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Disclaimer

This publication was prepared in cooperation with the Department of Transportation,
State of Georgia, and Federal Transit Administration (FTA). The opinions, findings, and
conclusions in these publications are those of the author(s) and not necessarily those of
the Department of Transportation, State of Georgia, or the Federal Transit Administration.

For more information regarding this plan or any other agency activity, please contact us
at:

Liberty Transit
15 EM L King Jr Dr,
Hinesville, GA 31313
Phone: (912) 800-9318, Phone (TTY): (912) 877-5440

Visit our website for the most up-to-date information and downloadable documents at:
https://libertytransit.org/

(Page intentionally blank)

Liberty Transit is committed to assuring full compliance with all civil rights provisions
of federal statutes and related authorities that prohibit discrimination in programs and
activities receiving federal financial assistance. These laws include but are not limited to
Title VI of the Civil Rights Act of 1964 (“Title VI”), the Civil Rights Restoration Act of 1987
(P.L. 100.259), Section 162 (a) of the Federal-Aid Highway Act of 1973 (23 USC 324) (sex),
Americans with Disabilities Act of 1990, Section 504 of the Rehabilitation Act of 1973, and
the Age Discrimination Act of 1975, as amended.

Liberty Transit does not discriminate against persons in the provision of its programs,
services or activities.
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Resolution of Adoption

Resolution #2024-08

CITY OF HINESVILLE

RESOLUTION OF THE MAYOR AND COUNCIL
OF THE CITY OF HINESVILLE, GEORGIA
ADOPTING LIBERTY TRANSIT'S
TRANSIT DEVELOPMENT PLAN

WHEREAS Liberty Transit is required to evaluate their Transit Development Plan every live years as a
prerequisite for the receipt of federal and state funding to provide transit agencies the opportunity to define
public ransportation needs, solicit input from stakeholders and the public, identify capital and operational
deficiencies, and define courses of action to advance the mission and goals of the transit agency: and

WHEREAS the last plan was adopted in May 2018 and this five-year update to the Transit Development Plan
will guide the City's continuing commitment to provide safe, reliable, and efficient fransportation service; and

WHEREAS the Transit Development Plan was developed through a continuous, comprehensive, and
cooperative planning process in coordination with state and local officials; and

WHEREAS the locally developed and adopted process for public participation has been followed in the
development of the Transit Development Plan,

NOW, THEREFORE BE IT RESOLVED that the May and City Council hereby adopts Liberty Transit’s
Transit Development Plan as the guide for transit planning activities going forward.

APPROVED this 20 day of June 2024,

fot € b D=

Karl A. Riles, Mayor “»’in:k;.-'ﬁ.fr:inlmm, Mayor Pro Tem
Diana F. Reid, Councilmember Jason R. Flovd, Councilmember

PN\t

Dexter L. N:wbmunci,]mcmber José A. Ortiz, J1j, Councilmember

ATTEST: J

Eenneth K. Howard, City Manager

LIBERTY TRANSIT TRANSIT DEVELOPMENT PLAN

From The City Manager

Dear Citizens of Liberty County,

On behalf of the City of Hinesville, | am pleased to introduce to you the completed 2024
Liberty Transit, Transit Development Plan (TDP). This plan represents the next steps for
Liberty Transit, enabling us to identify and overcome barriers and plan for the future.
By recognizing existing deficiencies and providing alternative solutions, this document
provides a strong framework for the expansion and reorganization of our transit system.
An exceptional team of stakeholders, transportation professionals, and members of the
public worked collaboratively with officials and leadership to make this process possible.
Envisioning the future of Liberty Transit would be impossible without the support and
encouragement of our community. A special “thank you” should be extended to all
riders and members of the public who contributed and remained actively involved in the
planning process.

Liberty Transit first began system implementation in 2010 and have since encountered
our share of challenges and great successes. The global economic recession occurred
during the first year of service and presented an immediate obstacle to our new program,
which was nevertheless overcome through cooperation, collaboration, and proactive
planning. More recently, in 2020 the COVID-19 pandemic represented an unprecedented
challenge to transit operations and service. This TDP represents a milestone, being the first
major planning update in the new post-COVID-19 environment. In this way this document
serves to embody the ideals of reflection and perseverance, demonstrating how Liberty
Transit intends to break down existing barriers and continue to offer efficient, safe, and
equitable transit services that support our new and growing travel needs.

Now, with the adoption of this plan begins the work of implementing the vision of a truly
accessible, efficient, and reliable transit system for a growing and evolving region. We
maintain our commitment to providing safe, affordable, and reliable transportation to
support our community’s vision and continued growth. | would again like to thank all
of those involved in the process of the development of this document, and the day-to-
day operations of Liberty Transit. | hope that we can continue to grow and overcome
challenges, in a way that serves our community and continues to make our city a great
place to live, work, and play.

Kenneth Howard, City Manager, City of Hinesville
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1. Infroduction & Background

Infroduction

The City of Hinesville provides public transportation through the Liberty Transit System which
offers fixed-route and demand response/paratransit bus services in City of Hinesville, City of
Flemington, City of Walthourville, and Fort Stewart Military Base. This study was initiated by the
City of Hinesville to update the Liberty Transit Development Plan (TDP).

The TDP serves as the strategic guide for public transportation over the next 10 years and
represents the transit agency’s vision for public transportation during this period. The city is
committed to providing safe, reliable and cost-effective transit service with a professional team
of employees dedicated to customers’ needs.

To accomplish this, the Liberty Transit System adheres to Federal Transit Administration (FTA)
regulations, the Georgia Department of Transportation (GDOT) requirements, the Title VI, and
Limited English Proficiency Program (LEP) requirements, the National Transit Database (NTD)
requirements, and Sections 5303, 5307 and GDOT Transit Trust Fund program requirements to
facilitate transportation.

LIBERTY TRANSIT TRANSIT DEVELOPMENT PLAN

Figure 1: Liberty Transit TDP Objectives

10-Year Fiscally
Constrained
Vision Plan

TDP Update

Improve
° Transportation
Network

Improve System
L and Service
Efficiencies

TDP Requirements

Local, Regional,

Enhance
Local & Regional
Connectivity

Support Equity
in Transportation

Integrate with Provide a

5-year Action Plan
& State Plans

As a recipient of state and federal funding,
Liberty Transit is required to carry out a TDP
update every five years to ensure that the

The Liberty Transit TDP update comprises all
of the TDP planning components per the GDOT
TDP guidebook.

provision of public transportation is consistent
with the mobility needs of the local communities.
GDOT published a Transit Development Plan
guidebook in July 2021, highlighting the specific
components of a TDP.

Major components include the following:

> Public participation

> Visioning & Goals, Objectives, and
Performance Setting

> Documenting Existing Conditions

> Needs Assessment, Identification and
Analysis

> Alternatives Development and
Evaluations to Address Needs

> Financial Planning

> Recommendations and Implementation
Plan
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The TDP

Transit is a central part of the fabric of the
transportation network in Liberty County, so
continually studying how it should progress
in the future is critically important. The main
objective of this study is to develop an update
to the 2018 Liberty Transit Development Plan,
as required by Federal and State law. However,
upon completion, this TDP will serve as guidance
for several aspects of transportation planning as
detailed in Figure 1.



Liberty TDP Study Area

The study area for the TDP, as shown in Figure 2, is the
entirety of Liberty County and the urbanized portions
of Long County. Liberty County is located in Coastal
Georgia and bordered by Bryan County to the north,
Mclintosh County to the south, Chatham County to
the north-east, and Long County to the west. Liberty
County includes seven municipalities: City of Hinesville,
Town of Allenhurst, City of Flemington, Town of
Gumbranch, City of Midway, City of Riceboro, and City
of Walthourville. In addition, Fort Stewart-Hunter Army
Airfield’s cantonment area borders Hinesville city limits

to the north.

Major components include the following:

Total County Population (Liberty)
Total County Population (Long)
Urbanized Area Population (HAMPO)
Currently Served by Liberty Transit:
> Hinesville

> Flemington

> Walthourville

> Fort Stewart

vV V VvV V
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Figure 2: Study Area Map
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Timeline of Liberty Transit

2004:

Discussions
begin & initial feasibility
study is completed

2008:

Development of the
Transit Development
and Implementation Plan

2008:

5307 grant applications
filed with GDOT

-@ o—©@

2006:

City of Hinesville agrees
to become transit owner
and operator

2009:

Federal ARRA funding
becomes available for
capital procurement

2012:
2010: ) : :

Strategic Plan / Transit 2013: 2019: .
SyStem ) Development Plan Service expansion ADA Paratransit
Implementation Update to Airport Road Service Implementation

-@ o—O

2011

Economic recession
results in 37% service
reduction

Existing Plans and Policies

2016:

Service expansion to
Walthourville

The study team reviewed local and statewide plans and policies to provide a
foundation for the overall TDP, through learning from past experiences, avoiding
mistakes and building upon effective strategies.
context and data, enabling the TDP to be better tailored to current needs, changing

demographics, and evolving transportation patterns.

Documents Reviewed Key Takeaways

>

HAMPO 2045 Metropolitan
Transportation Plan — 2020

Liberty Transit TDP — 2018

Liberty County 2040 Joint
Comprehensive Plan — 2020

Long County & the City of Ludowici
Joint Comprehensive Plan — 2019

Georgia Statewide Transit Plan — 2020

DRAFT Coastal Regional Commission
Regional TDP - 2024

LIBERTY TRANSIT TRANSIT DEVELOPMENT PLAN

>

It provides valuable historical

Population is growing within the urbanized
areas of Liberty County, and adjacent Long
County.

The region is positioned for substantial
growth due to industrial expansion including
the Hyundai Meta Plant.

Members of public, stakeholder, and peer
agencies all recognize the need for a
coordinated regional transit network.

Ridership and operational efficiencies still
lag as a result of COVID-19.

Existing and future demand is not met with
current transit services.

12

Current Conditions

Transit service functions best when it responds appropriately to the geographical, environmental,
developmental, socioeconomic and land use factors present within the operating service area. All
of these factors can impact the provision of services at varying levels and therefore it is crucial for
transit service providers to understand them.

Figure 3 shows the key components that were evaluated as part of the existing conditions analysis
and considered in the TDP recommendations. The full Existing Conditions Analysis can be found
in Appendix A of this report and additional details can also be found in Chapter 4 “Key Findings”.

Figure 3: Components of the Llberty Transit Operating Environment

s

Travel Behavior &

Population and Commuting Trends

‘)‘ Employment

Roadway &
Traffic Conditions

0
Fo
Bicycle/Pedestrian
Networks

¢

Major Trip
. Generators/
-..._______Actlv‘lty Centers

Tourist and Seasonal
Resident Levels

Socioeconomic &
Demographic
Characteristics
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Transit Operations

Liberty Transit operates in the City of Hinesville, City of Flemington, City of Walthourville, and Fort
Stewart Military Installation. The following services are currently offered by Liberty Transit.

Fixed Route Bus Service: Liberty Transit operates three fixed routes including Route 1(Red), Route
2 (Green) and Route 3 (Blue). The fixed routes operate Monday — Friday from 6:00 AM — 7:40 PM
with two limited-service extensions offered on Route 1.

ADA Paratransit Service: Demand response transit service is provided by Liberty Transit to
persons qualifying under ADA. These services are provided to residents who live within % mile on
either side of the fixed-route system but are unable to access it due to an eligible disability. This
Liberty Transit System service, also called “Demand-response Service” schedules trips via 24-
hour advanced reservation appointments for passengers that meet eligibility criteria.

Who is eligible
for Paratransit?

Eligibility determinations are based upon the bus-riding
limitations caused by a disability.

Paratransit can be used by persons with disabilities who
complete the eligibility process and are approved for
service. During the eligibility process, an applicant must
show that, because of the effects of a disability, he/she
cannot get to or from a bus stop, get on or off a bus, or
successfully complete a trip using a regular bus.

All the regular and paratransit buses have wheel chair lifts.
If a rider uses a wheelchair, the driver will safely secure the
chair.

LIBERTY TRANSIT TRANSIT DEVELOPMENT PLAN
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Figure 4: Liberty Transit System M_ap -
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Transit Thresholds

Population and employment locations and density play a critical role in the design of transit service
strategies. Typical landuse and transit types are summarized below, with Suburban Mixed Use
being the primary land use type found within the Liberty Transit study area.

Figure 5: Transit and Landuse Factors

Density and
Mix of Uses
Decreasing

Fixed-route Bus
Circulator
Microtransit (demand response)

Suburban Mixed
Use

Rural Microtransit (demand response)

Paratransit service is required where fixed route service is provided

Transit Propensity and Market Analysis

A transit market analysis helps identify locations where people
are most likely to use transit, based on demographic and other
population data and known characteristics of people who are

typically frequent transit riders. In those areas, there may be AﬂdlYSiS Definitions
more underlying demand for additional service.

Transit Propensity Analysis

Transit Propensity Factors: A composite demand for transit
> Zero Vehicle Households based on adjusted population and
> Median Household Income employment density.
> Low Income Households . .

Suopl tal S ity ] Transit Market Analysis
> oupplemental security lncome Defines targeted markets and
> Age identifies locations where
> Race and Ethnicity concentrations of these markets are
> Population Density located within the study area.
> Employment Density

LIBERTY TRANSIT TRANSIT DEVELOPMENT PLAN 16

Local Context

Since the 2018 TDP the Liberty Transit service area has seen steady increases in population and
employment, with increasing densities in the urban core and within the surrounding region. This
growth is a key evaluation factor to identify where demand is present and what level of service is
most appropriate.

Locations of sufficient population and/or employment to support traditional hourly fixed route
transit services are concentrated within the current Liberty Transit service area within the urban
core of Hinesville. However, when evaluating for need without considering thresholds to support
hourly fixed route services, populations are present throughout the service area.

> Most of Hinesville, Flemington, and Walthourville can support 60 minute local fixed-route
service, with some pockets exhibiting demand that could support 30-minute service.

> Liberty Transit’s existing fixed routes are currently located within / mile of all areas exhibiting
the highest levels of demand; however frequencies are not sufficient.

> Areas within Liberty County are currently showing pockets of demand but are outside of the
current service area. These areas include Midway and Riceboro.

Transit Markets and Demand

The project team established 4 key ridership markets including Transit Dependent, Medium
Income Seniors, Transit Dependent Youth, and Military Veterans. The TDP then examined how well
the system’s existing three routes connect to key destinations. Figure 4 illustrates how well the
existing routes meet the potential demand with 76% - 90% of destinations within a 1/4-mile.

The following figures show areas demonstrating the highest concentration of populations most
likely to need and utilize public transit and the results of the market analysis. The market and
demand assessment shown in Figures 5 and 6 shows that Liberty Transit is currently providing
services in proximity to areas with the highest transit propensity and near the 4 key ridership
market’s points of origin and destination.

CHAPTER T: INTRODUCTION AND BACKGROUND

Key Takeaways
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Figure 6: 2033 TDP Propensity - Excluding Density
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Figure 7: 2023 TDP Propensity - with Density Concentrations
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Figure 8: Transit Markets and Demand
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Regional Context

Analysis of transit markets focuses on trip generators and trip attractors. Trip generators are land
uses from which trips originate, such as residential areas, and as such are also referred to as
origins. Trip attractors refer to major local destinations, including employment and activity centers
as well as projected future development areas, and are therefore also called destinations. Figure 7
shows key destinations throughout the County that act as key trip generators.

Figure 9: Keys Destinations That Act As Trip Generators

Attractions +  Walmart
v Government ®  Major Employers
*  Medical & K12 Schools
.Tﬂp Atrachors : Source(s): GDOT 2020, 2020 US -~
Liberty Transit R AT Darted: Census, 2021 American Commumnity
Transit Development Plan e Wi Rty by 023 syrvey, Uberty County GIS Depastment, Lﬁ u.'m'.?}
] s s s ) ittt g e Liberty Transt
e = RSsH

Key Takeaways

> Major employers in Hinesville, Flemington and Walthourville are currently served by Liberty
Transit.

> Trip generators along US 84 in Long County, Midway, and Eastern Liberty County and US 17 in

Riceboro are outside of the current service area.

> Existing clusters of trip attractors are expanding and densifying, with future development also
primarily anticipated to occur along key corridors and established districts.

LIBERTY TRANSIT TRANSIT DEVELOPMENT PLAN
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Commuter Patterns

Assessing commuting patterns is important for evaluating existing services and the possible need
to establish regional connections.

> Over 78.6% of Liberty County’s nearly 46,110 workers, live in the county

> The most common inflow and outflow is between Chatham County and Liberty County
with over 1,411 residents leaving Liberty County for work in Chatham County.

> Liberty County residents typically work within the county, but more workers commute
from Liberty County than external counties commute to Liberty County.

> Over 8,250 workers travel to the county for work daily while 12,202 leave for work outside
the county. The figures below provide more details on the inflow and outflow commuting
patterns for the county.

Figure 10: Employment Inflow/Outflow

- w

Inflow/Outflow Job Counts in 2020

| B.20% . Bmployed in Selection Area, Live Outside
/ 12,202 - Live in Selection Area, Emphoyed Outside
B G241 - Bmployed and Live in Selection Area

Note: Overlay arrows do not indicate
directionality of worker flow between
home and employment locations.

Employed and Live
in Selection Area

* Employed in Selection Area,
Live Dutside
Live in Selection Area,
Employed Outside
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2. Outreach & Engagement Strategies

Workshop/Meetings

Pop-up events

Social Media Outreach
Cross-Marketing and Email Campaigns

Stakeholder Interviews
Targeted Community Outreach
Project Fact Sheet

Project Survey

vV V Vv YV
vV VvV VYV

A Phased Approach

Phase 1: focused on getting key stakeholders and the general public to share their perspectives
on the transit system and learn more about current offerings as well as the TDP process. Public
meetings, including community events and workshops, provided platforms for face-to-face
discussions and the exchange of ideas.

Phase 2: focused on getting feedback on the proposed service changes and recommendations
to the challenges and needs voiced in Phase 1.

Overview and Strategy

Communication and Ouireach Techniques

The Liberty TDP included a robust public and stakeholder engagement process to identify ] ) . ] o ]
growing transit demands within the study area. The objective was to engage the local community To fully engage with the community stakeholders and facilitate active participation for the Liberty
in the planning process for Liberty Transit’s future improvements, ensuring that the transit system Transit TDP process, a series of hands-on/direct or hands-off/indirect activities were used:

aligns with the needs and expectations of its riders and potential riders. The inclusion of vulnerable
populations including Environmental Justice (EJ) communities was an area of emphasis
throughout the TDP engagement process.

Figure 11: Indirect vs Direct Public Engagement

The project team leveraged traditional, digital, and social media methods to reach the targeted
audience. Additional information can be found in the Appendix B “Public and Stakeholder
Engagement” of this report.

Key Engagement Objectives Engagement Definitions

Environmental Justice
“ Just treatment and meaningful

> Engage Underepresented Groups involvement of all people, regardless xS -
of income, race, color, national . . _ _‘ ’
> Identify Community Service Providers origin, Tribal affiliation, or disability, in Indirect Public Engagement Direct Public Engagement

. agency decision-making ”
> Involve Community Stakeholders

. The use of materials or methods to inform Activities that directly engage the public and

> Tie into Existing Community Events :‘rg:ir:ilkljits recivients of federal the general public and stakeholders about stakeholders in “hands-on” workshops and

9 . . 1P the project, including social media outreach, discussion about the project, such as public

L Online E t Platf MEmeiE] SESEiance Te website content, emails, and other materials workshops, stakeholder interviews, rider and
> Leverage Oniine engagemen atrorms iscriminati ’ ’ ’ ’

9 949 g'rsr?;'tr.g:;t:? ?:;e:non rraocer’acrzlgrr’ such as fact sheets, flyers, presentation non-rider surveys in both printed and online

9 yprog boards, maps, and other media releases. media and presentations to elected officials.

activity. ”

Source: Www.epa.gov
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Liberty Transit is working to improve our services
so you have the freedom to move throughout
Liberty County and beyond! Review the proposed
transit development plan and let us know your
thoughts by May 22, 2024, for a chance to win

a $50 cash card.

WE NEED YOUR INPUT!

* Visit www.libertytransit.org and leave a comment
* Visit one of the following locations and fill out a
comment card:
o Hinesville City Hall
o Flemington City Hall
o Walthourville City Hall
o Hinesville Public Library
* Visit the ‘City of Hinesville Government’
Facebook page and leave a comment

SCAN ME

PUBLIC COMMENT PERIOD
APRIL 22, 2024 - MAY 22, 2024

LIBERTY TRANSIT TRANSIT DEVELOPMENT PLAN
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Project Fact Sheet

A project fact sheet was developed as a key communication tool for the Public and Stakeholder engagement
process. The two page fact sheet included an overview of the TDP process, information about existing
Liberty Transit services, and details on how participants could engage in the planning process. The fact sheet
document was available virtually on the project website and linked to all social media publications.

Hard copies were circulated at public workshops, pop-up meetings, stakeholder meetings, on-board transit
vehicles, and at community gathering locations. Digital copies of the fact sheet were also provided to local
business and organizations to include in their publications and newsletters.

LIBERTY TRANSIT

2023 Transit Development Plan

Liberty Transit is currently developing its
third Transit Development Plan (TDP) since
implementation of fixed-route fransit service
in 2010. This TDP update will provide an
opportunity to reevaluate the transit needs
in the Hinesville region while expanding on
revious recommendations. 1 2
P — ’\‘f
Additional details about the TDP, including
opportunities for public input, will be posted on
the Liberty Transit website: www.libertytransit.
org and the Liberty Consolidated Planning
Commission website: www.thelcpc.org

SERVICE SCENARIO OVERVIEW

3 New Service Scenarios
* Improved frequency
* Improved Connectivity
+ Improved Equitable Access
* Improved Service Directness

DRAFT SCENARIO 2A - FIXED &
3 Employment Service Scenarios MICROTRANSIT
* Improved Regional Access to Jobs
* Midway shuttle
shuttle
+ Countywide Vanpool program

Increases service area and improves frequency
and provides direct pick-up / drop off locations
in lower density areas

Operates Monday - Friday 6:00 AM - 7:00 PM
Saturday 8:00 AM - 7:00 PM

WHAT IS MICROTRANSIT?
Rural Demand Response - How to Ride

Paratransit

. FortSiewart
Gate

= Hosg dilPey % EXISTING SERVICES
~=- Railroads

Liberty Transit currently
Parks o

offers the foll
o City of
----- Hinesvile
Liverty
Transi (
= ticipati i
Cives ™" . ., ; P = Paratfransit Se
Otmercites TR R AL e Disabled Indli

ot Sevat

- County
Boundaries.

Additional details about the TDP, including opportunities
for public input, will be posted on the Liberty Transit website:
www.libertytransit.org and the Liberty Consolidated Planning (912) 877-1472
Commission website: www.thelcpc.org (912) 877-5440 TTY

Questions or Comments?
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Surveys

An on-board rider survey as well as general public survey were conducted during the TDP
process to obtain feedback related to the demographics, travel patterns, preferences, and

habits of current riders.

Surveys were available online and in print, and were promoted and distributed through
socialmedia and during outreach activities including City Council workshops, stakeholder

meetings

37.5% of riders

traveled for
work-related trips

1 8. 7 % of riders

fraveled for
medical services

25 % of riders

were traveling
home

6. 2 5 % of riders

fraveled for
personal business

LIBERTY TRANSIT TRANSIT DEVELOPMENT PLAN

18.75% of

riders traveled for

shopping
related trips

4

6.25% of riders

traveled for
other reasons

26

62.5% of riders

started their trip
from home

18. 7 % of riders

were picked up
from shopping
locations

&

1 8. 7 % of riders

were picked up
from work-related
locations

6. 2 5 % of ride
were picked up

from college

or school

Figure 12: Ridership Information

The survey sample exceeded the original goal, achieving scientific significance for a population of
Liberty County’s size and reinforcing the validity of the findings. With a total of 1,462 surveys collected,
the project team not only met but surpassed the goal of 300 surveys, providing a robust data set for
analysis. In total, 1,462 responses were collected, comprising 86 from the print-out survey and 1,376
from the online survey.

It is worth noting that this sample size of 1,462 significantly exceeds the standard random sample
of 384 recommended by the Public Relations Society of America for populations less than 100,000.
This data collection effort ensured a comprehensive and statistically significant representation of the
community’s opinions.

Workshops/Meetings

A series of stakeholder committee meetings and city council workshops were
hosted to gather feedback from the key stakeholders as well as share TDP updates
throughout the process.

Additionally, the Liberty Transit Steering Committee (TSC) which consists of
chief elected officials from participating local governments, partnering agency
representatives, and key Liberty Transit staff were provided with monthly updates
and presentations at project milestones. This helped to guide and set the parameters
for the TDP process.

CHAPTER 2: OUTREACH & ENGAGEMENT
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Pop-up Meetings: In phase 1 the project team focused efforts on pop-up meetings
to engage directly with community members to gather valuable insights. These
pop-up activities were strategically integrated into existing community gatherings
to maximize participation. The TDP project team partnered with stakeholders to
promote attendance at these events thus expanding awareness of the public input
opportunities. The project team conducted 5 pop-up events that contributed to
nearly 115 surveys being completed.

Hinesville Farmers Market June 1, 2023

Hinesville Farmers Market June 8, 2023

Hinesville Block Party June 10, 2023

Liberty County Manna House Food Drive June 21, 2023
Liberty County Manna House Food Drive June 30, 2023

vV VV VYV

Social Media: Online presence played a pivotal role in our outreach. Information
about the pop-up meetings and online survey was disseminated through the existing
websites and social media accounts listed below. Through these channels, we were
able to connect with a wider online audience, including those who might not have
been able to attend the physical events.

Liberty Transit website www.libertytransit.org

City of Hinesville Facebook www.facebook.com/HinesvilleGA

City of Hinesville Instagram www.instagram.com/HinesvilleGA Liberty
Live Oak Public Library Instagram www.instagram.com/liveoakpl

VvV Vv VvV Yy

Cross-Marketing and Email Campaigns

To expand reach, the project team selected collaborative partnerships with stakeholders who
actively participated in cross-marketing efforts. including email campaigns that targeted a broad
spectrum of community members. Email campaigns that targeted a broad spectrum of community
members. This collaborative approach fostered a sense of community involvement. Additionally,
phone calls were made to reach out to specific demographics, ensuring that our message reached
as many potential riders as possible. This tactic proved to be the most successful in soliciting survey
responses and gathering feedback.

Stakeholder Interviews: Understanding local conditions is an important part of a TDP and should
include insights and opinions of community decision-makers and leaders towards transit and its
role in the community. To obtain this information, a total of 3 individual stakeholder interviews were
held during phase Il of the public engagement outreach, while others were invited to participate in
stakeholder workshop #2.

All interviews followed a similar format using an interview guide that was developed with a list of
questions and topics to steer the discussions.

LIBERTY TRANSIT TRANSIT DEVELOPMENT PLAN
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Community Feedback

During the public engagement campaign, the project team garnered valuable insights into the
community’s transportation needs and aspirations. A summary of key aspects that the community
wishes to see incorporated into the new transit plan include:

Additional Modes of Transportation: Respondents expressed a desire for transportation options
beyond traditional buses to cater to varying needs. These suggestions included options such as
bike-sharing, ridesharing, and carpooling services to complement the traditional bus services.

Clean and Well-Maintained Vehicles: The community emphasized the importance of having
clean and well-maintained vehicles to ensure a comfortable and pleasant riding experience.

Expanded Service Hours: To better accommodate residents’ schedules, there is a demand for
earlier morning and later evening services, allowing for increased accessibility throughout the
day.

Weekend Service: Many residents expressed the need for transit services on weekends,
recognizing that transportation needs extend beyond the workweek.

Increased Service Frequency: The community highlighted the importance of more frequent
services overall to reduce waiting times and enhance convenience.

Enhanced Information: Residents called for improved communication, both at bus stops and
online, to access real-time information about routes and schedules.

Safety Improvements: Safety was a recurring concern, with respondents advocating for
enhancements to security measures and safer transit stops.

Service Expansion: Community members expressed interest in expanding transit services to
reach new areas, ensuring broader coverage of Liberty County as well as neighboring counties of
Long, Bryan, and Chatham.

On-Board Wi-Fi: There was a desire for on-board Wi-Fi availability to enable passengers to stay
connected during their journeys.

CHAPTER T: INTRODUCTION AND BACKGROUND
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Figure 13: Engagement Phase | Summary

Phase Il Activities

Public Engagement
Summary

Including, flyers, social media posts, and website posts.
> Flyers

lee !y > Social media posts

“TRANSI s  Website pOStS

In-person pop-up presentations:
> Rotary club

During phase | of the public > HAMPO TCC & PC
1 5 62 engagement outreach, project team > Radiointerview
coordinated with an estimated

stakeholders 1562 stakeholders

Figure 14: Engagement Phase Il Summary
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55 Comments Received

1,462 5

total survey feedback pop-up events
collected held

99.9% Positive Feedback

N =)

Stakeholder interviews
with participating
municipalities

BE ENTERED FOR A

On-board Survey CHANCE TO WIN $50.

VIEW THE PLAN. Pt
LEAVE A COMMENT. ‘,’ =
was conducted

#1 More Service / Facility

REQUESTING PUBLIC COMMENTS Improvements

APRIL 22 - MAY 22, 2024

Many participated in City Council and
Transit Steering Committee Workshops
and Meetings

Cross-marketing and Email
campaigns

JIX e

Social media engagements
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3. Vision, Mission, & Goals
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Goals and Objectives

Goals and objectives are an integral part of any transportation plan because they provide the policy
direction to achieve the community’s vision. The goals and objectives presented in this section were
prepared based on a careful review of the goals, objectives, and initiatives presented in the previous
TDP, and areview of key findings in this TDP to ensure consistency with the direction of Liberty Transit as
well as other local and regional planning efforts. This section presents the updated goals and objectives
to support the community’s vision for transit services over the next 10 years.

MISSION

"The mission of the Liberty Transit System is
toenhance the quality of life forresidents,
visitors, soldiers and families by providing
safe, environmentally friendly and
cost effective tfransportation options.”

LIBERTY TRANSIT TRANSIT DEVELOPMENT PLAN
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@@ Goal 1

MAXIMIZE OPERATIONAL AND SERVICE EFFICIENCIES

Objective 1- Increase the number of one-way, fixed-route passenger trips by an average of three
percent annually.

> Expand opportunities for multimodal travel and improve bicycle and pedestrian access
by implementing the TDP capital improvements.

> Implement the performance monitoring program that addresses performance
standards for fixed-route service.

> Develop a targeted marketing program to engage local businesses in advertising
programs to promote use of transit.

> Implement an education campaign to targeted demographics to promote use of transit
and educate on how to use the services, technology, and facilities provided by Liberty
Transit.

Objective 2 - Increase frequency on high performing routes to 30 minutes or less by 2030 to
improve the user experience and attractiveness of transit.

> Maintain APC system for tracking ridership, on-time performance, and bus stop
utilization data.

> Evaluate and modify fixed-route bus service that falls below 75 percent of the system-
wide average for passenger trips per revenue hour.

CHAPTER 3: VISION, MISSION, & GOALS
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% Goal 2

IDENTIFY PARTNERSHIP OPPORTUNITIES TO ENHANCE REGIONAL TRANSIT CONNECTIVITY

Objective - Supportand participateinlocal and regional economic development and transportation
planning efforts, including the HAMPO MTP.

> Continue developing local partnerships to ensure long-term viability of public
transportation options in Liberty County.

> Coordinate with other County and City Departments including Downtown Development
Authority and Visitor & Convention Bureau to align strategies and advance efforts that
support transit.

> Coordinate regional planning efforts, developing strategies to strengthen connectivity
within transportation networks, promote corridor development, and preserve spaces for
transportation and transit use.

> Explore developing private partnerships to promote public transportation options,
improve ridership, and potentially increase private funding for transit in Liberty County.

% Goal 3

MAINTAIN A STATE OF GOOD REPAIR FOR THE LIBERTY TRANSIT FLEET AND FACILITIES.
Objective - Maintain the fleet in a state of good repair.

> Operate a fixed-route fleet of vehicles with an average age of less than seven and a half
years.

> Maintain a vehicle replacement program that is consistent with GDOT Transit Asset
Management (TAM) Plan

> Evaluate existing and future facility needs and establish future investment strategies for
expansion.

LIBERTY TRANSIT TRANSIT DEVELOPMENT PLAN
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Goal 4

IDENTIFY OPPORTUNITIES TO SUPPORT ECONOMIC AND TRANSIT-ORIENTED
DEVELOPMENTS (TODS).

Objective 1- Increase job availability, convenience, and sense of community for residents without
increasing sprawl or air pollution and congestion.

> Support the establishment of a long-term, city-owned, and city-wide vision for TOD.
> Measure access to transit and consider setting city targets for new developments.
> Help Identify where to apply TOD and the appropriate density and development mix.

> Support updated regulations to align land use and planning regulations with transit
strategies and invest in attractive public transport.

Objective 2 - Provide support for sustainable development of transportation and land use system
that integrates residential, retail, and employment land uses.

® Goal 5

IDENTIFY AND PRIORITIZE RESILIENT TRANSIT SUPPORTIVE INFRASTRUCTURE AND
TECHNOLOGY INVESTMENTS.

Objective 1 - Incorporate resilience as a factor in short and long-term processes for capital
improvement decision-making.

Objective 2 - Implement the best available technologies and innovations to improve the reliability
and efficiency of the transportation system.

> Number of transportation improvements projects that result in the deployment and
operation of new technologies.

CHAPTER 3: VISION, MISSION, & GOALS
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f\ Goal 6

IMPROVE ACCESS AND REDUCE BARRIERS FOR FIRST AND LAST MILE CONNECTIVITY.

Objective 1 - Improve service accessibility for non-motorized modes (e.g., bicycle, pedestrian
connections).

> ldentify deficiency of non-motorized access at various transit bus stops across the
service area.

> Enhance non-motorized trails within the transit service area.

Objective 2 - Match transit service coverage with passenger demand.

> Number of average daily boardings per mode.
> Hours of transit service/service population.
Objective 3 - Improve service for transit dependent population.
> Improve Service coverage of transit supportive areas include zero car household, low-

income households, population age 18 years old and under, population age 65 years old
and over, minorities and population density.

m Goal 7

PRIORITIZE SAFE AND EQUITABLE ACCESS TO PUBLIC TRANSPORTATION.

Objective - Provide transit service which ensures ease of transfer between modes of travel and
appropriate access for all potential users to all areas of the city.

LIBERTY TRANSIT TRANSIT DEVELOPMENT PLAN 36

(Page intentionally blank)



4. Key Findings

ACCESS

> Expansion within current service area
> Increased frequency of bus stops

> Improved access to employment and education opportunities

SAFETY

> First and last mile connectivity (sidewalks)
> Improved bus stops (lighting / surveillance)

> Well maintained vehicles

Key Findings CONNECTIVITY

> Regional connections to Bryan and Chatham Counties

Several key findings were identified by the TDP planning process and have been considered and > Local connections to Riceboro and Midway
incorporated into the recommendations found in Chapter 5. These findings are summarized as
major takeaways from the Engagement Process, Existing Conditions Analysis, Operational and
Financial Analysis, and Peer Assessments.

> Central transportation hub where passengers can access
multiple modes of transportation.

Engagement Findings

FLEXIBILITY What We Heard From The Public

> New service models / types (on-demand)
#1 Purpose 91%

Provide access to Desire more
employment and shopping flexible service

> Improved frequencies (shorter wait times)

> Extended hours and days of service

INFORMATION AND TRAINING

#1 Trip Type #1 Desired Destination

> Rider training

Work Savannah
> Real-time bus location information
> Better advertising
LIBERTY TRANSIT TRANSIT DEVELOPMENT PLAN 38 CHAPTER 4: KEY FINDINGS 39



Stakeholder Feedback

g,’ Partnerships to support service — Support access to jobs
expansions. =+ countywide.
Supporting Transit Oriented Multimodal transportation
Development within the current hub(s) to support growth.

service area.

‘6 Measure and promote economic
((' development associated with

transit.

Existing Conditions Key Findings

The Existing Conditions Report (Attachment A) conducts a comprehensive analysis of Liberty
County’s population, demographics, transportation trends, and local economy to establish an
understanding of the study area at the time the project was conducted. The following infographic

depicts key analysis findings.

Figure 15: Population and Ridership Trends

00

R ~7%

Population lncrease of ~4,577 people
between 2010-2022

Liberty Transit System

FY21 Passenger Boardings
12,232

Service Area Total Population — 51,456

Households without acar o=@ ~6%
Senior Population 65+ ~10%

Population Age 0-19 ALY ~31%
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Commuting Patterns

Assessing commuting patterns is important for evaluating existing services and the possible need
to establish regional connections. As mentioned in the previous section of this analysis, over 78.6%
of Liberty County’s nearly 46,110 workers, live in the county. The most common inflow and outflow
is between Chatham County and Liberty County with over 1,411 residents leaving Liberty County
for work in Chatham County

These statistics support the need to enhance services within the Liberty Transit service area to
support work based trips within the County, and enhance regional connections to surrounding
activity centers.

Figure 16: Liberty County Commuting Characteristics, 2020

Worked outside the state of residence I 1.4%

Worked outside the county of residence - 21.7%
Worked in county of residence _ 76.8%

0.0% 20.0% 40.0% 60.0% 80.0% 100.0% 120.0%
W Percentage

Source: 2020 ACS-5 Year Estimates

CHAPTER 4: KEY FINDINGS

41



Figure 17: Percent of Population Below Poverty Line

Demographic Factors

Two key demographic factors include populations falling below the Federal poverty
G et level and households without access to a vehicle. These are the most vulnerable
and marginalized populations that are statistically most likely to rely on public
transportation. The following figures show heavy concentrations of impoverished
populations without access to a vehicle living within the study area.

Figure 18: Zero Car Households
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Operational and Financial Analysis Key Findings

The Liberty Transit system has experienced consistent levels of local and federal
investment over the last 13 years with key capital and operational improvements
occurring in first and last mile infrastructure projects and implementation of ADA
Paratransit Service. No improvements or increases to fixed route transit services
have occurred since the 2018 TDP adoption.

As a result of static system growth, ridership levels have remained low and have
not fully rebounded from COVID-19’s effects.

System Productivity Changes

> Unlinked Passenger Trips (MB): -6%
> Annual Revenue Miles: +3%

> Total Annual Operating Expense: -5%
> Cost / Revenue Hour: -8.7%

Figure 19: 5 Year Trend for Operating Expenses
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Demand Response
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5740,686 579,207
684,654 $132,836
$757,280 $189,323

%

Fixed Route
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HEY 2018
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Key Takeaways

> Ridership is suppressed as
a result of minimal service
span and frequency.

> COVID-19 had devastating
effects on transit usage,
but ridership is rebounding

> While cost to operate the

system has decreased,
ridership has also declined.
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Figure 20: Passenger Trips Per Revenue Service Hour
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Figure 21: 5-Year Trend for Unlinked Passenger Trips
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Peer Assessment Key Findings

The fixed-route peer system selection was conducted using 2017-2021 NTD available data. The A comprehensive peer analysis can be found in Appendix A, but the following key factors were
agency data were then compared with that of Liberty Transit. The group of possible peers was identified.
assessed and selected through an objective assessment of nine standard key variables.

> Geography (southeastern US)

> Unlinked Passenger Trips = 12,232 > Annual Operating Expenses =
(lowest amongst peers) $757,290 (2nd lowest amongst

> Average speed (revenue miles/revenue hours)

> Passenger trips 6 > Cost per Revenue Hour = $84.58 /\/ > Farebox Recovery = 1.3 (lowest
& 5
©)

peers)

> Revenue miles (3rd highest amongst peers) '\/ amongst peers)

> Service area population
> Annual Revenue Service Hours = 8,954

> Service area population density (3rd lowest amongst peers)

> Total operating expense
> Vehicles operated in maximum service (VOMS) . . . . . -
In conclusion, Liberty Transit can use these comparative service characteristics to learn from the

> Revenue hours successes and challenges of peer agencies, adapt to changing industry standards, and ultimately
deliver improved and sustainable transportation solutions to their riders and communities.

Seven (7) agencies were selected for use in evaluating Liberty Transit’'s comparative performance.
> City of Jonesboro, AR
> City of Pine Bluff, AR
> City of Gainesville, GA
> City of Rome, GA
> City of Anderson, SC
> City of Bristol, TN
> City of Dunlap, TN
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5. Initiatives, Strategies, and Tactics

The system and services strategy calls for substantial investments to improve service delivery,
speed, and accessibility. This includes modifications and additions to the fixed route service,
expanding operating hours to include Saturday service to provide more flexibility and service for
passengers, and introducing Microtransit zone service to cater to the needs of the less dense
portions of the service area.

PROPOSED SOLUTIONS
The solution framework to implement the transit system service strategies is organized as follows:

> Transportation Services
> Capital & Infrastructure
> Policies & Partnerships

> Technology & Innovation

SYSTEM AND SERVICE STRATEGY FRAMEWORK
The framework in this chapter considers a series of questions that help define transit user groups,
transit service areas, transit modes, and funding to provide transit service.

System and Service Strategies

The proposed recommendations are presented through the system and services strategy

. : . . ) ) ; > Who are we trying to serve?
framework. This process focuses on developing and implementing strategies to deliver effective

and efficient transit service by identifying who needs the services, where they can be best located, > Where is the service needed and feasible, both now and in the future?
what mode works best for the community, and how to fund them. The following figure shows four ' '
differing service strategies with variations in geographic coverage and service frequencies. These > What mode best fits the needs and goals of the community?

varying combinations of service characteristics have direct impacts on efficiency and cost for the
transit system.

]
.l @ @b ®

Figure 22: Service Strategies

o Low Frequency/Large Coverage High Frequency/Large Coverage : :
g EE Few buses per hour that Many buses per hour that Geography Mode User Groups —— Financial
% 3 § g0 across a large area go across a large area > City of Hinesville e - oLt Sources
& T3 > Portions of On-Demand > Transit > Federal
Flemington & Service Dependent > State
Walthourville Microtransit > Choice > Local
Low Frequency/Small Coverage High Frequency/Small Coverage > Liperty County Shuttle Sere s> Private
Few buses per hour that Many buses per hour that > Regional Vanpool > Seniors
go across a small area go across a small area Connections NG
Vouchers
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Transportation Services

Service strategies for the TDP were organized into five (5) distinct categories based on the types
of service recommended. Fixed route services operate on a set schedule with designated stops
and set frequencies. Microtransit services are mobile application enabled demand responsive

services that operate within a given span and are designed to be more flexible than traditional
fixed route bus services.

Demand response services are similar to Microtransit but require 24 hours advanced reservations
and are typically reserved for rural populations and ADA disabled passengers. Regional circulators
are designed to cover significant distances with limited stops. Carpool and Vanpool programs
offer maximum flexibility for employment based trips and typically allows passengers to access
employment outside of the current service area.

Service Strategy Categories

> Fixed Route — Operates with 30-90
minute frequency

> Microtransit Service Zones — service
with smaller vehicles that connect to
fixed route network, zonal

Demand Response — reservation
based service for individuals who
need ADA accessible service

> Car/ Vanpool — can be implemented
with corporate partnership and

individuals driving on select days

> Regional Circulators — Limited
stops, provides greater
geographical coverage to
communities outside of the
urban core

N O 8P
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Service Scenarios Evaluated

. . Table 1: Service Scenarios Evaluated
The following scenarios were all developed as part of the

alternatives development and evaluation phase of the TDP. Scenario 1 Scenario 2A Scenario 2B Scenario 3
They provide a variety of transit strategies, with different
benefits/limitations for each type of service.

Service Type Fixed Route Fixed Route, Fixed Route, Microtransit
Microtfransit Microtfransit
Population 18,800 30,300 31,700 35,200
Estimated Annual Trips 34,350 37.192 41,456 32,084
Peak Vehicles 5 5 6 4
Revenue Service Hours 17,954 18,945 23,105 15,680
Revenue Service Miles 270,442 220,208 232,147 94,02
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Preferred Alternative

Transportation Services: Scenario 2A and 2B

The evaluation of Service Strategy Scenarios 1, 2A, 2B and 3 resulted in the selection of a preferred
alternative. The Hinesville City Council convened to review the technical analysis and engagement
results, and selected Scenarios 2A and 2B as the Locally Preferred Alternatives. Both versions
of Scenaro 2 include a combination of microtransit and fixed route services with 2A providing
service to Hinesville, Flemington, and Walthourville with fixed route transfers to Fort Stewart and
2B adding microtransit services to Fort Stewart.

The Preferred Alternative includes three fixed-route connectors that will provide riders with 60
minute service to key destinations in Hinesville’s core (generally northeast of Veterans Parkway).
Compared to the existing services, these routes improve frequencies to key destinations, while
operating with the existing three buses.

2A Service Characteristics

> Mon - Friday 6:00 AM - 7:00 PM
> Addition of Saturday service,

(Page intentionally blank)

> 60 Minute Headway

2B Service Characteristics

> Mon - Friday 6:00 AM - 7:00 PM
> Addition of Saturday service,
> 60 Minute Headway

The following figures show the proposed service alignment and zones for scenarios 2A and 2B.
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Scenario 2A Scenario 2B

Figure 23: Scenario 2A Figure 24: Scenario 2B
] uy ‘ I
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Transportation Services: Regional Connections

Regional connections help foster the bridge between those in the immediate service area and
individuals who live outside of the service area, but are frequent visitors, employees, or tourists.
Riceboro and Midway are home to industrial facilities which heavily employ people who live in
Hinesville. Providing an employment shuttle to those destinations increases the employment in the
region by providing service to transit-dependent populations looking for work.

This is a map of a potential add-on service, shuttle service to Midway from Flemington, and
Riceboro, from Walthourville/Hinesville. These services would connect to existing transit services
operated by Liberty Transit

Regional Service Options

== Flemington Connector
== Fort Stewart Connector

Hinesville Circulator

Midway - Flemington Shuttle SULLAGE |
Service MARNE o
POINT
mm \Walthourville - Riceboro Shuttle
Service

(O West Hinesville/Walthourville
On-Demand Zone

Points Of Interest
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Riceboro
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© Mapbox © OpenStreetMap
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Capital Infrastructure

Mobility Hubs

A mobility hub is a place where people can connect to multiple modes of transportation to make
their trip as safe, convenient, and reliable as possible. These transit facilities will allow drivers to use
the restroom, provide protection from the weather, and a safe waiting area for riders. In addition,
a mobility hub can also provide transfers to other regional services, including Greyhound and
Coastal Regional Coaches.

Liberty Transit does not currently have a dedicated multimodal transit center to serve as a Level |
Mobility Hub. This critical infrastructure is a recommended priority for the system to meet current
needs and serve as a foundational investment for future system growth.

> Albany
> Douglas
> Athens

Bus Stop Improvement Program (BSIP)
A BSIP can provide a better understanding of where bus stop infrastructure investments are
needed and provide policies and implementation strategies specific to these improvements.

Vehicle Operations, Storage, and Maintenance

Replacement & Expansion of Rolling Stock

> Maintain state of good repair for current rolling stock
> Procure expansion buses, vans, and support vehicles

> ldentify secure storage and maintenance locations for expanded Liberty Transit fleet
and service vehicles.

Capital Planning

Capital Planning

> TDP 5-year update
> EV Charging Study
> Fleet electrifications / zero emissions study

> Carbon Reduction Program/Study
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Policies and Partnerships Strategies

Strategic Partnerships

> Maintain current service partnerships with Walthourville, Flemington, and Coastal
Regional Commission.

> Explore expanded partnerships with Fort Stewart.

> Explore regional partnerships with Long County, Brian County, Chatham County and
Glynn County.

> Engage with new local public and private partners including Midway, Riceboro,
Liberty County Economic Development Authority, and private industries.

First & Last Mile Infrastructure Program Expansion

> Grant funding for multimodal infrastructure improvements

Update to Local Codes and Ordinances

> Transit Review of Development Plans
> Access Easements
> Strategic Transit Oriented Development (TOD) Plans

Marketing, Promotions & Awareness

> Event Shuttles Program
> Fare Free Promotions
> Update to Rider Information Documents / Website

> Biannual Open House
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Technology & Innovation

Investments in innovative and modern technology will allow for a better experience for riders and
simplify logistics and data collection for operators. The investments that Liberty Transit should
prioritize are listed below.

> Fare Collection
> Fare free pilot program for Fixed Route and ADA Paratransit services

> Fare collection options for microtransit services

v

iMobile App
> Complete trip planning, mobile fare payment
> Real Time Information Technology

> On-board WiFi Services
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6. Implementation Strategies
Q
' i i > Procurement & Talent
@ > Financial Phasing @ Aoaisition

g > Initiate New Partnerships @ > Implementation

Schedule

Short Term (0-2 years) __==| > LongTerm (5-20 years)

O
@ > Mid term (2-5 years)

Implementing the Plan

Financial Plan

The implementation plan provides an outline of the actions required to carry out the
recommendations identified in the TDP. The first section contains a list of key implementation
strategies, followed by the list of recommendations scheduled for the next five years (fiscal). The 6 Potential Funding Sources 6 S i Cost Proiect
implementation schedule breaks out by fiscal year the timeline of recommendations, which helps & g lal Funding sour & > Scenario Lost Frojections
to show what activities occur over multiple years. Greater detail is included for the short-term
recommendations than for the long-term recommendations.

@ > Project Annual Revenue

Itisimportant to note that this schedule has been constructed using currently available information Service Hours
with regard to service and system priorities and funding constraints. Additional resources or
changing priorities may alter this schedule and Liberty Transit can address these changes when

developing the annual transit system budget.

m > Capital Expenditures
")

Monitoring Program

Q
> SMART Approach @ > Performance Monitoring

The Implementation Plan includes four components that help bring forth the recommendations of
the TDP, outlined on the following page.

Monitorings

% > Quantitative Performance
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Implementation Strategies

The following list outlines the key strategies that will be beneficial for Liberty Transit inimplementing
the TDP plan recommendations.

> Financial Phasing

> Begin implementing recommendations using available resources.

> Seek new grant sources for recommended TDP services and initiatives.
> New Partnerships

> Arrange meetings with both new and existing partners to explore opportunities
and address potential barriers. Potential partnerships may include Tradeport East,
Savannah Tech, and other private business enterprises who would benefit from
improved transit services.

> Formalize partnerships by drafting agreements, contracts, and memoranda.

> Procurement & Talent Acquisition

> Create advertisements for competitive procurement bids (including Microtransit
TPO) and open staff positions.

> Acquire vehicles, support equipment, and technology.
> Recruit, train, and maintain transit personnel.
> Implementation
> Prepare public information strategies and service roll-out schedule.
> Advertise planned changes, and host public meetings / rider training events.
> Complete bus stop signage, ride guide, website, and mobile app updates.

> Launch service changes.
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Implementation Schedule

The TDP improvements are listed below by year, and broken out by short term, mid term, and long
term improvements. Contextualizing the recommendations by phase will help assist in overall time
line for implementation.

The short-term service framework primarily aims to introduce new Microtransit service, revise
existing fixed route alignments, and maintain ADA paratransit. These efforts are crucial while Liberty
Transit prioritizes critical capital investments and secure grant funding for new and expanded
services. It is expected that cost-neutral improvements outlined in the Liberty Transit fiscal budget
will commence implementation within the first 12-18 months following the adoption of the TDP.
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Short Term Recommendations FY 2025 - 2026

Operational

>

>

Initiate Fare Free Pilot Program and Ridership Campaign
Initiate Marketing, Public Information, and Training Campaign
Develop New Ride Guides and Upgrade Liberty Transit Website
Initiate New Fixed-Route Alignments

Initiate Microtransit Pilot Program

Policy & Administrative

>
>
>

Capital
>

>

Planning
>

>

Initiate Policy, Contractual, and Implementation Planning Activities
Coordinate with Targeted Agencies and Secure Implementation Partnerships

Apply for New Formula and Discretionary Grants

Purchase / Install Short-Range Optimization Bus Stop Amenities

Purchase Service Expansion Vehicles - Short-Range

Conduct Bus Stop Improvement Program (BSIP)

Conduct Electric Vehicle Charging Infrastructure Analysis

Mid Term Recommendations FY 2027 - 2029

Operational

>

Initiate Microtransit Pilot Program - Zone 2

Policy & Administrative

Apply for new formula and discretionary grants
Develop Transit Oriented Development Policy and Ordinance
Prepare and Negotiate On-Call Consultant Services

Apply for New Formula and Discretionary Grants

LIBERTY TRANSIT TRANSIT DEVELOPMENT PLAN

68

Capital
> Initiate BSIP Phase | Recommendations

> Procure Remote Ticket Sales Vending Station/s
> Procure Expansion Support and Replacement Support Vehicles

Planning

> Perform First Mile and Last Mile Accessibility Study
> Conduct Site Selection Study (Mobility Hub Analysis)
> Perform Regional Vanpool Study

> Complete Transit Development Plan Update

Long Term Recommendations FY 2030+

Capital
> Initiate Site Development for Mobility Hub

> Perform NEPA and Site Design for Mobility Hub
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Financial Plan

A financial plan was developed to help understand unfunded and funded needs for Liberty Transit.
The financial plan analyzes costs and revenues for operational and capital needs, over a five-year
period. The proposed financial plan provides additional sources of revenue for operations and
capital funding for Liberty Transit over the next five years.

Current Revenue Sources
Liberty Transit currently receives funding on the Federal and local level, and revenue through
passenger fees and advertising revenue. The funding programs sources are listed below:

> FTA Section 5307 Urbanized Area Formula Program funds
> Local match (City of Flemington, City of Walthourville)

There are federal funding programs and state (Georgia) programs that Liberty Transit can apply to
and seek funding, for operations and capital improvements. The table below lists funding programs
that can be utilized to diversify the funding stream of Liberty Transit and provide additional sources
of revenue.

For FY 2024, the expenses and revenues are based on Liberty Transit’s adopted budget for
the fiscal year, as well as the City of Hinesville’s budget report. The FY 2025 budget is based on
the projects that are scheduled for implementation in the first full year of the updated TDP. The
projected revenue service hours are listed in the table below.

Table 2: Projected Annual Revenue Service Hours FY25-29

Projects FY2025 FY2026 FY2027 Fy20:28

Fy2029

Projected Annual Revenue Service Hours

Current Level of Service - Three Fixed-Route

8,930 8,830 8,930 8,830 8,930
| Current Lguelr_\f Service - Demand response ADA 1,735 1,735 ' 1.735 ' 1,735 1,735
| paratransit _ _
Total Current Level of Service 10,665 10,665 10,665 10,665 10,665
TDP Recommendations Projected Annual Revenue Service Hours
' Flemington Connector, Hinesville Connector, Fort
Stewart Connector Boutes (includes Saturday 11,4085 11,405 11,405 11,405 11,405
| 58 rvice) _ _
Demand Response ADA paratransit 1,735 1,735 1,735 1,735 1,735
West Hinesville - Walthourville Microtransit Pilot 7,640 7,640 7540 7,540 7,540
Fort Stewart Microtransit Pilot 4,160 4,160 4,160 4,160 4,160
Total Proposed Transit Revenue Hours w/o Fort
| Stewart Microtransit (Scenario 24) 20,680 20,680 | 20,680 | 20,680 20,680
Total P dT it R H / Fort
kol =i ool 24,840 24,840 24,840 24,840 24,840

| Stewart Microtransit (Scenario 2B)
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The following budget table lists out the planned operating budget for the next five fiscal years.
It includes both Scenario 2A and Scenario 2B, as well as the existing operating service with no
modifications for FY 2025. A annual escalation rate of 1.05% was applied to each revenue source
and cost of operation.

Current Revenue Sources

Capital investments, such as rolling stock and the proposed Mobility Hub, are detailed in the table
below. In order to keep the transit system in a State of Good Repair (SGR), system assets must
be maintained and kept in decent condition. This requires the purchasing of new fleet vehicles
periodically; Liberty Transit has recently purchased new cutaway vans in 2020 but will need to
purchase additional vehicles to maintain a good spare ratio and to meet the demand with the new
proposed services.
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Table 3: Projected and Existing Operating Costs FY25-30

Fif 3028

Fy 20EE

Fr 3023

Fy 2030

Existing Operating
Saivice

Fixed BoLile Bus &
Paratransit

$1.052 454

City Opearating
Dwsihead

5204 s3E

Scenanio 28 Fioed +
Microtransit

Fixed Route Bus &
Paralransit

5880 537

51,086,056

£1,001 42%

51,117,349

51,743,815

Microtransit

Ba0C,.200

2546, 130

S6E1.234

BET6 835

5a0C.034

Sty Qperatng
Owerbieed

8300,018

5214, 251

23159 2ED

8324, des5

85325, 504

Scenano ?B: Fixed +
2 Mierotransit

Fixed RoLUte Sua &
Paratransit

85995,637

31,086 136

£1,051 478

51,117,344

51,143,915

Microt ranssit

B035,000

31002615

1026022

51,050,477

1,075,208

City Operating
Owarhend

200018

3214, 251

2215260

R ]

220804

Total Operating Gast

Exizting Opersting
Serace

$1.257 063

Scanario 2A: Fived +
MiCcioraneit

1,794,853

41,925,877

£1,871 853

2,018,745

2,065,733

Scenario 2B: Fixed + 2
MicreTansit

o) e

322303 362

£ 436,741

L

H2.4438,714

Fares and Markating

220,851

330,935

51,433

831,324

237 445

233963

W=t Operating Cost

1 206 622

Sgenario 2a: Fixed +
Micromransit

W.970.0d

31,905,453

$1.845 956

1,590,301

SR04 TR

Scenario ZB: Fioed + 2

Micrransi

52,710,729

$2,261,538

£2, 314,807

52,389,723

52,425,155

“Federal O perating
Hianen Luas

766705

Scanario 2A: Flved +
Hicrstransi

51,103,313

41,181, 381

1 208,955

51,257,707

51,387,151

Srcenario 2B: Fixed + 2
MicroTransn

51,200,649

1. 802402

51435187

51,469,565

1,804,177

Met Local Coat

S490 378

Scenario 2A: Fiked +
Microransn

Ba0G.540

£745 496

£762 823

901,03

E200804

Sganario ZB: Flaad + 2
Micrransi

SH23,004

5530, 950

2801 505

5323 3683

3., 303
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Monitoring Program

In keeping with the nationwide trends in utilizing a performance-based planning approach, the
TDP performance monitoring program utilizes the FTA recommended SMART approach. The
SMART approach is defined as:

> Specific: Goals should be clearly defined and focused, leaving no room for ambiguity
or confusion.

> Measurable: There should be tangible criteria for assessing progress and determining
when the goal has been achieved.

> Achievable: Goals should be realistic and within reach, considering available
resources and constraints.

> Relevant: Goals should align with broader objectives and be meaningful to the overall
mission or purpose.

> Time-bound: Goals should have a defined timeframe or deadline for completion,
providing a sense of urgency and accountability.
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Quantitative Performance Monitoring

According to The FTA Performance Measures for Public Transit Mobility Management, the following
data must be collected in order to measure the performance of an urban transportation system.

>

>

Revenue hours (All Modes)

Revenue miles (All Modes)

Vehicle hours (All Modes)

Vehicle miles (All Modes)

Passengers / Trips (All Modes)

Passenger miles (All Modes)

Operating expense (All Modes)
Accidents—major and non-major (All Modes)
Requested trips (DR and Flex)

Scheduled trips (DR and Flex)

Completed trips (DR and Flex)
Cancellation—advanced, same day, and late (DR and Flex)
No-show (DR and Flex)

Missed trip (DR and Flex)

Trip denial (DR and Flex)

Trip length (All Modes)

Travel time

Complaints

LIBERTY TRANSIT TRANSIT DEVELOPMENT PLAN

The collected information is used to develop industry standard performance measure variables
including the following examples.

>

>

>

>

Operating cost per passenger trip and mile

Operating cost per vehicle hour and mile

Passenger revenue per total operating cost or fare recovery ratio
Unlinked Passenger trips per vehicle hour and miles
Accidents per 100,000 miles

No-shows per scheduled trips

On-time pick-ups to total pick-ups (on-time performance)
Complaints per 1,000 passenger trips

Average trip length

Average vehicle travel time

System speed

Response time

Trip denials per trip requested

Vehicles operated at maximum services (VOMS)

Regular service days for each month

While much of the required data is already routinely collected for Liberty Transit, it is important to
note that this data is needed for effective and accurate quantitative reporting and can be collected
for enhanced performance monitoring.
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Conclusions

Obtaining the support of decisionmakers who approve the Liberty Transit budget that is required
to implement the TDP is only the first step in a longer process of bringing the TDP findings and
recommendation to fruition. This section provides key elements to consider as Liberty Transit
implements its plan to successfully grow the system and achieve the goals that are outlined in this
TDP.

&3
@ Maximize Operational and Service Efficiencies

> Eliminate underperforming route segments and introduces higher efficiency service
options system wide.

\& IDENTIFY PARTNERSHIP OPPORTUNITIES TO ENHANCE REGIONAL TRANSIT

> Provides service expansion opportunities for Riceboro, Midway, and Fort Stewart.
> Introduces employment based transportation options county-wide.

> Creates public-private partnerships opportunities.
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MAINTAIN A STATE OF GOOD REPAIR FOR THE LIBERTY
TRANSIT FLEET AND FACILITIES.

> Recommends replacement and expansion of fleet vehicles.

> Introduces mobility hub and maintenance facility investments.

@ IDENTIFY OPPORTUNITIES TO SUPPORT ECONOMIC AND
O TRANSIT-ORIENTED DEVELOPMENTS (TODS).

> Provides a path for regulatory and incentive based growth that supports transit
ridership.

IDENTIFY AND PRIORITIZE RESILIENT TRANSIT SUPPORTIVE INFRASTRUCTURE
AND TECHNOLOGY INVESTMENTS.

> Prioritizes procurement of website upgrades, mobile phone application with real-time
tracking technology, integrated fare collection, and enhanced technologies such as on-
board wi-fi.

IMPROVE ACCESS AND REDUCE BARRIERS FOR FIRST AND LAST MILE
CONNECTIVITY.

> Continued prioritization of Bus Stop Improvement Program (BSIP) and investments in
transit supportive infrastructure.

qm PRIORITIZE SAFE AND EQUITABLE ACCESS TO PUBLIC TRANSPORTATION.

> Recommends expanded service area with flexible service models in areas with limited
first and last mile infrastructure.

> Invests in areas with high concentrations of protected populations.

> Connects low-income and zero-car households with employment opportunities.
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