylvania Towne Centre. The route makes
several stops in large commercial areas and provides connections to apartment communities along Cowan
Boulevard and Central. The Route F1 alignment is detailed in Figure A-2.

FIGURE A-2: F1 ROUTE ALIGNMENT
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A.4.2 F2: CENTRAL STATION — TOWNSEND - FOUR MILE
FORK — LEE’S HILL CENTER

Route F2 operates between Central Station and the Lee’s Hill Transit Center in Spotsylvania County. The
route travels primarily along US Route 1 and provides access to several shopping centers, apartment
complexes, light industrial areas, and the recently constructed Lee’s Hill Transit Center where passengers
can transfer to all Spotsylvania routes. Figure A-3 displays Route F2’s alignment.

FIGURE A-3: F2 ROUTE ALIGNMENT
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A.4.3 F3: CENTRAL STATION - LAFAYETTE BLVD - LEE’S
HILL CENTER

Route F3 also operates between Central and Lee’s Hill Transit Center, but the route primarily runs along
Lafayette Boulevard and enters downtown Fredericksburg. The route serves the many residential and
commercial developments along Lafayette Boulevard and stops at the Fredericksburg Department of Social
Services. Additionally, Route F3 provides a direct connection between two large transfer stations, Central
and Lee’s Hill Transit Center, allowing passengers the ability to access most of FXBGO!’s service network.

FIGURE A-4: F3 ROUTE ALIGNMENT
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A.4.4 FA4A: CENTRAL STATION - FALL HILL AVE -RIVER
CLUB SHOPPING CENTER

Route F4 has been split into two distinct operating patterns with Central serving as the meeting point. Route
F4A serves downtown Fredericksburg and stops at multiple highly visited destinations including University
of Mary Washington, the Fredericksburg VRE/Amtrak Station, and the downtown loop. The route then
continues down Dixon Street, crossing into Spotsylvania County, until reaching the River Club Shopping
Center. Riders can access multiple public amenities and points of interest from the southern portion of the
route including the Fredericksburg Regional Food Bank, Dixon Park, and the Fredericksburg Fairgrounds.
The route alignment for the entirety of Route F4, including Route F4A’s alignment, is detailed in Figure
A-5.

FIGURE A-5: F4 AND F4A ROUTE ALIGNMENTS
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A.4.5 F4B: MARY WASHINGTON HOSPITAL - CENTRAL
STATION — FOREST HILL APARTMENTS

Route F4 has been split into two distinct operating patterns with Central serving as the meeting point. The
F4B route departs Central where it serves a loop around the Mary Washington Hospital and then travels
along Fall Hill Avenue until reaching the shopping centers around Central Park Boulevard. Riders on this
route can access the medical services provided by the hospital and the commercial areas in western
Fredericksburg, including multiple grocery stores. The route alignment for the entirety of the F4 route,
including the F4B pattern, is detailed in Figure A-6.

FIGURE A-6: F4 AND F4B ROUTE ALIGNMENTS
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A.4.6 F5: FREDERICKSBURG DOWNTOWN LOOP

Route F5 serves downtown Fredericksburg with stops at high-traffic locations including Central, Mary
Washington Hospital, the Fredericksburg VRE/Amtrak Station, and the University of Mary Washington.
Route F5 operates in a series of one-way loops around downtown Fredericksburg, Mary Washington
Hospital, and the University of Mary Washington with the circulator service beginning and terminating at
Central. The alignment for Route F5 route can be seen in Figure A-7.

FIGURE A-7: F5 ROUTE ALIGNMENT
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A.4.7 D1: FREDERICKSBURG VRE/AMTRAK STATION -
OLDE FORGE

Route D1 operates between the Fredericksburg VRE/Amtrak Station and Olde Forge Drive in Stafford
County. Route D1 operates primarily along Route 3 and Route 218 with a one-way, clockwise loop around
the Stafford County community of Brookfield. Route D1 provides riders with access to multiple commercial
areas in southern Stafford County including two stops at the Washington Square Center Walmart
Supercenter. The alignment for Route D1 is displayed in Figure A-8.

FIGURE A-8: D1 ROUTE ALIGNMENT
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A.4.8 D2: CENTRAL STATION - GEICO

Route D2 operates from Central to the GEICO corporate offices in Stafford County. The route runs along
Emancipation Highway from Central before turning onto Warrenton Road until reaching the GEICO offices.
The route also takes a turn onto Plantation Drive and Lichfield Boulevard servicing multiple multi-family

housing communities and the Howell Branch of the Central Rappahannock Regional Library. Route D2’s
alignment is displayed in Figure A-9.

FIGURE A-9: D2 ROUTE ALIGNMENT
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A.4.9 D3: STAFFORD COUNTY COURTHOUSE - STAFFORD
MARKETPLACE — DOC STONE

Route D3 operates service between the Stafford County Courthouse and Government Center and the
Stafford Market Place shopping area near Garrisonville in northern Stafford County. The route runs primarily
along US Route 1 between the two ends, exiting US Route 1 to circulate around commercial areas along
the route. Route D3 provides connections to Route D4 at its northern end and Route D5 at its southern
end, making FXBGO!'s network completely connected. Riders can also access the Staffordboro Commuter
Lot on the northern end of the route providing connections to OmniRide’s commuter routes and
GWRIideConnect services. Route D3’s alignment is detailed in Figure A-10.

FIGURE A-10: D3 ROUTE ALIGNMENT
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A.4.10 D4: STAFFORD MARKET PLACE - DOC STONE -
VISTA WOODS

Route D4 provides circulator service to northern Stafford County, connecting the large commercial areas
off 1-95 with the nearby residential neighborhoods along Garrisonville Road. Route D4 operates primarily
in a counterclockwise loop with stops at North Stafford High School and The Merit School, a Walmart
Neighborhood Market & Walmart Supercenter and commercial retailers, and Porter Branch of the Central
Rappahannock Region Library. Route D4 also provides service to the Staffordboro Commuter Lot on the
northern end of the route which provides connections to OmniRide commuter routes and GWRideConnect
services. Route D4’s alignment is illustrated in Figure A-11.

FIGURE A-11: ROUTE D4'S ALIGNMENT
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A.4.11 D5: CENTRAL STATION - STAFFORD COUNTY
COURTHOUSE

Route D5 operates between Central and the Stafford County Courthouse and Government Center. The
route runs primarily along US Route 1, hopping off to serve the Rappahannock Regional Jail, Germanna
Community College, and Stafford Hospital Center. Riders can transfer to Route D3 at the Stafford County
Government Center to reach northern Stafford County. The route alignment for Route D5 is illustrated in
Figure A-12.

FIGURE A-12: D5 ROUTE ALIGNMENT
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A.4.12 S1A: LEE’S HILL CENTER - SALEM RUN
APARTMENTS

Route S1 has been split into two distinct operating patterns with each pattern servicing different destinations
along Route S1. Route S1A operates between Lee’s Hill Center and Salem Run Apartments, servicing the
neighborhoods surrounding Leavells Road and Salem Church Road. Route S1A interlines with Route S1B
on Leavells Road and Salem Church Road between the Salem Run Apartments and Hilltop Plaza. Riders
can transfer from Route S1A to Routes F2, F3, S4, and S5 at the Lee’s Hill Center stop. Route S1A's and

the entirety of Route S1’s alignments are illustrated in Figure A-13.
FIGURE A-13: ROUTES S1 AND S1A ALIGNMENTS
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A.4.13 S1B: HILLTOP PLAZA - SPOTSYLVANIA TOWNE

CENTRE

Route S1 has been split into two distinct operating patterns with each pattern servicing different destinations
along Route S1. Route S1B operates between Spotsylvania Towne Centre and Hilltop Plaza, servicing the
neighborhoods surrounding Salem Church Road. Route S1B interlines with Route S1A on Leavells Road
and Salem Church Road between the Salem Run Apartments and Hilltop Plaza. Riders can transfer from
Route S1B to Routes F1 and EX at the Spotsylvania Towne Centre Stop. Route S1B and the entirety of

Route S1’s alignments are illustrated in Figure A-14.

FIGURE A-14: ROUTE S1 AND S1B ALIGNMENTS
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A.4.14 S4: LEE’S HILL CENTER - SPOTSYLVANIA COUNTY
COURTHOUSE

Route S4 operates between Lee’s Hill Center and the Spotsylvania County Courthouse, traveling primarily
on Route 208. The route circulates around the Breezewood Shopping Center, Hilltop Plaza, and Courtland
Commons near Cosner's Corners then turns onto Route 208 until reaching the Spotsylvania County
Courthouse with stops at the Hilltop Square and Courtland Commons Shopping Centers. Riders on Route
S4 can transfer to other FXBGO! routes at the Lee’s Hill Center. The route alignment of Route S4 is

displayed in Figure A-15.

FIGURE A-15: S4 ROUTE ALIGNMENT
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A.4.15 S5: LEE’S HILL CENTER — GERMANNA COMMUNITY
COLLEGE

Route S5 operates around the Cosner Corner area of Spotsylvania County serving the major retailers in
the area, the Spotsylvania Regional Medical Center, and Germanna Community College’s Fredericksburg
Area Campus. The route also performs a counterclockwise loop around the residential neighborhood east

of the community college. Riders can transfer to the Fredericksburg Routes (F2 and F3) and other
Spotsylvania County routes at the Lee’s Hill Center. Route S5’s alignment is illustrated in Figure A-16.

FIGURE A-16: S5 ROUTE ALIGNMENT
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A.4.16 EAGLE EXPRESS (EX): UMW - EAGLE

VILLAGE -

CENTRAL PARK — SPOTSYLVANIA TOWNE CENTRE

Route EX operates between downtown Fredericksburg and Spotsylvania Towne Centre with service to
Central at the center point of the route. The route only operates during University of Mary Washington’s ’s
Fall and Spring academic semesters, and Route EX is the only route in FXBGO!'s network, as of the

publication of this document, which has a frequency of 30 minutes. Route EX’
Figure A-17.

FIGURE A-17: EAGLE EXPRESS (EX) ROUTE ALIGNMENT
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A.5 Fare Structures, Payments, and Purchasing
FXBGO! began fare-free service in February 2022, which was made possible, in-part through a Department
of Rail and Public Transportation (DRPT) Transit Ridership Incentive Program (TRIP) Grant. FXBGO!
currently anticipates resuming fare collection in FY 2026 after the DRPT TRIP Grant expires near the end
of FY 2026 and will be exploring options for different fare payment methods.

A.6 Transit Asset Management — Existing Fleet and
Facilities
A.6.1 EXISTING FLEET

FXBGO!'s vehicle fleet consists of 38 vehicles; including, two (2) maintenance vehicles, six (6) carpool
vehicles, and 30 revenue service vehicles. FXBGO!'s revenue service fleet consists of a mix of medium-
duty and light-duty cutaway buses with makes from Chevy and Ford. FXBGO! is transitioning its revenue
fleet towards larger, higher-capacity vehicles. FXBGO! will replace all light-duty cutaways in their fleet with
medium-duty cutaways and plans to add heavy-duty transit buses to their fleet as well. Table A-2 provides
a summary of FXBGO!’s current revenue vehicle fleet.

The Federal Transit Administration (FTA) published a Final Rule for Transit Asset Management in July 2016
requiring FTA grant recipients to develop transit asset management plans. Agencies have the option of
developing their own transit asset management (TAM) plan. In the Commonwealth of Virginia, FXBGO! is
one of the operators opting to use DRPT’s statewide Tier Il TAM plan, which is permitted under the FTA
rule. The TAM plan covers public transportation assets including vehicles, facilities, equipment, and other
infrastructure. The latest edition of the statewide TAM plan was published in 2022 and covers FY 2022
through FY 2025.

TABLE A-2: FXBGO! REVENUE FLEET (NOVEMBER 2023

Useful Life Manufacturer Quantity
2017 Light-duty 5 Years S?;rf:{r;ﬂ Allstar 11
2019 Light-duty 5 Years S?;rljr;ﬂ Allstar 1
2019 Light-duty 5 Years S?;rf:{r;ﬂ Allstar 8
2021 Light-duty 5 Years S?;rf:{r;ﬂ Allstar 1
2022 Medium-duty 7 Years ARBOC Spirit of 9
Mobility

Source: FXBGO! Maintenance Department

A.6.2 EXISTING FACILITIES

Central Station

The Lawrence A. Davies Transit Center, commonly known as “Central” is located at 1400 Emancipation
Highway in Fredericksburg. The facility is owned by the City of Fredericksburg and houses FXBGO!'s
administrative offices and main transfer facility. The transfer facility includes seven (7) bus bays, outdoor
sheltered seating, an indoor waiting area, restrooms, vending machines, and a customer service office.
While Central does have limited parking on site, FXBGO! has an informal agreement with the adjacent
Kingdom Baptist Church for additional employee parking. Greyhound Lines, Inc. operates service from
Central. There is no formal agreement for the operation of services.
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Bowman Center Complex

The Bowman Center Complex is FXBGO!'s vehicle maintenance and operations/training facility. The
complex was completed in 2015 and is located at 11710 & 11716 Main Street in an industrial complex in
Spotsylvania County, just outside the City of Fredericksburg’s limits. The facility consists of an operations
building, a maintenance building, and covered parking for 25 transit vehicles.

The complete list of FXBGO!'s facilities registered in the DRPT statewide TAM plan are listed in
Table A-3.

TABLE A-3: FXBGO!'S TAM PLAN FACILITIES

Facility Name Type Address
1400 Emancipation
Lawrence A. Davies Transit Center (Central) Administration Highway, Fredericksburg,
VA 22401

11710 Main Street,
Fredericksburg, VA 22408
11716 Main Street,
Fredericksburg, VA 22408
11716 Main Street,
Fredericksburg, VA 22408

Bowman Center Operations & Training Building Administration

Bowman Center Vehicle Maintenance Building Maintenance

Bowman Center Vehicle Maintenance Building

Parking Lot Parking

A.7 Transit Security Program

FXBGO''s transit security program is comprised of two (2) major components — security-focused staff
members and security infrastructure. FXBGO! employs one (1) part-time and two (2) full-time security
officers stationed in shifts at Central. When fare collection is in place, these officers patrol the property and
escort drivers to the money room when fareboxes are pulled. The officers deposit fares collected for
FXBGO!. Security staff provides an additional safety measure for patrons and staff, given Central’s location
along the busy US Route 1 corridor, coupled with its service as an intercity bus station. Both Central, the
maintenance facility, and the operation facility include fire and intrusion alarm systems and electronic key
card building access control systems. The operations and maintenance facilities also include a perimeter
fence for limiting access to the site and security cameras.

FXBGO!'s vehicles and facilities are equipped with surveillance cameras. The vehicles and the dispatch
center are also outfitted with “panic” buttons that contact the police if there is an emergency that requires
immediate assistance.

In addition, per FTA’s Public Transportation Agency Safety Plan (PTASP) Final Rule (2018), FXBGO!
developed a safety plan that includes the processes and procedures necessary for implementing Safety
Management Systems (SMS), including safety risk management, safety assurance, and safety promotion.
FXBGO!'s PTASP was last updated in May 2022.

A.8 Intelligent Transportation Systems (ITS)
Program

ITS programs in public transportation encompass a broad range of communication-based information and
electronic technologies that serve to improve safety, efficiency, and service, through use of real-time
information.

FXBGO! utilizes real-time vehicle information for drivers and dispatch using a product facilitated and
maintained by TripSpark, Inc, known as RouteMatch. The system includes GPS equipment on each vehicle,
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as well as computer tablets that record boardings, stops times, and odometer information. Drivers use
tablets to record passengers by fare type at each stop, providing valuable information to FXBGO!.
Customers can also get real-time information on FXBGO! buses and routes through the mobile application
Route Shout 2.0. FXBGO! is in the process of evaluating the replacement of TripSpark Inc. as their ITS
software provider but intends to maintain and improve upon the services TripSpark, Inc. currently provides;
FXBGO! plans to evaluate the replacement of its ITS System in FY 2025.

FXBGO! will purchase a driving simulator in FY 2025 that will provide a platform for training fixed-route bus
operators to learn basic skill development, situational awareness, decision-making, judgment training, and
vehicle operations. The driving simulator will supplement behind-the-wheel training for a more cost-effective
and efficient method of training operators without sacrificing training quality.

FXBGO! will begin procuring automated person counters (APCs) in FY 2025. APCs will automate
passenger counts, currently done manually by bus operators, allowing for more accurate and in-depth
passenger data and reducing the workload on bus operators. FXBGO! plans to install APCs on their entire
revenue fleet in the upcoming years.

A.9 Data Collection and Ridership/Revenue
Reporting

FXBGO! currently uses a blend of paper and electronic methods to capture and report statistical and fare
information. Drivers are provided a paper mileage and sales report daily that they use to record the following
information:

Number of fare cards sold by category (when fare collection is applicable)
Fueling information

Driver and bus number

Tablet times at run start, first stop, last stop, and run end

Odometer readings at run start, first stop, last stop, and run end

Vehicle change information

Each driver uses a tablet to record ridership by stop and fare type. Tablets record other pertinent statistical
information such as mileage. There is some minor redundancy between systems that is captured in order
to validate the data collected via the tablets and paper. There is some data that is only recorded via paper,
such as pass sales when fares were still being collected prior to February 2022. FXBGO! also has paper
data collection forms as backups in case of power outages or technological challenges.

Information entered by drivers via tablets is reviewed for accuracy by a supervisor on a daily basis. The
supervisor corrects any data discrepancies and/or enters pertinent information that is recorded by drivers
on the daily mileage and sales report if for any reason the software fails to capture the data. Revenue
tabulations are cross-checked with actual farebox revenue turned in by drivers, when fare collection is
active. Once supervisors have checked the electronic data and entered the paper-based data, ridership
and revenue reporting is completed using statistical reports available through the RouteMatch system.

Data collection and reporting methods are set to change upon the introduction of TripSpark, Inc.’s
replacement, planned for FY 2025, and the installation of APCs on FXBGO!’s buses.

Fredericksburg Regional Transit | Transit Strategic Plan

Appendix A




FXBGO!

Fredericksburg Regional Transit

A.10 Coordination with Other Transportation Service

Providers

Virginia Railway Express (VRE)

VRE is the commuter rail service that connects the Fredericksburg and Manassas areas to Northern Virginia
and Washington, D.C. VRE operates eight (8) northbound trips (to Washington, D.C.) in the morning from
Fredericksburg station and seven (7) southbound trips (from Washington, D.C.) in the evening peak. An
additional southbound trip is made in the afternoon.

Prior to the COVID-19 pandemic, FXBGO! operated two (2) VRE feeder routes that provided service to
Fredericksburg station for commuters connecting to VRE. Route VF1 operated through Idlewild and Cowan
Boulevard before connecting to Fredericksburg VRE/Amtrak Station. Route DS1 operated from Gordon
Road Commuter Lot to Fredericksburg station. Both routes were temporarily suspended in response to the
COVID-19 pandemic.

As of Spring 2024, Routes F4, F5, and D1 routes service the Fredericksburg VRE/Amtrak Station. Of the
eight (8) morning trips that VRE operates in the northbound direction, only two (2) can be connected via an
FXBGO! Route: Route F4 that arrives at 7:08 a.m. and Route F5 that arrives at 7:40 a.m. Table A-4 lists
currently scheduled VRE trains to and from Fredericksburg VRE/Amtrak Station.

TABLE A-4: VRE FREDERICKSBURG STATION SCHEDULE

Northbound Departure Times Southbound Departure Times
5:03 a.m. 2:36 p.m.
5:17 a.m. 4:16 p.m.
5:32 a.m. 5:06 p.m.
5:52 a.m. 5:36 p.m.
6:12 a.m. 6:16 p.m.
6:37 a.m. 6:56 p.m.
717 a.m. 7:46 p.m.
7:57 a.m. 8:26 p.m.
Source: VRE Spring 2024 schedule

Amtrak

Amtrak service is provided at the downtown Fredericksburg VRE/Amtrak Station. The Fredericksburg
VRE/Amtrak Station is served by Amtrak’s Carolinian, Northeast Regional, and Silver Service lines. Major
destinations along these lines include Boston, Charlotte, Raleigh, Richmond, Miami, New York City, Norfolk,
Orlando, Savannah, Tampa, and Washington, D.C. The weekday schedule is displayed in Table A-5.

TABLE A-5: FREDERICKSBURG VRE/AMTRAK STATION WEEKDAY AMTRAK SCHEDULE (SPRING 2024

Route Northbound Southbound
7:02 a.m. 8:26 a.m.
8:25 a.m. 1:18 p.m.
. 9:23 a.m. 3:44 p.m.
Northeast Regional 12:07 p.m. 5:07 p.m.
4:09 p.m. 7:02 p.m.
6:35 p.m. 8:22 p.m.
Carolinian - 12:19 p.m.
Silver Service 3:07 p.m. 8:35 p.m.

Source: Amtrak Spring 2024 Schedule
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TABLE A-8: GWRIDECONNECT COMMUTER LOT LOCATIONS

County Description Address
Caroline Carmel Church Park and Ride Lot Telegraph Rd, Ruther Glen, VA 22546
10800 Houser Dr, Fredericksburg,
Courthouse Road / Route 208 VA 22408
12150 Gordan Rd, Fredericksburg,
] Rt 3 West / Gordon Rd VA 22407
potsylvania 4240 Plank Rd, Fredericksburg
Rt 3 Salem Church VA 22407
Commonwealth Drive / Rt1 Patriot Hwy, Fredericksburg, VA 22407
King George | Visitor's Center on Rt 301 38.359362, -77.018411
627 Warrenton Rd, Fredericksburg,
Rt 17 Warrenton Rd VA 22406
Courthouse Road / Route 630 1150 Courthouse Rd, Stafford, VA 22554
Stafford
Rt 610 Mine Rd / South Commuter Lot 1 Salisbury Dr, Stafford, VA 22554
139 Staffordboro Blvd, Stafford,
Rt 610 Staffordboro / North Commuter Lot VA 22554

Source: GWRIideConnect Fall 2022 Locations

Healthy Generations Area Agency on Aging

Healthy Generations Area Agency on Aging (HGAAA) is a 501(c)(3) organization operating in the George
Washington Planning District (the City of Fredericksburg and Stafford, Spotsylvania, King George, and
Caroline counties), with the mission is to enhance the quality of life for all older citizens. HGAAA provides
home and community-based services, including transportation support for the senior population. HGAAA
offers the following services:

e Education and outreach

* Informational and referral services through a call center
* Publication of a Mobility Options resource guide

e Complimentary travel training services

e Limited low-cost door-to-door transportation, if available

HGAAA also provides the Fredericksburg Regional Transit Travel Training service, a free educational
program designed to educate individuals about the greater Fredericksburg region’s public transit network
and how to use FXBGO!'s system. One-on-one and group training is available to participants.

A.11 Current Initiatives

FXBGO! has several initiatives aimed at improving transit service and the overall customer experience.

A.11.1 BRANDING

Fredericksburg Regional Transit recently underwent an agency wide rebrand, changing its shorthand name
from “FRED” or “FRED Transit” to “Fredericksburg Go!” or “FXBGO!” (capitalizing on the “FXBG”
abbreviation often used by the City of Fredericksburg) as well as introducing consistent messaging, color
palettes, communication material templates, and logos. The rebranding effort aims to build familiarity
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A.11.2 FARE-FREE SERVICE

FXBGO! partnered with the Virginia Department of Rail and Public Transportation (DRPT) to deploy
systemwide fare-free operations for all FXBGO! services. Fare-free service was made possible through
funding received through DRPT’s Transit Ridership Incentive Program (TRIP). The 2020 Virginia General
Assembly established TRIP in Virginia Code § 33.2-1526.3 with two (2) distinct goals:

1. Improve regional connectivity of urban areas with a population in excess of 100,000
2. Reduce barriers to transit use for low-income riders

FXBGO! was approved for fare-fare service by DRPT, along with five (5) other transit agencies, beginning
in FY 2022 for a duration of four (4) years.

A.12 Retrospective Financials

Capital and operating expenses have steadily increased over the past three (3) years?2. Prior to the COVID-
19 pandemic, years with higher than usual expenditures were typically those where new vehicles were
purchased, and capital expenses contributing to spikes in spending. However, recent years have had
increases in operating expenses, due to operating costs associated with the pandemic and rising costs due
to inflation.

Budgets for FXBGO! have fluctuated over the past five (5) years, in part due to the COVID-19 pandemic,
but have ranged between $6.1 million and $13.9 million. The largest contributor of revenue is federal
funding, making up more than half of FXBGO!’s revenue.

Along with state and federal funds, FXBGO! receives local funding from a variety of sources, including the
jurisdictions served, bus advertisements, the University of Mary Washington, employers like GEICO, and
gasoline taxes and landfill fees. FXBGO!’s operating and capital revenues from the previous five (5) fiscal
years are shown in Table A-9.

TABLE A-9: FIVE-YEAR RETROSPECTIVE OF OPERATING AND CAPITAL REVENUES

Revised
2024

Local Revenue $1.735.855 $778,016 $1.085,486 $582,724 $647,092
State Revenue $949,083 $757,581 $1.454 589 $2.451 732 $2.297 021
Federal $3,390,940 $2,738,336 $2.768,678 $3,734.835 $6,864,653
Revenue

Transfers &

Adjustment $18,972 $36,043 $21,430 $60,356 $1.627
Fund Balance - - - - $4,123,595
Total $6,094,850 $4,300,977 $5,330,184 $6,829.647 | $13,933,988

Source: City of Fredericksburg FY 2025 Recommended Budget

2 FXBGOY!’s expenditures from the previous three fiscal years (FY 2022 — FY 2024) are outlined in the City of
Fredericksburg FY 2025 Recommended Budget:
https://www.fredericksburgva.gov/DocumentCenter/View/26986/Tab-5---Narratives
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George Washington Regional Commission
406 Princess Anne Street

s x /AS I IING’I’ON Fredericksburg, Virginia 22401
(540) 373-2890

Fax (540) 899-4808
REGIONA L C OMMISSTION WWW.gwregion.org

July 15,2024

Mrs. Jackie Davis

Executive Director

Bay Consortium Workforce Development Board
PO Box 1117

Warsaw, VA 22572

Dear Mrs. Davis:

The Bay Consortium Workforce Development Board and George Washington Regional Commission, are
looking forward to working together to implement a Regional Talent Strategy for the Mary Ball Washington
Region. Talent attraction, development, and retention have been identified in both the Regional Good Jobs Here
plan and the GO Virginia Growth & Diversification Plan as key regional needs for our local businesses and
their continued success in the region. This grant will allow our organizations to work with the regional
workforce development board in better leveraging and combining efforts to meet these needs and to develop a
working, sustainable talent model that can be implemented across the region.

We look forward to strengthening our partnership as we execute the Regional Talent Strategy to the benefit of
our region. We feel confident that our collective efforts, combined with the support of our local partners will
allow us to create and further enhance a talent pipeline that our businesses can utilize for years to come. The
George Washington Regional Commission encourages your strong consideration of the funding request.

Sincerely,

C

Charles P. Boyles, II
Executive Director

—

CAROLINE COUNTY CITY OF FREDERICKSBURG KING GEORGE COUNTY SPOTSYLVANIA COUNTY STAFFORD COUNTY
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