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Executive Summary: Passenger Transportation Study

Executive Summary: Northeastern
Arizona Passenger Transportation Study
There are many opportunities for the future of passenger transportation in Northeastern
Arizona. This Passenger Transportation Study (PTS) was initiated in order to determine
those opportunities and develop recommendations around this network of services. These
initial efforts are Phase One of this planning process. In Phase One, the study team:
consultants, Northern Arizona Council of Governments (NACOG) staff and the study advisory
committee developed the vision, service corridors and strategies to serve the region and gives
direction for the next phase of the study. The second phase will work toward development of
a series of plans for the priority corridors and communities. A third phase will focus on
implementation.

THE SERVICE AREA
There is no question that this is a unique service area (including Apache, Coconino and
Navajo Counties). The area is comprised of many low income households and tribal
communities that are isolated from basic goods and services. The extremely long distances,
isolation and lack of service availability require residents to walk, hitchhike, ride a bicycle or
arrange a ride just to get to a bus stop 10 miles away. For residents with mobility issues this
presents barriers when trying to get to the doctor, grocery shopping, or other needs.

THE VISION AND STUDY GOALS
Working with the advisory committee and stakeholders a regional vision was developed to
guide the study process and goals and objectives. This vison is as follows:

Passenger transportation in Northern Arizona is a network of services that
are locally operated and regionally connected. It enhances and sustains the
quality of life and economic vitality of the region, reduces isolation by being
accessible to all, and is efficient, reliable, affordable, and safe.
Northern Arizona Council of Governments
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Study Goals
The goals of the Passenger Transportation Study (PTS) were defined at the start of the project.
These are action oriented goals designed to initiate targeted planning for the future:
1. Develop a transportation vision for the region.
2. Conduct an overview of the most pressing passenger transportation needs in the
region.
3. Identify and gain consensus on corridors and strategies for meeting those needs.
4. Prioritize corridors for service enhancements and connections.

THE STUDY PROCESS
The study was conducted in 2018 and followed a detailed process that stressed outreach and
field observation. Each of the key tasks resulted in a technical memorandum. For those
interested in the detailed analyses these memoranda are in the Appendix to this plan.
This Phase One Plan: Priority Transit Corridors and Communities consists of three chapters:
Chapter 1 is the introduction, Chapter Two is the Review of Existing Conditions and Chapter 3
is the Phase One Plan and addresses the service priorities and next steps in the study process.

REVIEW OF EXISTING CONDITIONS AND NEEDS
Chapter 2 looks at existing plans, demographics, travel patterns and the existing services both
public transit and human service and health care transportation. Key points are as follows.
Public Transportation Services - Public transit services in the study area are widely
used. Many of the services cover long distances and travel through extremely rural
areas. Systems can improve their connectivity by working together and operating
dependably every day (with holiday exceptions).
• Human Service and Health Care Transportation - Various specialized
transportation programs are offered by human service and health care entities in
Apache, Coconino and Navajo Counties for their clients.

•

Quite literally there are hundreds of human service and health care passenger transportation
vehicles operating throughout the region. Medicaid funded transportation, known as Arizona
Health Care Cost Containment System (AHCCCS) dwarfs all of the other health care and
human service programs. There are over 250 vehicles providing low productivity service.

OUTREACH EFFORTS
Outreach activities have been extensive in the initial phases of the study. The study team
conducted a series of public meetings and focus groups, we attended a number of other local
transportation meetings, conducted surveys, interviewed stakeholders, transit managers,
Northern Arizona Council of Governments
Phase One Plan: Priority Transit Corridors
and Communities

iii

Executive Summary: Passenger Transportation Study

Chapter House representatives and human service/health care agency representatives. We
rode many routes and travelled throughout much of the service area to observe first hand.

REGIONAL TRANSIT NEEDS
Northeastern Arizona is a challenging operating environment. The following summary
identifies the overall challenges to be addressed in the Phase One Plan and beyond:
1. There is a lot of service out there – There are more than 250 vehicles and drivers in
the region, particularly for Non-Emergency Medical Transportation (NEMT).
2. Unserved and underserved areas - Despite this abundance of service, there are
major gaps in service for most, while some client groups ride in empty vehicles.
3. Regional connectivity - For those needing to travel beyond individual transit system
boundaries, it can be difficult to transfer between systems and reach your destination.
4. Transit information and marketing – Transit information is difficult to find via the
internet or phone. Marketing is non-existent for most systems in the region.
5. Vehicles and infrastructure – The need for appropriate vehicles with spares is
constant. Bus stop shelters, maintenance facilities and pull-outs are other needed
infrastructure.
6. Safety and Inaccessible Roads – In many areas roads are unpaved and inaccessible
making service provision difficult. Safety is of extreme importance in isolated areas.

Service Needs
•
•

•

Access for: Employment, school/college, healthcare, shopping, personal business, and
visitor destinations.
Origins and Destinations: Service is needed from all points to Flagstaff and a
number of other regional corridors. Small cities can support local service. Most rural
areas beyond fixed routes have extensive needs. Many destinations are outside the
region and the state.
When: Commuters require service to arrive before 8 a.m. and depart after 5 p.m.
Adding midday service is essential for shopping and medical needs.

PHASE ONE PLAN: DEVELOPMENT OF PRIORITY CORRIDORS AND
COMMUNITIES
Having established an understanding of existing conditions, needs and opportunities for
partnerships, a series of priority corridors and communities were identified for future
consideration. These corridors and communities discussed below have the greatest need and
are addressed in this plan. This chapter is broken out into five sections as follows and is based
on the needs identified through the demographics review, extended outreach too many
segments of the regional community and the consultant’s field observations.
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Providing Service: Potential Corridors and Strategies
While the level of need is high, there are many realistic opportunities to improve service and
provide a seamless network of services across the region. While there will be a number of
different operators, it is hoped that the region can form one network of services. These
opportunities – strategies include the following categories:
1. Priority corridors – These are the regional corridors of service. Most pressing is service
to Flagstaff from all points.
2. Local community transit – There are a number of smaller cities that can support a 1 - 2
bus system operating 10 – 12 hours per day.
3. Connecting small communities and rural isolated fixed schedule service – These
smaller communities and isolated areas are extensive and are best served with a
limited low cost fixed schedule service.
4. Regional strategies and scenarios – Strategies include a strong mobility management
program that can operate or coordinate a variety of services with the objective of
developing one seamless network of services. Internally there are opportunities to
coordinate training, marketing, planning and procurements. Vanpool and ridesharing
efforts as well as volunteer services should be enhanced as well.
5. Funding opportunities – While FTA funding is available to many of the public transit
operators, that funding is limited. Local funding is needed and the consultants
recommend public/private partnerships revolving around a sponsorship program.

The Next Steps
Overall, the region has many opportunities to improve service. This Phase One Plan develops
the strategies to address the broad categories of need. The Phase Two effort will focus at the
local level and develop specific plans for specific needs. This will be followed up by
operations planning support with the objective of initiating new services.
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Chapter 1:

Introduction to the Passenger
Transportation Study
The Passenger Transportation Study (PTS) was initiated in order to work with the variety of
transit systems, stakeholders, and health care and human service transportation providers in
the region to develop one regional network of services. This initial phase, called Phase One,
developed the vision, service corridors and strategies to serve the region and gives direction
for the next phase of the study. The second phase will work toward development of a series of
plans for the priority corridors and communities, with a focus on implementation. A third
phase to be determined later will focus on implementation.

THE SERVICE AREA
There is no question that this is a unique service area (including Apache, Coconino and
Navajo Counties), with a wide variety of passenger transportation needs. The extremely long
distances, isolation and lack of service availability in these isolated areas require residents to
walk, hitchhike, ride a bicycle or arrange a ride just to get to a bus stop 10 miles away.
Yet at the same time as the extensive need exists, there are well over 250 vehicles providing
passenger transportation in the region, most of which are providing non-emergency medical
transportation. This is far more vehicles than are needed if these vehicles and others were
used in a more productive manner. While they go where people need service, it is typically
only for one client group (one or two people) and the vehicles remain underutilized.
These are the challenges that face the region: Matching the high level of need with the
abundance of vehicles and drivers. This is juxtaposed against the serious need for additional
drivers for some areas and systems.
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THE VISION AND STUDY GOALS
Working with the advisory committee and stakeholders a regional vision was developed to
guide the study process and goals and objectives. This vison is as follows:

Passenger transportation in Northern Arizona is a network of
services that are locally operated and regionally connected. It
enhances and sustains the quality of life and economic vitality of the
region, reduces isolation by being accessible to all, and is efficient,
reliable, affordable, and safe.
Study Goals
The goals of the Passenger Transportation Study (PTS) were defined at the start of the project.
These are action oriented goals designed to initiate targeted planning for the future. While it
is recognized that recommended projects are important, in the end the priority is given to
those communities/transit systems that have a plan and local funding available. Those are
essential elements to obtaining Federal grants.
The overarching goal of this study as discussed in the first advisory committee meeting is as
follows:

Help provide for more trips for more people, while providing
cost effective, high quality and safe transportation for the region.
The Passenger Transportation Study goals include the following:
1. Develop a transportation vision for the region – The first step in the planning
process was the development of the vision in a collective manner. This was completed
early in the process and is displayed above.
2. Conduct an overview of the most pressing passenger transportation needs in
the region – This includes detailed outreach, review of demographics and existing
resources/services available. These efforts along with extensive field observation
allowed the study team to identify the most pressing needs.
3. Identify and gain consensus on corridors and strategies for meeting those
needs – The objective is to make the best use of the resources available and to identify
realistic strategies and corridors to improve passenger connectivity across the region.
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4. Prioritize corridors for service enhancements and connections – Through the
collaborative efforts of the study team, NACOG planners and the study advisory
committee, priorities were determined.

THE STUDY PROCESS
The study was conducted in 2018 and followed a detailed process that stressed substantive
outreach and field observation. Each of the key tasks resulted in a technical memorandum.
For those interested in the detailed analyses these memoranda are included in the Appendix
to this plan.
1.
2.
3.
4.
5.

Technical Memorandum No. 1: Summary of Transit Plans
Technical Memorandum No. 2A: Review of Demographics and Travel Patterns
Technical Memorandum No. 2B: Review of Existing Services
Technical Memorandum No. 3: Review of Outreach Efforts
Technical Memorandum No. 4: Corridors and Strategies – Connecting the Region

This Phase One Plan: Priority Transit Corridors and Communities consists of three chapters
including this introduction. Chapter Two consists of a summary of the first four technical
memoranda. Technical Memorandum No. 4 is discussed in Chapter 3. Chapter 3 is the Phase
One Plan and addresses the priorities and next steps in the study process.
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Chapter 2:

Review of Existing Conditions and Needs
This is the first phase plan of the Northeastern Arizona Passenger Transportation Study, for
Apache, Coconino and Navajo Counties. This chapter reviews the tasks accomplished that led
up to the development of priority corridors and communities described in Chapter 3. Those
interested in the detailed analyses are referred to Technical Memoranda Nos. 1, 2A, 2B and 3
in the Appendix to this Plan. Technical Memorandum No. 4: Corridors and Strategies (also
in the Appendix is discussed in Chapter 3. This chapter includes summaries of:
1.
2.
3.
4.

Technical Memorandum No. 1: Summary of Transit Plans
Technical Memorandum No. 2A: Review of Demographics and Travel Patterns
Technical Memorandum No. 2B: Review of Existing Services
Technical Memorandum No. 3: Review of Outreach Efforts

The Northern Arizona Council of Governments (NACOG) region is defined by rural isolated
areas and long distances between origins and destinations. The area is comprised of many low
income households and tribal communities that are isolated from basic goods and services.
For residents with mobility issues this can present barriers when trying to get to the doctor,
grocery shopping, or commuting to their place of employment. Any solutions will have to
address the many operational, cultural, jurisdictional and geographical challenges.
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SUMMARY OF TRANSIT PLANS
While the list of studies is diverse, some regional and some local, the needs and strategies are
similar. For detailed reviews of each study and plan, the reader is directed to Technical
Memorandum No. 1 in the Appendix. The most consistent themes were as follows:
•

One stop information – Negotiating the current system’s schedules, maps and
timetables can be a daunting task just to understand how to connect from one system
to the other. A one call - click call center that can provide information for all systems
in one place is needed.

•

Connectivity – while most of the plans were locally based, there was discussion, most
notably in the regional efforts, regarding the importance of connecting the various
systems (including Greyhound).

•

Vanpools/ridesharing – Many of the local transportation plans identified vanpools and
ridesharing as potential low cost solution for long distance commutes. NAIPTA
already has a rideshare program in place.

•

Coordinated maintenance – This is a consistent theme where each system can help
each other and/or develop centralized maintenance facilities.

•

Coordination of Services - Increased coordination is a common theme in
transportation plans within the region. For example, training of staff – drivers and
dispatchers is expensive and necessary. Coordinated training can reduce costs and
provide for uniform training.

•

Infrastructure – The need for a variety of shelters, pull outs and parking lots are
documented in most of the plans.

•

Vehicles – Local transit plans have all documented the need for replacement and
expansion vehicles.

•

Expanded mobility management – Both Flagstaff and the NACOG regional coordinated
plans call for expansion of this program.

•

New services – New services are needed in a variety of locations including Flagstaff,
Williams, Grand Canyon Village, Kayenta, Winslow, the Navajo Nation and the Hopi
Nation.

Overall, many of these themes come up consistently and will be appropriately recognized in
this study.
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REVIEW OF DEMOGRAPHICS AND TRAVEL PATTERNS
Technical Memorandum No. 2A (in the Appendix), provides an analysis of current and future
demographics and travel patterns in the NACOG study area for this planning effort, as well as
an analysis of the demographics of population groups that often depend on transportation
options beyond an automobile. The analysis consisted of the following:
•

Population analysis (trends and forecasts) showing slow growth for most of the service
area with exceptions in parts of Coconino County.

•

Population density – A determinant of service productivity and potential service levels.
A critical indicator of service.

•

Concentrations of transit dependent populations including senior adults, individuals
with disabilities, zero car households, residents with limited English proficiency and
youth population.

•

Title VI demographic analysis including concentrations of minority populations and
low income populations. This analysis is similar to the transit dependent analysis
discussed above.

•

Locations of regional trip generators were determined including educational facilities,
major employers, regional medical facilities, Veteran Affairs medical facilities, major
shopping locations and the Grand Canyon National Park.

•

Employment and commuting travel patterns are identified where feasible.

•

Identification of regional travel corridors – consisting of connecting population centers
and destinations.

The population and demographic analysis is important in identifying concentrations of
people that are most likely to need additional passenger transportation options. Due to the
rural nature of the study area the analysis depicting major trip origins and destinations was
the most useful tool for identifying passenger transportation needs.
This analysis is supplemented with quantitative and qualitative input from the public
outreach efforts as part of this plan as well as an assessment of current available
transportation services and resources. This data along with the demographic and land use
analysis greatly informed the subsequent phases of this project including development of
passenger transportation strategies to meet the needs of residents in the NACOG region.
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The Analysis
Unlike urban areas where detailed demographic analyses can be conducted in a small well
defined area, census block groups (the smallest unit of measure available) do not work as well
in most rural areas. In Northeastern Arizona where the distances are extreme and the block
groups cover hundreds of square miles, this information is not particularly useful. Therefore,
for these areas the study team relies on population centers and major destinations and makes
the assumption that the rest of the rural area is extremely isolated and low density.
Illustrating that point, Figure 2-1 depicts the locations of population centers, Figure 2-2
depicts the locations of major destinations and Figure 2-3 identifies high needs corridors.
These distances and high needs present a particular challenge to service providers and
planners in the region.
In addition, the area is comprised of many low income households. For isolated residents
with mobility issues this can present major barriers when trying to get to the doctor, grocery
shopping, or commuting to their place of employment. Any passenger transportation solution
will have to contend with these factors. The transit needs are apparent and at the same time
there are many operational, jurisdictional, and geographical challenges to overcome in
meeting these needs.

REVIEW OF EXISTING SERVICES
This section provides an overview of existing passenger transportation services in the region.
It will be used in conjunction with public and additional stakeholder input on transportation
needs and a review of demographics and key destinations, to determine key needs and
potential strategies. Ultimately the Passenger Transportation Study (PTS) will provide a
phased strategy for expanding passenger transportation services through enhancements to
transit and human service/health care transportation and will include prioritized corridors for
future transit service or service improvements and strategies and projects to improve mobility
within and between communities.
Existing Public Transportation Providers

•

Grand Canyon National Park – Grand Canyon
National Park operates a public transit
program that connects the town of Tusayan
to various locations around the south rim of
the Grand Canyon. This shuttle system is fare
free and open to all residents, visitors and
employees at the Park. It consists of five fixed
routes.
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Figure 2-1: City/Community Population – Locations of Population Centers
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Figure 2-2: Regional Trip Generators
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Figure 2-3: Need Corridors

Northern Arizona Council of Governments
Phase One Plan: Priority Transit Corridors
and Communities

2-7

Chapter 2: Review of Existing Conditions and Needs

•

Hopi Senom Transit – The Hopi Senom Transit System operates four deviated fixed
routes serving medical, employment, commercial, human service programs and low
income or public housing locations to and from Keams Canyon, Moencopi/ Tuba City,
Flagstaff, Tuba City and Kykotsmovi. The transit service also provides flex route type
service between Flagstaff and Kykotsmovi.

•

Navajo Transit System – Along with Hopi Senom Transit, Navajo Transit is the only
public transit service that operates within the Navajo Nation. Navajo Transit operates
approximately 12 transit routes covering most of the major highways in the Navajo
tribal lands. Most of the routes operate Monday through Thursday.

•

White Mountain Connection – The City of Show Low is the lead agency of a public
transit consortium that includes Navajo County, Pinetop-Lakeside, Taylor, Snowflake,
Northland Pioneer College and Hon-Dah Resort and Conference Center. They operate
two primary deviated fixed routes: the White Mountain Connection (connecting
Pinetop-Lakeside, Show Low, Snowflake, Taylor and Holbrook) and the Four Seasons
Connection (serving Show Low and Pinetop-Lakeside).

•

Helping Hands Express– The Helping Hands Agency is a human service provider that
has partnered with ADOT and the City of Page to help provide fixed route public
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transit service in Page and some of the surrounding area. Along with public transit
service Helping Hands provides human service transportation for its clients to help
them access day programs, life skills classes, meal programs and job programs. The
Helping Hands Agency operates 4 fixed routes.
•

Fort Apache Connection Transit - The Fort Apache Connection Transit operated by the
White Mountain Apache tribe is a new transit service that provides transportation to a
small portion of southern Navajo County. It primarily provides trips for employment,
shopping and medical purposes for community members. It operated two routes
connecting tribal areas to Cibecue and McNary.

Intercity Providers

Intercity bus and AMTRAK are options along the I-40 corridor. Each is limited in its stops
and times of day making it appropriate for some service within the region, however these
services often take people out of the region. Fares may be prohibitively expensive for many.
•

AMTRAK – Amtrak’s Southwest Chief route follows along the I-40 corridor in Arizona
with Stops in Winslow, Flagstaff and Gallup, NM. The westbound run stops at 7:30
p.m. in Winslow and 8:32 p.m. in Flagstaff. The eastbound run stops at 4:09 a.m. in
Flagstaff and 5:51 a.m. in Winslow.

•

Greyhound - Greyhound provides regional service along the I-40 corridor in the study
area. They have daily service with stops in Holbrook, Flagstaff and in Gallup, NM.
Westbound routes depart Holbrook at 11:45 a.m. and 8:35 p.m. arriving in Flagstaff at
1:25 p.m. and 10:15 p.m. Eastbound routes leave Flagstaff at 2:30 a.m., 2:15 p.m. and 8:15
p.m. arriving at Holbrook at 4:10 a.m., 3:55 p.m. and 9:55 p.m.
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Summary – Public Transportation Services

Public transit services in the study area are widely used. Figure 2-4 identifies each fixed (or
deviated fixed) route in the service area. Many of the services cover long distances and travel
through extremely rural areas. Many services have been in existence for numerous years and
have good ridership and many of the newer services are seeing increases in ridership as their
services become ingrained in the community. Many public transportation services are
productive given the operating context but there are several issues that remain:
•

There is a disconnect between systems. Some systems share corridors but do not have
timed meets between the services. There is a need for better coordination among the
public transit providers so that transit customers can have greater regional
connectivity.

•

At least three of the systems sporadically shut down service to perform preventative
maintenance on vehicles, ensure vehicle operators do not go into overtime, or because
a driver or vehicle is not available for a scheduled route. This is highly unusual in the
transit industry and can leave many people that depend on the transit service
stranded or isolated from the jobs, medical care and grocery shopping they need to
access.

•

There is a need for improved bus stop infrastructure and additional bus stops
throughout the study area.

Human Service and Health Care Transportation

Various specialized transportation programs are offered by human service and health care
organizations in Apache, Coconino and Navajo Counties. This transportation is typically
provided only to clients of each specific program and for specific trip purposes, generally
either medical, employment or to access their organization’s locations. The following section
describes the two major types of providers of human service transportation.
While these providers are supported through various sources, funding through FTA Section
5310 is specifically noted. This program provides formula funding to states in meeting
transportation needs of older adults and people with disabilities when the transportation
services provided are unavailable, insufficient, or inappropriate to meeting these needs.
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Figure 2-4: Existing Fixed Route and Deviated Fixed Route Services
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Summary – Human Service and Health Care Transportation Providers

Quite literally there are hundreds of passenger transportation vehicles operating throughout
the region, many of which are health care based. Medicaid funded transportation, known as
Arizona Health Care Cost Containment System (AHCCCS) dwarfs all of the other health care
and human service vehicles:
1. NEMT – By far, the largest provider of transportation in the region, using independent
contractors throughout the region and numbering over 200 vehicles. These services
are not conducive to coordination as long as the state uses the service model currently
in place.
2. Non-Profit Human Service Transportation Providers – Agencies such as ChangePoint
Integrated Health Services (in the Show Low, Snowflake/Taylor, Holbrook, Winslow
and Pinetop-Lakeside area) and Indian Health Service (IHS) are estimated to operate
up to 60 vehicles in the region.
The vast majority of human service and health care transportation services operate in an
uncoordinated low productivity nature, often taking the fewest riders possible.

Additional Transportation Resources
Beyond the public transit, human services/healthcare and private transportation services
documented in the accompanying technical memorandum, there are other transportation
resources in the region. Highlighted on the Move Me Flag website, these services are centered
on Flagstaff, though may provide services into the outlying area.
•

The Mountain Line Vanpool Program provides vehicles through the Northern Arizona
Intergovernmental Public Transportation Authority (NAIPTA) via their partnership
with Enterprise Rideshare for service anywhere in Coconino County. Participants are
able to use the program’s partial subsidy from the Arizona Department of
Transportation, as well as Enterprise’s vehicle maintenance and assistance with
vanpool formation.

•

Private shuttle and charter companies that provide services to airports, community
clusters and national parks.

•

Ride hailing services, such as Uber and Lyft. These services are primarily available in
the Flagstaff area with some limited availability in Page.

•

Taxi services are available in portions of Coconino County (primarily Flagstaff) and
Navajo County. These services are detailed in Technical Memorandum No. 2B: Review
of Existing Services available in the appendices.
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REVIEW OF OUTREACH EFFORTS
Outreach activities have been extensive in the initial phases of the study. For details on all of
the following including transcripts of meetings and responses to surveys see Technical
Memorandum No. 3. This summary reviews the various activities throughout the region:
•

One-on-one meetings with transit managers from Fort Apache Connection Transit
(FACT), Greyhound, Helping Hands Express, Hopi Senom Transit, Northern Arizona
Intergovernmental Public Transportation Authority (NAIPTA), Navajo Transit, White
Mountain Community Transit. These meetings indicated that the transit systems have
significant needs – not atypical for rural parts of our nation. These include the
following:
o These managers indicated a high need for vehicles (both replacement and
expansion) and drivers (recruitment, training and retaining).
o Security is a major concern, especially in remote areas where it may take 15-30
minutes (or longer) for law enforcement to arrive. In some cases there may be
no communication.
o Infrastructure needs are extensive: Bus stops, shelters, pull-outs and other
amenities.
o Greater coordination of services
o Improved customer information

•

One-on-one or small groups of local elected officials and health care and human
service providers. In May, 2018, two stakeholder meetings were held, supplemented by
multiple interviews. Over 20 stakeholders were contacted through this process as well
as those that participated in the advisory committee and in meetings at the Grand
Canyon. Needs and comments centered around the following:
o Public Transit Service Expansions – local and regional needs were cited.
o Coordination Opportunities and Priorities – A one call/click center, greater
connectivity across the region, expanded volunteer programs, training,
marketing and travel training were all considered priorities.
o Operations Issues and Considerations – The need for technology (including
advisement when service is not operating, often called a “reverse 911”,
infrastructure and recruitment and retaining drivers.
o Funding Issues – The need for capital and operating assistance.
o Expanded Volunteer Transportation – There is need for expanded volunteer
programs.
o Possible Public-Private Partnerships – Seek partners to provide support to the
service.
o Level of Awareness of Existing Transportation Resources – Greater marketing of
services.
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•

Telephone interviews with over 40 Navajo Chapters – Many chapters are off the
highway and many are on dirt roads.
o
o
o
o

General lack of service
Missed appointments
Hitchhiking and walking are common to bus stops and chapter houses
Coordination should occur through the chapter house

•

Three advisory committee meetings – The technical memoranda detail the
committee’s input.

•

Five community Meetings on a Bus - Meetings were held in Page, Show Low, Winslow,
Window Rock and Tuba City. Focus groups followed the community meetings. In
addition, a series of coordination meetings were held throughout the service area. The
public meetings were filled with specific needs too numerous to display here – see
Technical Memorandum No. 3 pages 6 – 13. The focus group comments included:
o There is a need for people in outlying areas to have transit to larger communities
for shopping, work, medical, and school. Regular routes to Flagstaff from most
areas in Coconino and Navajo County were cited as a need. Most particularly from
Winslow and Tuba City.
o There is a need for better communication about the available transit in the area.
Some systems do not have brochures, maps or functioning websites.
o Longer transit hours for people using transportation to get to work was requested
in all communities. Mid-day service and more frequent transit to alleviate long
waits at destinations.
o More and closer bus stops were a necessity in rural areas and more bus shelters.
o Better safety and security on buses.

•

General public/rider survey. Two-hundred twenty-six (226) surveys were completed
over a three-month period of time (May-July 2018). 64 communities were represented
in the surveys.
o Over 70% of respondents drive themselves to work, medical appointments,
personal business and shopping errands. Nearly twenty percent of the respondents
ride with family/friends for social/recreational trips, 2.5% of respondents ride a
bicycle to get to school and 3.1% walk to work.
o Public transportation is used by 11% of respondents for school.
o 22% of respondents miss appointments most or all of the time because of a lack of
transportation.
o Nearly 40% of respondents (39.2%) do not have public transportation in their
community and 9.5% are not aware if there is.
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o Sixteen percent (16.1%) of respondents use public transportation on a regular basis.
Fifteen percent (15.3%) of these people use it 4 times a week or more. Over half of
these people (50.6%) use public transportation less than once a month.
o The top five reasons respondents do not currently use public transportation are: no
service available (40.9%), need my car 28.4%, limited hours 28.4% and don’t know
if service is available and/or location of the stops (21.0%).
o Over eighty percent of respondents would use public transportation if: there were
more direct routes ( 84.7%), additional geographic areas were served (84.3%), there
was more frequent service (83.2%), the days and hours were expanded (81.9%).
o The top four areas needed to improve service quality are: closer stops to where I
live (59.0%), improved access to transportation information (42.4%), additional
shelters and benches (40.3%), and improved on-time performance (39.6%).
o Generally respondents from small communities need reliable, regular
transportation to nearby, larger communities for work, medical and shopping. A
majority of requests were for routes to Flagstaff.
•

Riding and observing the buses – Outreach included observing, talking to passengers
and drivers where appropriate.

Summary of Outreach Findings
This summary is a collection of the passenger transportation needs in the region as expressed
by residents, stakeholders, transit managers, human service agencies and local leaders. While
the data collection took place across the region in a variety of categories, the results are
consistent and significant. Further these needs are also consistent with the previous planning
studies (reviewed above), the demographic analysis (conducted above), as well as the study
team’s extensive field observation.
Those interested in determining the source(s) of specific comments can review Technical
Memorandum No. 3 which details all outreach efforts by entity, groups and geographically.
This summary is a collection of the passenger transportation needs in the region as expressed
by residents, stakeholders, transit managers, human service agencies and local leaders.
For summary purposes the needs revolve around:
Regional Needs

One of the greatest needs for customers is the ability to travel beyond each system’s service
area. In a word, connectivity. Regional needs also include a wide variety of coordination and
mobility management needs as well. Each of these customer and provider needs are regional
in nature. Major themes in regional needs include:
•
•
•

Connectivity – the ability to cross jurisdictional lines
The need for service information
Regional Van Pool/rideshare
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•
•

•
•

•
•

Replacement and expansion vehicles
Infrastructure needs – This should include:
o Bus pull-outs on state highways
o Shelters, other bus stop improvements
o Maintenance, administrative and other facility needs
o Transfer stations
o Secure parking
o Accessible pathways
Shared technologies
Safety
o Protecting vehicle operators and riders
o Technology
o Training – Regional training center(s)
Consistent and dependable service
Regional planning

Where are the Origins and Destinations?

Flagstaff, the largest city in the service area where there are jobs, a university and major
medical facilities isn’t served regionally with the exception of a route from the Hopi
Reservation and limited Greyhound and Amtrak service. The regional needs are described in
Figure 2-5.
•
•
•
•

There is a need for public transit service to the Grand Canyon – connecting in
Williams.
Most rural areas beyond the existing routes are without any public transit – there are
reports of people walking, riding a bicycle or hitchhiking 10 – 15 miles, just to get to a
bus stop.
Many towns are without local circulators or connection to the major corridors. For
example, there is almost no service in the far northern area, with exception of the Page
area and Kayenta to Chinle.
Many needs are filled outside of the service area in: Gallup, Shiprock and Farmington,
NM, Phoenix and Prescott, AZ, Kanab and St. George, UT.

When Does the Service Need to Operate?

•
•
•
•

Commuters require service to arrive before 8 am and depart after 5 pm or similar
hours.
Adding mid-day service is essential for shopping, school and medical needs. This
allows people to return home or depart around mid-day.
Local and regional services can operate throughout the day.
Many cited the need for early and later service as well as weekends.
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Figure 2-5: Corridors Lacking Service

Northern Arizona Council of Governments
Phase One Plan: Priority Transit Corridors
and Communities

2-17

Chapter 2: Review of Existing Conditions and Needs

Who Needs Service?

•

Who are the riders? This is important as each has their own needs in terms of where
and when they need service:
o Commuters
o Students
o Visitors
o Persons with medical needs
o Persons going shopping or on personal business

Major Corridors

•

•

Designated major corridors should be able to serve the following needs:
o employment
o school/college
o medical
o shopping
o personal business
o recreation
Meeting these needs requires:
o service to arrive before 8 am and return after 5 pm (or the traditional start and
end times for employees in the area)
o At least one mid-day round trip

Local Service

Most towns and larger communities do not have local public transit service that operates
solely within the community, including but not limited to Chinle, Fredonia, Ganado,
Holbrook, Kayenta, Springerville, Tuba City, Williams and Winslow (service is pending).
Many of these communities could support some level of local service.
Small Communities and Isolated Rural Areas

•
•
•

Areas more than 3 – 5 miles from an existing route are isolated with no service
Many Chapter Houses do not have transit
Access to the existing or new route structure is essential

Fredonia, Red Mesa and St. Johns are examples of small communities with residents that need
service to larger communities for most activities and trip purposes.
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SUMMARY OF EXISTING TRANSPORTATION NEEDS, ISSUES AND
OPPORTUNITIES
This section summarizes the needs, issues and opportunities in order to set the stage for the
strategies to follow.

The Challenging Operating Environment
Northeastern Arizona is a challenging
operating environment. The following
summary identifies the overall challenges
to be addressed in the Phase One Plan and
beyond:
1. There is a lot of service out there
– There are many services, vehicles
and drivers throughout the service
area particularly for Non-Emergency
Medical Transportation (NEMT).
Public transit covers some of the
service area and many agencies struggle to hire and retain qualified drivers, but NEMT
covers the entire service area. IHS has health care facilities throughout the region,
covering much of the service area and at times operating their own transportation
programs. The result is about 300 vehicles, most operating in uncoordinated services
and many inefficient silos.
2. Unserved and underserved areas - Due to these silos and despite this abundance of
service, there are major gaps in service for most, while some client specific groups ride
in empty vehicles. Gaps include: service to Flagstaff, throughout most of the northern
tier, local circulators in towns over 5,000 population and rural isolated areas.
3. Coordination of Services - It is clear that there are many transportation providers:
public and private, transit and human service/health care. Many of the operators of
these separate services are providing duplicative service. Coordinating most of these
services could be a powerful tool in providing passenger transportation.
4. Planning in a silo – While customers routinely cross jurisdictional lines for a wide
variety of needs, planning studies often do not consider anything outside the transit
system’s jurisdiction.
5. Regional connectivity — For those needing to travel beyond individual transit system
boundaries, it can be difficult to transfer between many systems and reach your
destination. Connections require buses meeting at the same time, at the same
Northern Arizona Council of Governments
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location. If the meet is not timed then customers cannot connect to the other bus,
rendering the connection useless.
6. Consistency of service – People that depend on transit must be able to use transit
every non-holiday weekday without fail. A number of systems in the service area have
the unusual practice of shutting down service for up to a week at a time, to reduce
overtime or to give the drivers a rest. This is very unusual and will suppress ridership
due to lack of dependability.
7. Transit information and marketing – Transit information is difficult to find via the
internet or phone so the public often does not have a way to address transit
information needs. Trying to find information on transferring from one system to
another is currently non-existent. Marketing is non-existent for most systems in the
region.
•

Vehicles and infrastructure – The need for appropriate vehicles is constant. Some
services do not have adequate spare vehicles. Some systems need additional facilities.
It will be important to determine what infrastructure is needed. Bus stop
improvements and locations are needed and, in some cases, additional bus stops for
residents to access.

•

Multiple Native American reservations—
Unique needs and challenges call for unique
approaches to service.

•

Inaccessible Roads - In many areas roads are
unpaved and inaccessible.

•

Ensuring safety – Many routes go to places
outside of radio communication and cell phone
coverage which can create safety concerns.

Passenger Transportation Needs - Summary
1. What types of services are needed?
2. Where are the origins and destinations?
3. When does the service need to operate?
What Types of Services are Needed?

These are the types of service needs typical of the region.
•

Employment – The need exists across the region to reach all larger communities and
cities.
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•

School/college – Dine College (four campuses in Arizona), Northern Arizona
University and Pioneer Northland College (four campuses).

•

Health care – Facilities across the region and in Prescott and Phoenix.

•

Shopping – Larger communities.

•

Personal business – Can include service to governmental facilities, banks, human
service agencies and other personal needs.

•

Visitors – Most visitor needs in the study area would be concentrated on the Grand
Canyon National Park.

Where are the Origins and Destinations?

•

Service is needed to Flagstaff from all directions as well as in a number of other
corridors currently lacking service (Figure 2-5).

•

Service needs throughout much of the region. With the exception of the Page area and
Kayenta to Chinle, there is very little service in the northern part of the region. There is
also very little service in southern Apache County.

•

Most rural areas beyond the existing routes are without any public transit.

•

There are needs outside the service area in Gallup, Shiprock and Farmington, NM;
Phoenix and Prescott, AZ; Kanab and St. George, UT.

When Does the Service Need to Operate?

•

Commuters require service to arrive before 8 a.m. and depart after 5 p.m. (or similar
hours).

•

Adding midday service is essential for shopping and medical needs. This allows people
to return home or depart around noon and not have to spend 10 hours just to go
shopping.

•

Local and regional services can also operate throughout the day, giving customers
additional options.

Chapter 3 will utilize the results of these tasks to develop service that meets the needs of
residents and visitors.
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Chapter 3:

Phase One Plan: Development of Priority
Corridors and Communities
This is the Northeastern Arizona Passenger Transportation Study Phase One Plan for Apache,
Coconino and Navajo Counties. In this phase, the study team, with support from NACOG
staff, the region’s stakeholders and transit operators, have developed a set of priority corridors
and communities that have high needs and little or no service at the current time. In addition,
the study team developed a set of regional strategies designed to ensure regional connectivity.
In essence, each of the transit systems will work together to ensure timed connections and
reduce duplication so that residents and visitors can travel across the region using transit.

INTRODUCTION
Having established an understanding of existing conditions, needs and opportunities for
partnerships in Chapter 2, a series of priority corridors and communities were identified for
future consideration. These corridors and communities discussed below have the greatest
need and are addressed in this plan. This chapter is broken out into five sections as follows
and is based on the needs identified through the demographics review, extended outreach to
many segments of the regional community and the consultant’s field observations:
1.
2.
3.
4.
5.

Priority corridors
Local community transit
Connecting/rural isolated fixed schedule service
Regional strategies and scenarios
Funding opportunities
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PRIORITY CORRIDORS
The priority corridors represent unserved or underserved regional corridors. These corridors
are depicted in Figure 3-1. Two corridors have no service at all and a third has limited
Greyhound service only. Some corridors could benefit from an increase in service such as a
midday run and/or fully coordinated service such as the Window Rock – Tuba City corridor
(Figure 3-1). In some corridors there are: vanpools operated through Northern Arizona
Intergovernmental Public Transportation Authority (NAIPTA), NEMT services, Indian Health
Services vehicles, human service agencies and health care facilities/providers of
transportation services.
There are a number of ways to enhancing service in these corridors. Each corridor will be a
little different as needs, available services and service levels are different. Improving services
in these corridors can include:
1. Coordination of existing services and providing rideshare services – This is
appropriate for passenger needs. There is software available that can help a mobility
manager/dispatcher identify the passenger vehicles travelling a corridor (with the
provider's cooperation) and help select the most suitable approach for a particular
need.
2. Coordination and limited public transit – This scenario uses the above
coordination to supplement limited fixed route public transit. Where possible
ridership is placed on fixed route.
3. Full public transit – Under this scenario, public transit operates early morning
service, consistent midday service and evening service. Human service and health care
providers would be encouraged to place riders on the fixed route as appropriate.

Priority Corridors for New or Enhanced Service
This section provides the recommendations for new or enhanced service along the identified
unserved or underserved corridors shown on Figure 3-1. Services in each of these corridors
currently consist of a complex web of separate services. In some corridors, transit currently
operates, but it is limited in days and times. In other corridors there is no public transit
service at all.
This section primarily looks at transit recommendations, including fixed route, demand
response, vanpools/ride sharing and coordination with human service transportation
providers.
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Figure 3-1: Priority Corridors
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I-40 - Holbrook to Flagstaff to Williams

This is the most heavily travelled corridor due
to the attraction of the largest city in the
service area, Flagstaff. This corridor will also
see ridership between Holbrook and Winslow
and service to the Twin Arrow Casino. The
schedule should include the Greyhound runs
ensuring that the new service complements rather than competes with Greyhound. This
corridor includes a Greyhound stop in Winslow with timed meets with Hopi Senom Transit.
The City of Winslow is looking at operating service in this corridor.
This type of longer distance service where there are no intermediate stops can generate eight
to ten one-way trips per vehicle hour with proper connections from outlying areas,
appropriate marketing and dependable service. Assuming three round trips per day of six
hours each, this service could generate up to 180 one-way trips per day, including people
connecting in Williams to go to the Grand Canyon. 1
Needs Served

Service between Holbrook and Winslow is typically for county business in Holbrook or
Pioneer Northland College in both Holbrook and Winslow. Service to Flagstaff is for
employment, education and medical needs. Service to Williams is for employment, visitors
and connections to the Grand Canyon.
US 160 and 89 - Tuba City (with a connection to Page) to Flagstaff

This is also a high need corridor with multiple attractions in
both the Tuba City area and Flagstaff. Helping Hands
operates Page’s transit service, along with human service
transportation and has a daily run to Tuba City. Timed
connections would allow same day access to Flagstaff.
There are numerous services currently operating on this
corridor (for example NEMT and other human service
transportation) and ridership increases will be dependent
on the types of services and how they are coordinated. This
corridor could benefit from regular weekday fixed route or
fixed schedule service for commuting (one morning round
trip, one evening round trip and one midday round trip).

1 The 2017 Winslow Transit Plan looked at several peer systems operating similar commuter and regional type transit services
(Chapter 8 of the planning document). The plan supports the 8-10 one-way trips possibility as the peer systems average almost 7 trips
per hour all without a major employment draw like the Grand Canyon.
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Vanpools or ridesharing is also a potential solution for this corridor. This corridor can also
see eight to ten one way trips per hour with a reasonable level of coordination.
Needs Served

This is an all-needs corridor. Service is needed for medical, employment (in both directions),
shopping, tourism and personal business.
State 264 – Tuba City to Window Rock

Currently this corridor has service, but only
one round-trip a day requiring 10 – 12 hours
from Tuba City to Window Rock. Service
should be expanded and coordinated. The
study team observations and discussions
indicate that this corridor is different from
the others in that it has origins and
destinations throughout the corridor. While the above corridors will have more limited stops
based on need, this corridor could have multiple stops along the route.
This service should have a midday round-trip to allow people to depart before the day’s end.
It should also be coordinated with Navajo Transit and Hopi Senom Transit’s service on
Highway 264. Together they can increase service levels by ensuring they do not operate close
to the same time on the same route and also to let customers know that there are Navajo and
Hopi options open to all riders. This service if properly coordinated can generate 12 – 15 one
way trips per hour due to the multiple origins and destinations throughout the corridor.
Needs served

This route serves multiple needs including employment, medical and personal business
(chapter houses).
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State 64 – Williams to Tusayan (with timed connections to Flagstaff)

Currently there is no public transit service to the Grand
Canyon from Williams or Flagstaff. This service would support:
•

Tusayan and park residents to gain access to Williams
and Flagstaff.

•

Residents of Flagstaff and Williams to commute to the
park for employment. This should be coordinated with
NAIPTA’s vanpool program.

•

Visitors wishing to use the service from either Flagstaff
or Williams.

Consideration was given to operating Flagstaff to Tusayan service on U.S. 180, which is seven
to eight minutes faster than going through Williams (based on Google Maps). However, from
a transit perspective, the ridership is greatest for transit going through Williams because it
includes a populated community not on the U.S. 180 alignment. Further, having two
competing corridors is counter-productive. At a minimum this corridor can support a
commuter style service that can transport commuters, residents and visitors to the Tusayan
and Grand Canyon area with three round trips per day including weekends. This service may
vary with the seasonality of tourism in the area requiring more service in the peak season and
less service in the shoulder seasons. For example 200 – 400 one way trips per day could be
served during the peak season, while in the off season with fewer commuters and visitors that
number can drop significantly.
It should be noted that if buses receive priority treatment at the Grand Canyon, allowing
visitors to bypass the long lines at the South Entrance, ridership can increase very
significantly as the visitor’s travel time would be reduced.
Sedona to Flagstaff

The analysis of the Sedona to Flagstaff corridor was of lower
priority that the other corridors as the transportation needs
in this corridor will be included in the future Yavapai
County Passenger Transportation Study. However, there are
medical needs in both directions and a large VA hospital in
the Prescott Valley. Therefore, we consider this to be a
secondary corridor as it will be addressed in future planning
efforts.
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IDENTIFIED COMMUNITIES FOR LOCAL IN-TOWN SERVICE
Some communities are able to justify a local circulating fixed route or dial-a-ride service. The
communities suited to this service (see Figure 3-2) include:
•
•
•
•
•
•
•

Chinle
Fredonia (in conjunction with Kanab)
Holbrook
Kayenta
Tuba City
Williams
Winslow (currently funded)

These communities are between 3,000 and 10,000 in population, with high needs. Services
can operate as fixed/flex routes or dial-a-ride service. This service may include one vehicle in
service per community between the hours of 7:00 am and 7:00 pm.

Needs Served
For many riders, local service is needed for basic shopping, medical service and personal
needs. Most of these communities have connecting service to other points in the region.

CONNECTING SMALLER COMMUNITIES AND ISOLATED RURAL AREAS
Connecting service addresses the needs of some of the smaller communities and very isolated
areas to secure transportation to a larger community for most needs (Figures 3-3, 3-4). This
could be multiple times a day, to one day a week or even bi-weekly, depending on the
community. For example, a route between Kayenta and Page could run daily with a morning,
midday and evening run or it could be on a fixed schedule providing curb-to-curb service
every Wednesday.

Small Communities Connecting Services
Following are the communities recognized as having a need to connect for shopping, medical
services or other needs. Those seeking commuter services would best be served through
vanpool service because the expense of daily service would be too great (over $100,000 per
year for a small area).
•
•
•
•
•

Fredonia to St. George or Page (possibly in conjunction with Kanab)
St. Johns to Show Low
Red Mesa/Four Corners to Shiprock/Farmington
Kayenta to Tuba City
Show Low to Holbrook to expand its options for persons with disabilities and seniors.
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Figure 3-2: Local Service
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Figure 3-3: Potential Connecting Services
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Figure 3-4: Isolated Rural Communities
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Fixed schedule service is designed for isolated rural areas that do not justify daily service;
serving isolated areas with limited, scheduled service (as little as once every two weeks up to
daily service) e.g. every Thursday at 9 a.m., or the first Friday of the month.
Ridership, while low is all concentrated at one time. These areas are throughout the region as
illustrated in Figure 3-4. A similar service in New Mexico generates about 17 one-way trips per
day from a very rural/isolated community (Tres Piedras), while operating one day per week.
The potential cost for 6 hours, one day per week (312 hours annually) is about $16,000.

Needs Served
Those in need of service one day per week or less for shopping, health care or personal
business would be the primary beneficiaries.
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REGIONAL STRATEGIES
These strategies are designed to connect the region and improve the level of service for all
residents and visitors. In essence, the whole is greater than the sum of its parts. By connecting
the existing routes that transit systems currently provide, adding new service in priority
corridors and designing services that best meet individual communities’ needs, a regional
network of transportation services can be created that will allow passengers to travel longer
distances and reach key destinations that offer access to shopping, major medical facilities,
colleges and employment centers.

Planning
Much can be done to improve regional services through appropriate planning efforts. While
the study team’s focus remains on providing transportation to the greatest number possible, it
will be left to local participants to determine the most appropriate course of action
considering the potential political and/or cultural issues. Planning efforts are relatively
inexpensive and do not typically require ongoing expenses.
•

Regional Connectivity – One regional network of services, with multiple providers.
This allows residents and visitors to travel seamlessly across the region and beyond
with connections between systems. Customers have the most to gain. This includes:
o Regional planning among transit
providers, human service
transportation providers and other
passenger transportation
stakeholders in the region.
o Timed meets within and across
system lines for buses.
o Greyhound connector services.

•

Develop a Regional Public
Transportation Planning Committee - Composed of planners and transportation
operators (human service, health care and public transit) throughout Northern
Arizona. This working group should meet at least quarterly and address issues, new
services and connectivity. All new services should be introduced here well before
implemented so that the other transportation operators can adjust their services to
ensure continued connectivity.

•

Appropriate Service Design – The service design chosen for a particular area often
determines the success or failure of a service. Matching service to need requires a
number of approaches to service. “One size does not fit all.” Phase two of this planning
process will examine this strategy in detail.
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o Fixed route/Americans with Disabilities Act (ADA) paratransit – Consists of
regular transit routes operating on a schedule and complementary demandresponse service for individuals with disabilities unable to use the fixed route
service. In communities of over 5,000 persons and on long distance routes.
o Flex route (deviation service) – Consist of a fixed route that may deviate off of
the route (generally up to ¾ of a mile) to pick up those who cannot access the
nearest bus stop. This may be appropriate in smaller communities.
o Paratransit (general public dial a ride) – This is demand-response or curb-tocurb service that is usually scheduled one hour in advance. This may be
appropriate in smaller communities.
o Fixed schedule (for some rural areas) – Fixed schedule works very well in rural
isolated areas. Service is set for a scheduled day and time in a defined area.
Passengers can call in advance and get picked up near their house (to the extent
feasible) or wait at a local dedicated stop.
o Vanpooling and carpooling – Service to a bus stop or destination can be
expanded across the region.
o Ridesharing with human service agencies, transit and van/carpools – This type
service can work on longer distance routes, by matching riders with a variety of
potential services with empty seats. There is now off the shelf software that can
support these efforts.
o Volunteers – A series of locally based volunteer programs, organized regionally
can help fill the need.

Coordination
There are many ways to coordinate service. Coordination almost invariably saves money and
improves the quality of the effort. Coordination however requires breaking down barriers. It is
not always easy as institutional barriers (often called “Turf protection”) can be difficult to
overcome. Some of the following efforts will require significant and ongoing costs, however
the benefits of enhanced service at a low cost can outweigh the costs.
•

Mobility Management – A Mobility Manager is a specific person/entity tasked with
improving the mobility of individuals in the region through a variety of functions.
These functions can be carried out by other entities coordinated by the mobility
manager or performed by the mobility manager directly. These programs will have to
be staffed continually and funding will be necessary.
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o One call/one click call center and website:
- Trip planner, schedules, maps and all connections in the region and
beyond
- Potential for regional google transit
- Reduces the need for multiple separate websites and relieves the transit
system of that responsibility.
o Broker shared ride services - Help coordinate and broker trips to increase
service levels and ridership. This can be conducted in conjunction with a one
call/click center. There is relatively simple software products available to assist
with this effort.
o Coordinate local volunteer transportation programs - Volunteer networks work
best when they are locally based.
o Coordinate van and carpooling program(s). These programs can often work best
when they are together. The larger the base of potential riders, the greater the
opportunity to find matches.
•

Dismantle Silos – Many current services operate in a silo only providing trips for
medical or human service needs. NEMT, Indian Health Services, Public Transit,
ChangePoint all provide transportation to health care separately with hundreds of
vehicles.
o Coordinating to use the empty seats on these vehicles can help provide more
mobility for residents and efficiencies for service providers. Perhaps as part of a
rideshare effort.
o While the cost savings will be significant, the ability to transport larger numbers
of persons at a very low cost will be even more significant.

•

Coordinated Training and Maintenance – There are many opportunities to
coordinated transportation provided by human service agencies. Heath care providers
and transit can work together to gain through the economies of scale and ensure that
all drivers receive quality training.
o Maintenance - There are many benefits of a coordinated maintenance program.
These efforts can be centralized (for specialty work) and benefit from
economies of scale. This can improve maintenance and reduce costs at the same
time. NAIPTA has expressed interest in coordinating these activities.
o Training – Most training efforts are the same across the country: Passenger
assistance training, defensive driving, first responder training, emergency
evacuation and other components of the training are virtually the same. The
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ability to train more than one or two drivers at a time allows the region to
employ a professional trainer and benefit from training by a professional. This
will improve training at no additional costs.

Safety and Technology
Safety is always of primary importance. However, in the isolated parts of the region, safety
issues can be magnified as a driver may have to face a safety/security issue on their own, with
help many miles away. Common safety issues can include disruptive or disorderly passengers
and vehicle malfunctions, exacerbated by the long distances.
Technology may be able to be deployed to assist in
this effort. Technology investments need to be
carefully aligned with each entities needs. Training
is always part of any technology installation. Much
of the technology is driven by the ability to access
the Internet and while it is known that much of the
region is without adequate coverage that is not a
reason to delay in the procurement of technology.
Further, if at all possible, transportation providers
should use the same technologies to enhance the
ability to work together.
•

System Safety
o Protecting vehicle operators and riders using:
- Technology (see below)
- Training – Regional training center – emergency response

•

Technology – as Available
o Automatic Vehicle Locator (AVL) – Identify the location of all vehicles. This can
help the dispatch office disseminate information to customers and management
can monitor service in real time.
o Video – real time where Internet is available or it can record all activity inside
and outside the vehicle. If in real time, a dispatcher can actually see on board
issues and call for emergency response, before the driver is able to do so.
o Emergency communication system – Vital to driver safety.
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•

Working with Law Enforcement
o Educating law enforcement about transit operations and safety needs
o Coordinating procedures and protocols in emergency
o Assist in emergency evacuation

Infrastructure and Vehicles
Replacement vehicles will always be needed as vehicles wear out. Expansion vehicles will of
course be needed as services increases. At all times transit systems should maintain a 20
percent spare ratio so that service is NEVER missed due to a bus maintenance issue.
Infrastructure also requires new and replacement equipment and facilities. These also can be
expensive, but as with any economy of scale, group procurements for vehicles, shelters and
other infrastructure can reduce capital costs. 2
•

Shelters, Stops and Transfer Stations – The outreach efforts clearly indicated the
need for more shelters and protection from the elements. The regional network should
also look at enhancing major transfer points and stops in population centers to make it
easy and safe for customers to transfer (such as Chinle, Show Low, Tuba City,
Williams, Window Rock, Winslow and on the Hopi reservation, for example).

•

Secure Parking – Currently many riders in the very rural areas need to use their car
(or carpool) to just get to the bus stop. These can be at established parking lots
(partnering with Basha’s or another store for example).

•

Accessible Pathways – ADA suggests the need for accessible pathways from the
nearest intersection to each bus stop that has more than a sign at its location.

•

Bus Pull-Outs – Bus pull outs are areas where a transit vehicle can safely move out of
the right of way to board and alight customers. Bus pull outs are needed where a bus
cannot safely pull over.

•

Maintenance and Administrative Facilities – Hopi Senom Transit is in need of a
maintenance facility.

•

Vehicles – Replacement and expansion needs.
o Vehicle replacement plans should be in place with each system. These should be
coordinated with ADOT.

The Arizona Department of Transportation has completed a new Transit Asset Management
Plan that systems can use as a guide. It can be found at: https://www.azdot.gov/docs/defaultsource/planning/adot-transit-asset-management-plan.pdf?sfvrsn=2
2
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o Each system should have at least a 20 percent spare ratio or greater if the fleet is
older. Zero runs should be missed dues to a lack of available vehicles.
o The systems should focus on 2 -3 types of vehicles for ease of maintenance and
spare parts inventories. Technicians across system lines can also work together.

The Role of NACOG and Mobility Management
Due to the regional nature of these strategies, NACOG is well-positioned to support these
efforts. Currently ADOT funds mobility management positions at all the councils of
governments around the state. The role of the mobility manager would be to work with a
variety of transit systems, human service and health care entities to ensure that the activities
listed below are implemented. For example, NAIPTA currently manages the vanpool program
in Coconino County. If NAIPTA agreed, it would be most cost effective to have their vanpool
program expanded to Navajo and Apache Counties than it would to start a second vanpool
program.
Each of the following tasks can be accomplished by the mobility management program
directly or under contract or working agreement with another entity. These tasks can include,
but are not limited to:
•
•
•
•
•
•
•
•

Regional and local planning
Coordination and mobility planning
Carpool/Vanpool
Rideshare coordination program
Volunteer transportation – for any type of need
Development of a sponsorship program
One call/one click call center
Marketing throughout the regional network

Funding Service
In addition to the variety of FTA funding sources (on-going and occasional), there are
potential partnerships and sponsorships with private companies, especially those that do
business in the region.
Sponsorships – Public/Private Partnerships (P3)

Transit has a long history of providing advertising on and in buses for additional revenue.
Many systems have engaged in advertising over the years, but a sponsorship program is more
than simply advertising. Instead of the usual selling of just one form of advertising, transit
should sell sponsorship packages. Sponsorship and advertising funds are an important source
of local funding.
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Sponsorships imply an agreement that benefits all parties. In a sponsorship program, one side
receives revenue and support, while the other side receives advertising and promotional
benefits commensurate with the cost. There are numerous businesses that stand to benefit
from the proposed services, because the service is likely to:
•

Increase retail, restaurant and medical business in each community served

•

Increase pool of potential employees for employers in cities and towns along the
corridor, particularly for service sector employers.

It is reasonable to ask businesses who will benefit from service to become system sponsors.
•

Retail businesses – Walmart, Bashas’, restaurants, banks and others

•

Other major employers including hospitals, malls and other businesses

•

Any other businesses that wish to advertise their services or company – If desired,
parts or all of buses can be wrapped for advertising purposes.

Transit Sponsorships Opportunities

The program is designed to sell a service to both public and private sponsors. Possible services
for sale can include:
Sponsorship Services at Any Level:
•
•
•
•
•
•

Recognize sponsor on the how-to-ride guide (system map and schedule), website and
other venues.
Recognize sponsorship on system literature and advertising.
Decal on side or back of bus.
Dedicated shuttle – subject to charter regulations.
Special promotions sponsorship.
Package tickets to customers such as a hotel offering a package that includes tickets for
service to the Grand Canyon.

Higher Level Sponsorship Services (in addition to the above benefits):
•
•
•
•

Company logo on system map.
Placing a shelter for customers and/or employees.
Placing a stop conducive to customers and/or employees.
Bus wrap or other advertising inside the bus.
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If properly packaged, these services have considerable value to businesses such as:
1. Large Retailers – Walmart, Target and supermarkets are excellent examples, malls
and other big box stores are others.
2. Hospitals – There are a number of examples of wrapped buses for hospitals, medical
groups and pharmacies.
3. Casinos – Casinos have worked with transit in a number of cases as this is an excellent
form of advertising.
4. Hotels, Museums and other Tourist Attractions – There are many opportunities.
5. Larger Local Based Corporations – Could include any type of company.
6. Small Local Based Companies – Any local company can participate.
7. Fast Food Restaurants – Wrapped buses are popular with some of the largest chains.
8. Television, Radio Stations and Local Newspapers – There are also opportunities
with these organizations. They can give the service valuable advertising.
Funding Potential

With an aggressive and professional sales approach this program has the potential to generate
significant unencumbered cash for the organization. The vehicles serving as rolling billboards
can generate more than $800 per month per vehicle (after expenses). Assuming five vehicles
are wrapped, this approach can generate $50,000 per year in revenue. Additional
sponsorships can generate approximately $510,000 annually for net revenues of up to
$100,000 annually. This type of effort has proven successful in a number of small and large
transit systems across the country.
Development and Implementation of the Program

The service will need to determine if it wants to develop and implement this program inhouse or work through an advertising/marketing firm to sell the sponsorships on a
percentage agreement. Developing and implementing the program is a considerable effort
and therein lays the trade-offs of the two approaches. While the work is harder and time
consuming, the potential revenues are greater (if properly implemented).
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SUMMARY OF STRATEGIES
The review of needs indicated that there are significant issues revolving to some extent on
extreme isolation, long distances and uncoordinated services that do not address the needs of
the region. To address these needs, this Phase One Plan developed a set of priority corridors
and communities that have high needs and little or no service at the current time.
Regional coordination of services, planning, training and other areas is critical to the future.
Regional connectivity is essential as the plan calls for each of the transit systems to work
together to ensure timed connections and reduce duplication so that residents and visitors
can travel across the region using transit.
While the level of need is high, there are many realistic opportunities to improve service and
provide a seamless network of services across the region. While there will be a number of
different operators, it is hoped that the region can form one network of services. These
opportunities – strategies include the following categories:
1. Priority corridors – These are the regional corridors of service. Most pressing is service
to Flagstaff from all points.
2. Local community transit – There are a number of smaller cities that can support a 1 - 2
bus system operating 10 – 12 hours per day.
3. Connecting small communities and rural isolated fixed schedule service – These
smaller communities and isolated areas are extensive and are best served with a
limited low cost fixed schedule service.
4. Regional strategies and scenarios – Strategies include a strong mobility management
program that can operate or coordinate a variety of services with the objective of
developing one seamless network of services. Behind the scene are opportunities to
coordinate training, marketing, planning and procurements. Vanpool and ridesharing
efforts as well as volunteer services should be enhanced as well.
5. Funding opportunities – While FTA funding is available to many of the public transit
operators, that funding is limited. Local funding is needed and the consultants
recommend a public/private partnership revolving around a sponsorship program.

The Next Steps
Overall, the region has many opportunities to improve service. This Phase One Plan develops
the strategies to address the broad categories of need. The Phase Two effort will focus at the
local level and develop specific plans for specific needs. This will be followed up with
operations planning support with the objective of initiating new services.
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