
 
Transfort Strategic Operating Plan Update  Chapter 1 – Transfort Technical Report 

1. INTRODUCTION 
1.1. Project Partners 
The Transit Strategic Plan (TSP) process represents a collaborative partnership 
between the City of Fort Collins – Transfort, City of Loveland Transit (COLT), and the 
Poudre School District (PSD).  The planning effort focused on fostering a dialogue 
within and between communities, and exploring innovative strategies to meet the 
diverse transit needs of the sub-regional area and of the PSD High School attendance 
boundaries.  A financial plan was also crafted to address regional funding sources and 
governance for the delivery of public transit services. 

1.2. Project Background and Purpose 
The purpose of this project is to prepare an updated Transfort Strategic Operating Plan 
(TSOP), which serves the Fort Collins urbanized area, and to address the adopted Fort 
Collins City Plan Policies related to transit services.  The 2009 TSOP is an update to the 
2002 Transfort Strategic Operating Plan (TSOP) adopted by the Fort Collins City 
Council.  Undertaking the 2009 TSOP update was approved by Fort Collins City Council 
as part of the 2008/2009 Budgeting for Outcomes process to be completed by the end 
of 2009.   

Although the TSP process represents a collaborative effort between the City of Fort 
Collins, the City of Loveland, and the PSD, separate documents have been created in 
order to simplify the plan adoption process.  This document presents the TSOP update 
in the context of Fort Collins and PSD.  A separate document has been developed to 
present the TSP in the context of Loveland, and an update of the 2004 COLT Transit 
Plan.  Both documents follow the same organizational structure, and provide information 
relevant to the separate geographic areas at the same level of detail.  Regional services 
are described for each community that they serve.  Each report also includes an 
implementation plan, which outlines the recommendations developed by a joint Citizens 
Financial Advisory Committee (FAC).  The implementation approach also discusses 
administrative and governance options that have been explored for a new regional 
service provider. 

The Transfort 2002 TSOP focused on increasing ridership productivity in high density 
transit corridors through four service phases.  All of Phase 1 and a portion of Phase 2 
have already been completed.  Phase 1 outlined short-term service improvements, 
which were completed in 2002.  The completed portion of Phase 2 included select 
improvements implemented on the Harmony, Timberline, and Prospect corridors in 
2007.  The remaining elements of Phase 2 and all of Phases 3 and 4 are re-addressed 
as part of the current 2009 TSOP update.  The portion of Phase 2 to be addressed in 
the current 2009 TSOP update involves adaptation to the planned Mason Corridor bus 
rapid transit (BRT) express service, now referred to as MAX, which is scheduled to 
begin service in 2011.  Phases 3 and 4 of the previous plan prescribed the transition to 
a grid route system. 
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The project purpose for the 2009 TSOP update includes the following elements: 

• Communicate transit opportunities and challenges to the community and region 
• Review existing fixed-route service and performance standards 
• Update the current Transfort strategy for the development of a grid system that 

began in the 2002 TSOP and identify opportunities for new routes and regional 
connections 

• Evaluate opportunities for public transit to relieve high school student busing 
needs for PSD 

• Coordinate transit service with the planned Mason Corridor MAX 
• Develop partnerships among project agencies 
• Provide information needed for the City of Fort Collins Transportation and City 

Plan Updates (2009/2010) 
• Identify funding mechanisms to implement TSOP update goals and identify a 

practical phasing approach that can be undertaken with incremental funding 
• Update transit system financial plans for Fort Collins and address financial 

solutions required to create and sustain a high-performing transit system 

The TSOP update advocates for an enhanced transit system for the communities of 
Fort Collins and Loveland.  There are many benefits to be realized for communities with 
a robust public transportation system in place.  Some of these are outlined here: 

• Reduction in fuel consumption:  Transit use can reduce the amount individuals 
spend on fuel, and can reduce the United States’ dependence on foreign oil. 

• Reduction in vehicle miles traveled (VMT) and carbon dioxide emissions: It 
is estimated that the existing Transfort system reduces VMT by over 12 million-
miles annually, and reduces carbon dioxide emissions by nearly 5,000 tons 
annually.  It also estimated that implementation of the full build-out 
recommendations in the TSOP update could result in just under 11,000 fewer 
tons of carbon dioxide. 

• Relief of congestion: Public transportation reduces congestion and associated 
issues related to congestion (air quality degradation, hostile pedestrian 
environments, etc).   

• Mobility for seniors, low-income populations, and those without access to 
a vehicle: Public transportation is often the only travel mode available to seniors 
and those with low incomes.  Larimer County is projected to see a 115% 
increase in the number of individuals over the age of 60 by 2020.  This increase 
will have an effect on the demand for transit in the future.  Larimer County also 
currently is home to over 34,000 individuals living below the poverty line.  These 
individuals often rely on transit for mobility.   

• Builds and maintains a strong economy: Transit saves individuals money and 
enhances economic opportunity.  It also helps to stimulate the economy through 
capital investments and ongoing operating and maintenance needs.    
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• Increases economic development opportunities: Investment in transit can 
provide a catalyst for increases in development and real estate values.  Transit 
fosters more livable communities and can attract development and 
redevelopment opportunities. 

• Reduces the need for an expansion of street networks:  Transit use reduces 
roadway-related costs for maintenance, right-of-way acquisition, and 
construction. 

1.3. Project Goals and Objectives 
The project team developed six primary goals to guide the development of the 2009 
TSOP update and to meet the purpose of the project.  These goals were aligned with 
adopted City of Fort Collins policies that were defined as part of other city plans.  The 
six project goals, along with the City of Fort Collins Policies that are addressed by each 
goal, are outlined below. 

Goal #1: Develop and expanded transit system focused on productivity and 
performance to serve the Fort Collins area that meets the following Fort Collins City 
Plan Policies: 

Fort Collins Principle T-1:  The physical organization of the City will be supported 
by a framework of transportation alternatives that balances access, mobility, 
safety, and emergency responses throughout the city, while working towards 
reducing the rate of growth of vehicle miles of travel and dependence on the 
private automobile. 

Fort Collins Principle T-2:  Mass transit will be an integral part of the City’s overall 
transportation system. 

Fort Collins Policy T-2.1 – Transit System.  The City’s public transit 
system will be expanded in phases to provide integrated, high-frequency, 
productivity-based transit service along major transportation corridors, with 
feeder transit lines connecting all major district destinations, consistent 
with adopted transit plans. 

Fort Collins Policy T-2.2 – Transit Stops.  Transit stops will be integrated 
into existing and future business districts and Neighborhood Commercial 
Centers in a way that makes it easy for transit riders to shop, access local 
services, and travel to work. 

Fort Collins Policy T-2.3 – Transit Route Design.  The City will implement 
fixed-route transit services through a phased transition to a productivity-
based system, where appropriate, consistent with the adopted transit 
plans. 

Fort Collins Principle T-10:  The City will participate in a coordinated, regional 
approach to transportation planning. 
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Fort Collins Policy T-10.4 – Future Regional Transit Service.  The City will 
work cooperatively with the North Front Range Metropolitan Planning 
Organization and other northern Colorado communities to identify 
opportunities to provide regional transit connections along regionally 
significant transportation corridors. 

Fort Collins Policy T-10.5 – Interregional Transit Corridors.  The City will 
work cooperatively with regional partners to identify opportunities to 
provide interregional transit connectivity along the Front Range. 

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

Goal #3: Provide enhanced mobility for seniors, youth, disabled, and transit dependent. 

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

Goal #5: Provide funding recommendations to fully implement the Transit Strategic 
Plan. 

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

1.4. Study Process 
The TSOP update was undertaken in several key steps, which are summarized below. 

Collection of Community Input.  Community input was integral to the development of 
the TSOP update and was incorporated throughout the process.  The input provided 
integral feedback on what works well with the existing transit system, deficiencies that 
may exist, and desired needs among the community.  Several formats for public 
involvement were used including public meetings, committee briefings, stakeholder 
interviews (including bus drivers and PSD principals), and presentations to special 
interest groups, boards and commissions.  Chapter 3 provides a more detailed 
summary of the overall public involvement process.   

Review of Related Plans and Studies.  The goals, objectives, and recommendations 
from related plans and studies were reviewed and elements were incorporated into the 
TSOP update.  Particular attention was given to the outcomes of the 2002 TSOP and 
the Loveland-COLT 2004 Transit Plan.  A summary of all related plans and studies is 
provided in Appendix A. 

Evaluation of Existing Transit Market.  A review of current land use density 
demographic information, traffic conditions and the distribution of existing ridership by 
fare category was undertaken. 
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Consideration of Growth Patterns.  An analysis of current and projected growth 
patterns was conducted in order to understand areas in particular need for transit.  
Demographic indicators of transit dependency were also evaluated. 

Assessment of Existing Transit Services and Conditions.  An assessment of the 
productivity and performance of existing Transfort services was undertaken in order to 
identify areas in need of improvement or refinement. 

Development of Initial Transit Service Concepts.  Initial transit concepts were 
developed based on several factors including operating concepts, TSOP update Goals 
and Objectives, and funding resources.  Figure 1 illustrates this process.  The regional 
coordination of services was also considered. 

Identification of Opportunities to Phase Transit Improvements.  Opportunities to 
implement transit improvements in phases were identified. 

Screening of Initial Concepts and Identification of Recommended Strategy.  As 
shown in Figure 1, initial concepts were screened based on factors related to 
productivity, cost effectiveness, phasing and funding potential.  This resulted in 
refinement of transit concepts and the identification of a recommended strategy.   

Figure 1. Transit Service Concept Development Process 
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Integration of PSD Transportation Needs.  Throughout the process, PSD 
transportation needs were evaluated and integrated into the TSOP update.  High school 
student enrollment boundaries and student home addresses were used to evaluate the 
effectiveness of existing and proposed transit services in meeting student travel needs. 

Evaluation of Funding and Governance Options.  The Citizen FAC worked 
throughout the second half of the project to evaluate a range of funding mechanisms 
and governance options that could enable the implementation of the TSOP update.  The 
FAC was comprised of representatives from both Fort Collins and Loveland.  A set of 
funding recommendations were advanced by the committee, along with a proposal for 
further investigation of a regional transit service provider.  Chapter 7 provides a 
summary of the FAC roles, processes and outcomes.     

Update and Adoption of the TSOP Update.  The recommendations as part of the 
updated draft Transit Strategic Plan for Transfort and COLT were presented to boards, 
committees, city councils and the public through a series of meetings and work 
sessions. 

Figure 2 provides an overview of the project schedule, culminating with the adoption of 
the TSOP update.  The recommendations presented in the TSOP update were 
presented in two final public meetings held in April 2009.  The recommendations have 
also been presented to Fort Collins and Loveland City Councils as part of formal Work 
Sessions and Meetings. Chapter 4 contains a more detailed list of these meetings.  The 
TSOP update is scheduled for adoption in August 2009. 
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Figure 2. Project Schedule  

 
Source:  DEA 
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2. EXISTING CONDITIONS 
 
Chapter 2 provides an overview of existing transit markets, existing and programmed 
transit services and facilities, and current marketing efforts.  It also provides an 
assessment of the existing transit system performance for Transfort and PSD.   

The Transfort system provides fixed local route and paratransit service in the City of 
Fort Collins with a connecting regional route (the FoxTrot) to Loveland.  The description 
of the system in this chapter is applicable to the Transfort system as of September 
2008.  Several near-term improvements were implemented in March 2009.  These near-
term improvements were based on preliminary recommendations made as part of this 
study and are not reflected in Chapter 2.  The near-term improvements are described in 
detail along with the proposed phased service concepts in Chapter 5.   

The existing Transfort System (as of September 2008) is described in Section 2.2.  
Several data sources were used to complete the summary and evaluation of existing 
transit services.  Data used to support this evaluation include: route schedules; operator 
run cuts and route service statistics; monthly ridership and farebox reports from July 
2007 through June 2008; and ridecheck survey data collected on April 30, 2008 (when 
CSU was in-session).  Detailed profiles of each of the existing Transfort Routes can be 
found in Appendix B.   

Transfort is administered and operated by the City of Fort Collins under the Planning, 
Development, and Transportation service unit.  The department is governed by the City 
Council which consists of six district Council members, the Mayor, and the Mayor Pro 
Tem.  Transfort currently has 27 full-time administrative staff and 61 operators. 

2.1. Existing Transit Market 

2.1.1. Fare Categories and Transfer Policy 
An overview of Transfort’s current fare structure and available special passes is 
presented in Table 1.  

Table 1. Fare Structure – Transfort (including FoxTrot) 

Fare Category Cash Fare Special Passes 

Adult – Single-ride $1.25 10-ride booklet: $9.00 

Monthly pass: $25.00 

Annual pass: $154.00 

Senior (60+), Disabled, and 
Medicare Cardholders 

$0.60 Annual: $25.00 

Youth (17 and under) FREE FREE 
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Fare Category Cash Fare Special Passes 

CSU Students (full-time) with 
CSU/Transfort pass 

FREE FREE 

Dial-A-Ride (per one-way trip) $2.50 N/A 

Source:  Transfort 

In addition to those passes identified in the above table, Transfort offers the “PassFort” 
program, which allows employers to purchase their employee’s an annual bus pass at a 
discounted rate of $50 per pass.  PassFort passes can be used on any Transfort 
service, including the FoxTrot regional route. 

All transfers between Transfort routes and FoxTrot are free of charge.  Each transfer is 
valid for one hour.  Transfers between Transfort and COLT are also free of charge. 

An inventory of ridership by fare category was conducted as part of this project to 
identify the transit user markets that are currently served by Transfort.  Figure 3 
displays the distribution of total ridership among each fare category.  Student (PSD) and 
CSU-related riders account for nearly 60% of total passengers.  Ridership on some 
routes is dominated by particular fare category riders.  For instance, Routes 2, 3, and 11 
exhibit very high use by CSU pass-holders due to the access provided between campus 
and student housing locations.  Routes 91 and 92 are nearly 100% utilized by those 
using Youth fares.  Route 9 also exhibits high youth ridership with approximately 60% of 
riders using Youth fares.   

Approximately 350,000 youth trips were paid for by the Bohemian Foundation.  The 
Bohemian Foundation has provided the City of Fort Collins a grant to subsidize the 
Youth Fare Program.  The Youth Fare Program allows youths ages 17 and younger to 
ride Transfort buses for free.  A recent on-board survey of Youth Fare riders was 
completed in January 2008 to help understand user demographics and assess the 
importance of the grant to youth 17 and under.  The survey was conducted by 
Communication Science, Inc. and the results are available in a separate report (a 
summary of the On-Board Survey of Youth Fare-Free Riders is available in Appendix 
A).   

Route 5 has the highest level of Senior/Disabled riders with nearly 33% using 
Senior/Disabled fares.  Transfort has experienced an 84% increase in use of the 
wheelchair lift buses between 2007 and 2008.  This may be correlated with the 
reduction of paratransit service coverage in select areas.  Use of the Bike-n-Ride 
program has also increased, by 41%.   

The average system-wide transfer rate on Transfort services is approximately 8%, 
although this percentage does not capture pass users (which include all CSU-related 
riders).  Routes 14 and 17, which serve the eastern-most areas of Fort Collins, were 
found to have the highest transfer rates (over 20%).  Routes 2, 3, and 11 were found to 
have the lowest transfer activity (not including Routes 91 and 92 that serve PSD). 



 
Transfort Strategic Operating Plan Update Chapter 2 – Transfort Technical Report 

Figure 3. Percentage of Ridership by Fare Category 

 
Source:  Transfort 

2.2. Existing Transit Services 
Transfort implemented several changes to routes as part of the March 2009 service 
update in response to near-term improvements that were recommended as part of this 
study. These near-term improvements are considered to be part of Phase 1 
recommendations and are outlined in Chapter 5 of this report.  The existing Transfort 
system presented in this section is consistent with operations as of September 2008, 
before the service updates were implemented.  

The Transfort system provides fixed-route service in the City of Fort Collins, with a 
connecting route (FoxTrot) to Loveland.  Over 70,000 annual revenue hours were 
provided in 2008 for fixed-route service.  An additional 25,000 revenue hours of 
paratransit service were also provided.  Service is provided Monday through Saturday 
and generally begins between 6:00 and 6:30 AM, with the last trip scheduled to depart 
between 6:30 and 7:00 PM.  Transfort operates 18 routes when CSU and PSD are in-
session and 14 routes when schools are not in-session.  Twenty-three fixed-route buses 
operate in peak service.  Two routes (Routes 3 and 11) operate only when CSU are in-
session and two routes (Route 91 and 92) provide afternoon service when PSD is in-
session.  Routes 91 and 92 are referred to as “Tripper” Routes, meaning that bus trips 
are part of regularly scheduled public transit services and are deigned to accommodate 
the needs of students and school personnel using a variety of fare collection or subsidy 
systems.  Tripper routes must be clearly marked as open to the public and may stop 
only at a regular transit stop.  Select routes also operate more frequently during the 
school year.  In addition, Transfort operates supplemental (“trailer”) trips on select 
routes when CSU is in-session to serve surges in demand during peak commute and 
student arrival/departure hours.  The existing Transfort system is shown in Figure 4. 
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Figure 4. Existing Transfort System (as of September 2008) 

 
Source: Transfort and DEA 
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As part of the 2002 TSOP process, the City of Fort Collins established a preferred 
service philosophy under which Transfort operates.  As shown in Figure 5, the Fort 
Collins City Council has formally adopted a service philosophy that focuses on 
productivity, meaning that bus routes focus on areas with higher ridership potential.  
This philosophy places less emphasis on providing transit coverage to all areas of the 
community, some of which have significantly lower demand for transit services.  This 
service philosophy was adopted as part of the 2002 TSOP, and was carried forward into 
other planning documents such as the Fort Collins Comprehensive Plan (2004) and the 
Fort Collins Transportation Master Plan (2004). 

Figure 5. Transfort Service Philosophy 

 
Source: Transfort Strategic Operating Plan, 2002 

Table 2 summarizes key service characteristics for existing Transfort local and regional 
routes (as of September 2009).  Several of these routes operate in interlined 
configurations, meaning that the same buses are used to serve two separate routes that 
have a common connection with one another.  Interlined routes include the following: 

• Routes 1 and 15 are interlined at the Downtown Transit Center (DTC). 
• Route 16 trip is interlined with a Route 6 trip at South Transit Center (STC) 

(Route 16 operates at 30-minute frequencies and Route 6 operates at 60-minute 
frequencies). 

• Routes 9 and 14 are interlined at the DTC. 
• Routes 17 and 18 are interlined at Midpoint Drive and Sharp Point Drive. 
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Table 2. Existing Routes – Service Characteristics 

Weekday Peak 
Service Frequency 

(minutes) Route 
# Route Pattern Span of Service 

CSU In-
Session

CSU Not 
In-Session 

Saturday 
Service 

Frequency 
(minutes) 

Local Services 
1 FRCC to DTC via College 6:18 AM – 7:26 PM 20 20 20 
22 Prospect/Elizabeth 

(clockwise) 
6:22 AM – 6:40 PM 30 30 30 

32 Elizabeth/Prospect 
(counter-clockwise) 

6:50 AM – 6:40 PM 30 n/a n/a 

4 LaPorte/Mulberry Loop 
(counter-clockwise) 

6:15 AM – 4:09 PM 30 30 n/a 

5 STC to DTC via Lemay 6:24 AM – 7:15 PM 60 60 60 
6 STC to CSU via Horsetooth, 

Dunbar, and Shields 
6:15 AM – 7:10 PM 60 60 60 

7 STC to CSU via Stover, 
Drake, and Centre 

6:45 AM – 6:39 PM 30 60 60 

8 DTC to CTC Loop (via 
College and Lemay) 

6:22 AM – 6:49 PM 30 30 30 

9 Vine/LaPorte (counter-
clockwise) 

6:52 AM – 6:15 PM 60 60 60 

112 Laurel/Elizabeth/Plum 6:58 AM – 6:18 PM 20 n/a n/a 
14 Lincoln/Mulberry 6:20 AM – 6:51 PM 60 60 60 
15 DTC to CSU via Meldrum 6:14 AM – 6:53 PM 20 20 20 
16 STC to Corbett & Harmony 6:20 AM – 6:41 PM 30 30 60 
17 Corbett & Harmony to 

Midpoint & Prospect 
6:45 AM – 7:36 PM 60 60 60 

18 DTC to Midpoint & Prospect 6:05 AM – 7:14 PM 60 60 60 
911 Lincoln Jr. High School 2:35 PM – 2:50 PM 1 trip n/a n/a 
921 Poudre High School 3:05 PM – 3:25 PM 1 trip n/a n/a 

Regional Services 
Fox FoxTrot – STC to Orchards 

Center 
6:17 AM – 7:11 PM 60 60 60 

Source:  Transfort 

1Routes 91 and 92 operate only when PSD schools are in-session. 
2Routes 2, 3, and 11 include “trailer” trips when CSU is in-session 
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Paratransit Dial-A-Ride service currently operates between the hours of 6:00 AM and 
11:00 PM Monday through Saturday within a specific service area.  The Dial-A-Ride 
service area is defined as ¾-mile from any fixed bus route.  Dial-A-Ride service 
provides complimentary access for individuals with disabilities that prevent them from 
riding fixed-route service in compliance with the Americans with Disabilities Act of 1990 
(ADA). 

2.3. Other Public Transportation Services and Programs 
within the Transfort Service Area 

2.3.1. SMARTTrips 
SMARTTrips is a division of the North Front Range Metropolitan Planning Organization 
(NFRMPO).  The SMARTTTrips program provides resources, information, and 
incentives to help individuals in the North Front Range to travel as often as possible by 
alternative modes.  SMARTTrip services vary by municipality, but generally include 
programs that encourage use of transit, bicycle, walking, and teleworking.  Two special 
programs are operated through SMARTTrips: 

• VanGo: This program encourages commuters with a common destination to form 
a vanpool group.  Vanpool members pay a monthly fee that covers the cost of 
the van, fuel, maintenance, and insurance.  Driving responsibility is shared and 
negotiated amongst vanpool members. 

• CarGo: SMARTTrips maintains a database of commuters traveling to and from 
the North Front Range who are looking to carpool with others. 

2.3.2. Greyhound 
Greyhound offers intercity bus service to many cities throughout the North Front Range 
including two trips from Fort Collins to downtown Denver and two return trips to Fort 
Collins.  Greyhound has one station location in Fort Collins at the Transfort Downtown 
Transit Center at 250 North Mason Street. 

2.3.3. SuperShuttle (formerly Shamrock Airport Express) 
The SuperShuttle provides hourly service between the hours of 3 AM and Midnight at 
five stops in Fort Collins: the CSU Transit Center, Marriott Hotel (350 Horsetooth), 
Holiday Inn Express (1426 Oakridge), the Courtyard Marriott (1200 Oakridge), and the 
Harmony Transfer Center/park and ride at Harmony and I-25. 

2.3.4. Seniors Alternatives IN Transportation (SAINT) 
SAINT is a non-profit agency that provides personal transportation to people 60 years 
and older, and people with disabilities that prevent them from driving.  SAINT is 
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operated by volunteers who donate their time and use of their vehicles.  Volunteers in 
Fort Collins and Loveland provided over 20,000 rides to their neighbors in 2008. 

2.3.5. Transit Services in Neighboring Cities 
Transfort operates a regional service, the FoxTrot, which provides service to Loveland.  
The City of Loveland’s transit service, COLT, provides three routes.  The NFRMPO 
provides a regional service to Loveland, Route 34-Xpress. 

2.4. Existing and Programmed Equipment and Facilities 

2.4.1. Vehicle Fleet 
Transfort owns and maintains 44 vehicles as part of its fleet.  This includes 26 standard 
40-foot transit buses, four mid-sized 35-foot transit buses and 13 paratransit vehicles.  
An overview of the vehicles in the Transfort fleet is provided in Table 3. 

Table 3. Transfort Vehicle Fleet 

Quantity Year Manufacturer Seated 
Capacity 

Standing 
Capacity 

Fuel 
Type 

Replace-
ment Year  Notes 

Fixed-Route 

6 1993 Gillig Phantom 37 28 Bio-
Diesel 2010 1 inactive 

vehicle 

1 1994 Gillig Phantom 30 20 Bio - 
Diesel 2010  

5 1997 Gillig Phantom 35 37 Bio-
Diesel 2010-2011  

4 1998 Gillig Phantom 43 26 Bio-
Diesel 2012  

6 2001 Gillig Low-
Floor 28 22 Bio-

Diesel 2014-2019  

1 2005 El Dorado 
Low-Floor 30 20 Bio-

Diesel 2017  

4 1991 Flexible 40-ft 
Bus 43 26 Bio-

Diesel 2010  

3 2008 NABI 
35LFW3510.01 37 23 CNG 2020  

1 2009 NABI 40LFW 37 23 CNG 2021  

Dial-A-Ride 

3 1999 Ford E450 12 N/A Bio-
Diesel 2006 All 3 

inactive 
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Quantity Year Manufacturer Seated 
Capacity 

Standing 
Capacity 

Fuel 
Type 

Replace-
ment Year  Notes 

6 2001 Ford E450 12 N/A Bio-
Diesel 2006 2 inactive 

vehicles 

2 2003 Ford E450 12 N/A Bio-
Diesel 2010  

2 2007 Ford Senator 
E350 14 N/A CNG 2012  

Source: Transfort 

2.4.2. Transit Centers 
Transfort has three transit centers that facilitate transfers to/from routes and bus 
layover/schedule recovery time. All routes except for Route 17 serve at least one of 
Transfort’s three transit centers.  These existing facilities are illustrated on Figure 4 and 
include the following: 

• Downtown Transit Center (DTC) – The DTC is located in downtown Fort Collins 
at the corner of Mason Street and Maple Street 

• South Transit Center (STC) – The STC is located at the Square at Foothills Mall 
• CSU Transit Center – This transit center is located on campus at the Lory 

Student Center 

The STC will be relocated to a location off of Fairway Lane as part of the Mason 
Corridor project.  Funding has been secured for the new STC as part of a grant from the 
Colorado Department of Transportation (CDOT) SB-1 Transit Funding program.  The 
relocation of the STC is described in more detail in Chapter 5. 

2.5. Existing Marketing Program 
Ridership on the Transfort system has generally reflected an upward trend over the last 
ten years.  Ridership increased 11% from 2006 and 2007 and 15% between 2007 and 
2008.  This growth can be attributed to several factors including increased and more 
targeted marketing efforts.   

Bus schedules are currently updated and produced twice a year.  They are distributed 
to approximately 30 key locations around the city on a monthly basis.  Marketing 
surveys have indicated that distribution of bus schedules is the most effective way to 
inform people about local bus service.  There are three primary ways in which 
distribution occurs.  Schedules are delivered to businesses and high-density residential 
complexes located along all 18 bus routes.  Temporary employees are hired to travel 
with bus operators to pick up any old schedules and deliver new ones.  In addition, 
letters are mailed to approximately 3,000 businesses to notify them that new bus 
schedules are available.  Businesses are encouraged to request schedules from 
Transfort if they are interested.  Schedules can also be requested by phone.   
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Transfort marketing has used traditional and non-traditional strategies to promote 
ridership among CSU students.  All full-time fee-paying CSU students are eligible to 
receive annual bus passes.  Transfort encourages use of these passes by emphasizing 
the convenience of riding the bus and the financial savings in gasoline and parking 
costs.  Transfort staff is especially active in building awareness of Transfort during early 
fall semester at events that include the Resident Assistant Resource Fair, 
Ramapalooza, and the freshman dorm check-in.   

Transfort also targets employee-based programs to bolster ridership.  The PassFort, 
CSU PassFort, and Test Ride Transfort passes are advertised as a way to save money, 
as well as a way to support ClimateWise initiatives and reduce the environmental 
impacts associated with personal vehicle use.  Transfort also participates in joint 
business community events with ClimateWise to increase awareness of transit benefits 
for employees and the community.  Transfort also emphasizes that its system is a 
reliable travel mode, thus providing a more dependable workforce.   

2.6. Assessment of Existing Transit System Performance 
As shown in Figure 6, Transfort ridership continues to increase each year.  Nearly 1.9 
million riders were served between January 1, 2008 and December 31, 2008 on its 
fixed-route system.  Ridership is expected to continue to grow as demand for alternative 
modes increases.  An assessment of existing Transfort services and facilities is outlined 
in this section. 
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Figure 6. Transfort Annual Ridership (Total Passenger Trips), 1998-2008 

 
Source: Transfort 

2.6.1. Route and System Productivity 
The productivity and effectiveness of the existing Transfort system was assessed in 
order to identify service efficiencies and potential areas for improvements within the 
system.  Several methods of analysis were employed.  Annual ridership was evaluated 
on the system and route levels.  Productivity measures were then developed and 
applied to the route level and overall system in order to assess the effectiveness of 
each route.  Finally, ridership information by stop was summarized based on a 
ridecheck survey conducted in April 2008.  Taken together, this information provides the 
basis for several conclusions and recommendations for the TSOP update. 

From July 2007 to June 2008, Transfort recorded an average of approximately 5,300 
trips every day.  Transfort ridership varies significantly depending on whether or not 
CSU is in-session.  On average, weekday ridership is 73% higher when CSU is in-
session than when it is out of session.  As a result, Transfort’s lowest ridership months 
are June and July.  The highest ridership months, in descending order, are February, 
April, September, October, March and November. 

A summary of key operational statistics and productivity measures for each route and 
for the system is provided for weekdays in Table 4 and for Saturday in Table 5.  Daily 
service hours, daily service miles, and average daily boardings are reported in order to 
give a sense for the magnitude of service provided by each route.  Three measures of 
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service productivity are also included in the table.  Riders per hour, riders per mile, and 
riders per trip are reported in order to indicate the relative productivity of each route.  
These key measures were analyzed separately for the months in which CSU is in-
session and the months in which CSU is not in-session.  Productivity measures were 
not developed for Routes 91 and 92 since theses routes operate only one trip per day.  
Route level ridership is also shown in Figures 7 and 8.  Comprehensive route profiles 
that describe existing Transfort routes can be found in Appendix B. 

Several conclusions can be drawn from the assessment of route productivity measures.  
The following issues were taken into consideration as part of the TSOP update 
proposed service concept development process. 

• Routes 11 and 1 have the highest overall weekday ridership.  Both carry an 
average of over 1,000 riders daily when in-service.  Route 11 only operates when 
CSU is in-session.   

• Route 1 has the highest weekday ridership when CSU is not in-session, with an 
average of over 1,000 riders daily.  Routes 8 and 2 have the next highest 
ridership and carry just fewer than 400 riders per average weekday. 

• Routes 4 and 17 have the lowest weekday ridership whether or not CSU is in-
session (excluding Routes 91 and 92 which provide one trip per day to Lincoln 
Junior High school and Poudre High School respectively). 

• When CSU is in-session, Route 11 demonstrates the best weekday performance 
across all three measures (riders per hour, riders per mile, and riders per trip).  
Routes 2, 3, and 6 are the next highest performing routes on weekdays for all 
three measures. 

• When CSU is not in-session, Routes 8, 2, and FoxTrot have the highest weekday 
riders per hour.  Routes 15, 8, and 2 have the highest number of riders per mile, 
and Routes 2, 8, and 1 have the highest number of riders per trip. 

• Routes 4 and 17 are consistently the lowest performing routes on weekdays, 
whether or not CSU was in-session.  These routes demonstrate the lowest 
indicators across all three performance measures.  Other low performing routes 
include Route 15 (low number of riders per trip), 16 (low across all three 
measures) and 18 (low number of riders per mile).   

• Routes 1, 8, and FoxTrot have the highest Saturday ridership whether or not 
CSU is in-session.  Route 1 carries nearly 800 average Saturday riders and 
Route 8 and FoxTrot carry over 250 average Saturday riders. 

• Routes 17 and 9 have the lowest Saturday ridership whether or not CSU is in-
session.  Route 17 carries an average of 60 riders and Route 9 carries just over 
100 riders on Saturdays when CSU is in-session  

• On Saturdays when CSU is in-session, Route 3 demonstrates the best weekday 
performance in all three measures.  Other consistently high performing routes 
include Route 8 (high in all three measures, Route 2 (high riders per hour and 
riders per trip), and Route 15 (high riders per mile and riders per trip). 
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• On Saturdays when CSU is not in-session, Routes 8 and 14 demonstrate high 
riders per hour, Routes 15 and 1 demonstrate high riders per mile, and Routes 1 
and 6 demonstrate high riders per trip.   

• Route 17 is consistently the lowest performing route on Saturdays, whether or 
not CSU is in-session.  Other low performing routes when CSU is in-session 
include Route 16 (low in all three performance measures), Route 7 (low riders 
per hour and riders per mile), Route 15 (low riders per trip), and Route 18 (low 
riders per mile).  Low performing routes on Saturdays when CSU is not in-
session include Route 7 (low riders per hour and riders per mile), Route 15 (low 
riders per trip), and Route 18 (low in all three measures). 
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Table 4. Key Productivity Measures for Existing System – Weekday 

Daily Service 
Hours 

Daily Service 
Miles 

Average Daily 
Boardings Riders per hour Riders per mile Riders per trip 

R
ou

te
 #

 

CSU In-
Session 

CSU 
Out of 
Session 

CSU In-
Session 

CSU 
Out of 
Session

CSU In-
Session

CSU 
Out of 
Session 

CSU In-
Session 

CSU 
Out of 
Session

CSU In-
Session 

CSU 
Out of 
Session

CSU In-
Session 

CSU Out 
of 
Session 

1 46.6 46.6 490 490 1,071 1,028 23 22.1 2.2 2.1 14.3 13.7 

22 14.6 12.3 184.3 161.9 794 375 55.2 30.5 4.3 2.3 27.7 15.0 

32 11. 8 na 153.6 na 754 na 63.7 na 4.9 na 26.9 na 

4 7.8 7.8 79.8 79.8 138 42 17.7 5.4 1.7 0.5 6.9 2.1 

5 12.4 12.4 148.1 148.1 272 271 21.9 21.8 1.8 1.8 10.9 10.8 

6 13.0 12.9 197.9 185.9 571 331 43.2 25.6 3.0 1.8 22.8 13.2 

7 23.8 11.9 264.7 132.4 417 152 18.2 13.3 1.6 1.2 9.5 6.9 

8 12.5 12.5 153 153 410 385 33.0 30.9 2.7 2.5 15.2 14.3 

9 5.6 5.6 84.1 84.1 238 136 42.5 24.4 2.8 1.6 19.8 11.4 

112 14.5 na 105.0 na 1,380 na 95.4 na 13.1 na 30.0 na 

14 6.9 6.9 115.4 115.4 191 186 27.6 26.8 1.7 1.6 7.3 7.1 

15 16.5 16.5 104.9 104.9 411 367 24.9 22.3 3.9 3.5 5.4 4.8 

16 23.2 23.2 238.1 238.1 292 254 12.6 11.0 1.2 1.1 5.8 5.1 

17 12.2 12.2 167.8 167.8 93 101 7.6 8.2 0.6 0.6 3.6 3.9 

18 11.5 11.5 142.7 142.7 216 190 18.8 16.5 1.5 1.3 8.3 7.3 

911 0.3 na 3.6 na Not calculated 

921 0.5 na 4.7 na Not calculated 

Fox-
Trot 12.8 12.8 218.7 218.7 321 371 25.1 29.0 1.5 1.7 12.4 14.3 
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Daily Service 
Hours 

Daily Service 
Miles 

Average Daily 
Boardings Riders per hour Riders per mile Riders per trip 

R
ou

te
 #

 

CSU In-
Session 

CSU 
Out of 
Session 

CSU In-
Session 

CSU 
Out of 
Session

CSU In-
Session

CSU 
Out of 
Session 

CSU In-
Session 

CSU 
Out of 
Session

CSU In-
Session 

CSU 
Out of 
Session

CSU In-
Session 

CSU Out 
of 
Session 

Sy
st

em
-

w
id

e 

246.5 205.1 2,856.4 2,422.8 7,456 4,199 33.1 20.6 3.0 1.7 14. 2 9.3 

Source:  Connetics Transportation Group 

1Routes 91 and 92 operate only when PSD schools are in-session. 
2Routes 2, 3, and 11 include “trailer” trips when CSU is in-session 
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Table 5. Key Productivity Measures for Existing System – Saturday  

Daily Service 
Hours 

Daily Service 
Miles Average Daily 

Boardings Riders per hour Riders per mile Riders per trip 

R
ou

te
 #

 

CSU In-
Session 

CSU 
Out of 

Session 
CSU In-
Session 

CSU 
Out of 

Session
CSU In-
Session

CSU 
Out of 

Session
CSU In-
Session

CSU 
Out of 

Session
CSU In-
Session

CSU 
Out of 

Session
CSU In-
Session

CSU 
Out of 

Session 
1 46.6 46.6 490 490 799 772 17.1 16.6 1.6 1.6 10.6 10.3 

22 12.3 12.3 161.9 161.9 275 199 22.3 16.2 1.7 1.2 11.0 8.0 

32 na na na na na na na na na na na na 

4 na na na na na na na na na na na na 

5 12.4 12.4 148.1 148.1 172 180 13.9 14.5 1.2 1.2 6.9 7.2 

6 12.9 12.9 185.9 185.9 228 223 17.6 17.3 1.2 1.2 9.1 8.9 

7 11.9 11.9 132.4 132.4 133 110 11.2 9.3 1.0 0.8 5.8 4.8 

8 12.5 12.5 153 153 297 234 23.8 18.8 1.9 1.5 11.0 8.7 

9 5.6 5.6 84.1 84.1 113 80 20.1 14.3 1.3 1.0 9.4 6.7 

112 na na na na na na na na na na na na 

14 6.9 6.9 115.4 115.4 151 128 21.8 18.6 1.3 1.1 5.8 4.9 

15 16.5 16.5 104.9 104.9 151 128 16.2 12.4 2.5 1.9 3.5 2.7 

16 11.3 11.3 121.8 121.8 117 119 10.3 10.5 1.0 1.0 4.7 4.8 

17 12.2 12.2 167.8 167.8 60 47 4.9 3.8 0.4 0.3 2.3 1.8 

18 11.5 11.5 142.7 142.7 138 108 12.0 9.4 1.0 0.8 5.3 4.1 

911 na na na na Not calculated 

921 na na na na Not calculated 
Fox-
Trot 12.8 12.8 218.7 218.7 255 227 19.9 17.7 1.2 1.0 9.8 8.7 
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Daily Service 
Hours 

Daily Service 
Miles Average Daily 

Boardings Riders per hour Riders per mile Riders per trip 

R
ou

te
 #

 

CSU In-
Session 

CSU 
Out of 

Session 
CSU In-
Session 

CSU 
Out of 

Session
CSU In-
Session

CSU 
Out of 

Session
CSU In-
Session

CSU 
Out of 

Session
CSU In-
Session

CSU 
Out of 

Session
CSU In-
Session

CSU 
Out of 

Session 

Sy
st

em
-

w
id

e 

185.4 185.4 1,736.6 2,226.6 3,004 2,632 16.3 13.8 1.3 1.1 7.3 6.3 

Source:  Connetics Transportation Group 

1Routes 91 and 92 operate only when PSD schools are in-session. 
2Routes 2, 3, and 11 include “trailer” trips when CSU is in-session 
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Figure 7. Average Daily Ridership by Route – CSU In-Session 
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Figure 8. Average Daily Ridership by Route – CSU Not In-Session 
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1  Route only operates when CSU is in-session 
2  Route only operates when PSD schools are in-session 
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2.6.2. Stop-Level Productivity 
Figure 9 depicts weekday ridership activity (boardings and alightings) at Transfort 
stops.  This data was obtained from a ridecheck survey conducted in April 2008.  This 
survey indicated that the three transit centers generate the most activity of all stops in 
the Transfort system, together accounting for 44% of all weekday ridership activity.  The 
CSU Transit Center generated 24% of all stop activity, DTC generated 12% and STC 
generated 8%.  Table 6 outlines weekday ridership at the 10 non-transit center stops 
with the highest ridership activity.  The ridecheck indicated that the highest ridership 
activity experienced at non-transit center stops occurred at stops located throughout the 
residential areas west of CSU.  Other high activity stops are located at the Orchards 
Shopping Center, Front Range Community College (FRCC), College Avenue at Laurel 
and Mulberry, Midpoint Drive at Prospect Parkway, Poudre High School Lincoln Jr. High 
School, and Rocky Mountain High School.  The ridecheck survey also indicated that 14 
transit stops generated no ridership activity on the survey day, and that 110 stops (26%) 
had less than 5 boardings or alightings.   

Table 6. Weekday Ridership at Top 10 Transit Stops 

Transit Stop Weekday Activity  
Boardings & Alightings 

Constitution & Elizabeth 414 

Ram’s Village West 358 

Elizabeth & Taft Hill 306 

City Park & Plum 246 

Orchards Shopping Center 232 

Front Range Community College 
(two stops) 

188 

Elizabeth & City Park 137 

Elizabeth & Overland 129 

Ram’s Village East 128 

Elizabeth & Ram’s Point 127 

Source:  Connetics Transportation Group 
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Figure 9. Weekday Ridership Activity by Stop 

 
Source:  Connetics Transportation Group 
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2.7. Summary 
The technical analysis of the existing Transfort system was integral in the development 
of the TSOP update recommendations.  Another key input into the TSOP update 
process was information gathered from Transfort bus operators, as well as PSD 
principals.  Input from bus operators was vital to the service concept development 
process.  PSD principals were able to provide input that was helpful in developing 
service concepts to appropriately serve PSD high schools. 

The productivity and effectiveness of the existing routes were considered in an effort to 
identify those routes which are most efficient, those that are underperforming, and 
routes which are not able to accommodate high demand.  The physical alignment of 
existing routes was also evaluated to identify routes which are too circuitous in nature, 
or are not serving key transit markets.  A summary of key issues related to the existing 
system is presented below.  

• CSU accounts for over one-third of Transfort’s total riders.  Total system ridership 
increases by 73% when CSU is in-session. The TSOP update considered this 
fact by bolstering service between CSU and key student trip generators. 

• Existing Transfort Routes 2, 3, and 11 are all high-performing routes that operate 
using “trailer” trips during high demand periods.  The TSOP update process 
evaluated whether trailer trips are the most effective means of addresses high 
demand and considered alternate strategies. 

• Transfort services currently operate under a limited service span and lower 30- 
and 60-minute frequencies.  The TSOP update evaluated the limitations of the 
current service characteristics and provides recommendations for the 
introduction of early and late evening service, limited Sunday service, and 
improved service frequencies. 

• Existing Transfort Routes 4, 16, and 17 have the lowest productivity of all 
Transfort routes.  Improvements to these routes have been evaluated in the 
TSOP update in order to improve productivity.   

• Approximately 110 Transfort stops showed very low ridership activity (five 
boardings or alightings or less).  Several Loveland stops also exhibited low 
transit use.  This information was used in the TSOP update to guide the 
reconfiguration of underperforming routes. 

The project team met with Transfort bus drivers in August 2008 in order to obtain input 
on current efficiencies, inefficiencies and shortcomings in the system.  This input was 
integrated into the TSOP update process and considered in the development of the 
TSOP update recommendations.  Many of the driver recommendations were also 
implemented as part of the March 2009 Near-Term Improvements (see Chapter 5 for an 
explanation of these improvements).  A summary of the input received from these 
interviews includes: 
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• Better connections between routes, improved service frequency, and potential 
improvements to route alignments are needed in order to increase effectiveness.  
These comments were integrated into the TSOP update.   

• Route 6 operates at service frequencies that are inadequate to meet demand for 
the route and it frequently has problems with on-time performance.  The TSOP 
update addresses both of these issues by reconfiguring existing Route 6. 

• Problems related to the interlining of Routes 9 and 14 exist.  There is not 
adequate schedule recovery time built into the schedule.  This issue is integrated 
into the TSOP update recommendations. 

• The FoxTrot has issues with on-time performance due to congestion and off-line 
route deviations.  This is problematic since many riders transfer from the FoxTrot 
to other Transfort and Loveland routes at the STC and Orchards Shopping 
Center respectively.  Since the FoxTrot operates at 60-minute frequencies, riders 
are forced to wait an hour when missing a connection.  This issue is addressed in 
the TSOP update. 

The project team also met with Poudre School District (PSD) principles in Fall 2008 in 
order to gain perspective on how Transfort could meet PSD markets and needs.  This 
input was integrated into the TSOP update process, and was used in the development 
of service concept recommendations.  A summary of PSD principal comments is 
provided below. 

• There will be significant transportation impact when 9th graders begin attending 
high schools in Fall 2009.  Approximately 1,800 9th grade students will attend 
PSD high schools. 

• There is a need for student transport outside of the home-to-school and school-
to-home travel, including after school activities, field trips, and travel to CSU and 
Front Range Community College (FRCC) for special classes.   

• More direct service between PSD schools, CSU, and FRCC is desired. 
• Improved coordination between Transfort operating schedules and high school 

start and end times is needed. 
• The possibility of selling Transfort passes at high schools should be explored 

further. 

2.8. Poudre School District (PSD) 
PSD serves approximately 24,000 students in 50 schools.  School bus transportation 
and Transfort service combine to meet the needs of students attending the four PSD 
high schools: Poudre High School, Rocky Mountain High School, Fort Collins High 
School, and Fossil Ridge High School.  PSD has partnered in this study in order to 
identify opportunities to enhance and promote Transfort services to these four high 
schools.  This section outlines existing characteristics of PSD high schools and the 
school bus transportation system, existing Transfort services that provide access for 
PSD high school students and an assessment of those existing Transfort services.   
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2.8.1. Existing PSD High School Characteristics and School Bus 
Transportation 

Over 5,500 students currently attend the four PSD high schools.  An estimated 1,800 
additional students will be attending the four high schools in fall 2009, when 9th graders 
will be shifted from junior high schools and integrated into the high schools.  These 
students, who are too young to drive, will place additional demands on PSD 
transportation services.  

Approximately 50% of PSD high school students are currently eligible for school bus 
service.  Students who are eligible for school bus service must live within the defined 
attendance boundary for that school and must live outside of the defined walk boundary.  
The defined walk boundary is approximately 2.0-miles from the school, but could be 
expanded to reach 2.5-miles from the school in the 2009 school year.  The possible 
expansion of PSD walk boundaries is discussed in Chapter 5.  Students who attend a 
school in which they do not live within the attendance boundary are considered “choice” 
students.  Choice students are not eligible for school bus service.  Table 7 provides an 
overview of the school bus eligibility of PSD high school students. 

PSD school bus transportation provides 2.1 million-miles and 203,000 hours of service 
at a cost of approximately $7.2 million per year.  The estimated cost per service hour is 
approximately $35.  School bus ridership is not tracked in the same manner as public 
transit service, so there is no way to evaluate productivity measures such as riders per 
bus-hours, riders per bus-mile, and riders per trip. 

Table 7. School Bus Eligibility of PSD High School Students 

High School 
Total 

Student 
Addresses1 

# of Students 
within Current 
Walk Boundary 

# of Students 
Eligible for 
Bussing2 

# of Choice Students 
Not Eligible for 

Bussing 

Poudre 1,721 204 550 967 

Rocky Mountain 1,697 751 565 381 

Fort Collins 1,160 520 197 443 

Fossil Ridge 1,210 239 497 474 

Total 5,788 1,714 1,809 2,265 

Source:  DEA 

1 Total Student Addresses are reported for the 2007-2008 school year.  These values do not reflect actual school attendance since 
not all student addresses are known. 
2 Students are eligible for bussing if they live within the school's attendance boundary and are outside of the designated 2.0 mile 
walk boundary 
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2.8.2. Existing Transfort Service to PSD High Schools 
Transfort routes are generally not specifically dedicated or oriented to the high schools, 
except for Routes 91 and 92, which provide one trip each in the afternoon from Lincoln 
Jr. High and Poudre High schools respectively.  However, these routes are still available 
to the general public.  Table 8 provides an overview of Transfort routes that serve PSD 
high schools. 

Table 8. Transfort Routes that Serve PSD High Schools 

High School Route Description 
Weekday 

Frequency 
(minutes) 

4 One-way loop on Loomis, LaPorte, Taft Hill, 
Mulberry, and Laurel to CSU Transit Center 30 

9 One-way loop primarily on LaPorte and Vine 
between DTC and Overland Trail 60 Poudre High 

School 

92 Afternoon service oriented to Poudre High 
School One trip 

6 
North-south on Shields, Stuart, Taft Hill, Drake, 
Dunbar and Horsetooth, connecting CSU and 
South Transit Centers 

60 Rocky 
Mountain 
High School 

7 North-south on Center, Drake, and Stover, 
connecting CSU and South Transit Centers 60 

Fort Collins 
High School 17 North-south, primarily on Timberline 60 

16 Between STC and Fossil Ridge High School 30 Fossil Ridge 
High School 17 North-south primarily on Timberline 60 

Source:  RAE Consultants, Inc. 

2.8.3. Assessment of Existing Transfort Service to PSD High 
Schools 

PSD high school students generate several types of transit trips.  The peak period for 
home-to-school transportation to high schools falls between the hours of 5:50 AM and 
7:30 AM.  This student peak overlaps with Transfort’s morning peak hours.  Therefore, 
Transfort vehicles are not available to provide additional high school oriented service.  
The peak period for school-to-home trips from high schools is between the hours of 3:10 
PM and 5:00 PM.  There is some opportunity to operate additional high school oriented 
service since this time period does not overlap to the same degree with Transfort’s 
afternoon/evening peak.  Other common PSD student trips include after school trips 
related to sports and other special events, as well as travel to CSU and Front Range 
Community College for advanced and/or specialized classes. 

August 2009 
 32



 
Transfort Strategic Operating Plan Update  Chapter 2 – Transfort Technical Report 

An assessment of the effectiveness of Transfort routes serving PSD high schools 
follows.   

Poudre High School 
• Routes 4, 9, and 92 provide good coverage in the neighborhood immediately 

surrounding this school. 
• Much of the Poudre High School attendance boundary is outside of the Transfort 

service area, limiting the extent to which Transfort is able to provide service to 
the school.   

• Route 4 was eliminated as part of system changes that occurred in March 2009 
based on preliminary recommendations from this study (Chapter 5 contains a 
detailed overview of these March 2009 changes).  Although the March 2009 
changes improved access to PSD schools overall, the elimination of Route 4 did 
reduce some service coverage related to Poudre High School to/from areas 
directly southeast of the school. 

Rocky Mountain High School 
• Routes 6 and 7 serve Rocky Mountain High School indirectly.  Route 6 operates 

within a few blocks of the school, but operates on a 60-minute frequency.  
Accessing Route 7 requires a considerable walk. 

• Transfort routes provide good area coverage in the neighborhood immediately 
surrounding this school, but only Route 6 comes close to the high school.   

• The route changes implemented in March 2009 resulted in the establishment of a 
new route, Route 19, which provides significantly improved service to Rocky 
Mountain High School. 

Fort Collins High School 
• One route, Route 17, serves this school.  It operates on a 60-minute frequency 

and does not serve most of the areas where Fort Collins HS students live. 

Fossil Ridge High School 
• Routes 16 and 17 provide service near this school.  Route 16 has stops near the 

school and operates on a 30-minute frequency.  However, this route only serves 
the northwest side of the high school attendance boundary.  Route 17 stops 
within a few blocks of the school, but does not serve the attendance boundary.   

• Fossil Ridge serves a more affluent area where many high school students have 
access to private vehicles. 

Figure 10 provides an illustration of the coverage that Transfort services provide in 
relationship to high school attendance boundaries, current walk boundaries and student 
home locations.  The figure illustrates the degree to which Transfort public transit 
service provides access to student addresses within one half mile of existing routes.  
This is considered to be the general limits of a reasonable walk distance to reach a 
transit stop. 
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Figure 10. Transfort Coverage within ½-Mile of Existing Transfort Routes (Current 
Walk Boundaries) 

 
Source:  DEA 
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3. DEMOGRAPHICS AND COMMUNITY 
PROFILE 

3.1. Community Profile 
Fort Collins is located 65 miles north of Denver on the banks of the Cache La Poudre 
River along the North Front Range and is home to approximately 137,000 individuals  
The city was incorporated in 1873, although much of its development did not occur until 
the 20th century.  Fort Collins is home to Colorado’s second largest university, Colorado 
State University, with more than 21,000 students.  The greatest concentration of 
commercial activity in Fort Collins is located downtown, also referred to as “Old Town.”  
Other major attractions include a number of breweries just east of Old Town, Foothills 
Mall, and numerous outdoor and recreational activities.  Fort Collins is also known for its 
proximity to the Rocky Mountains, including Rocky Mountain National Park. 

3.2. Land Use Density 
Land use densities can have a significant impact on the productivity and effectiveness 
of transit services.  Three land use density characteristics (population density, 
employment density, and combined population and employment density) were 
considered for the year 2005 and a future forecast year (2035).  This data is collected 
and forecasted by the North Front Range Metropolitan Planning Organization 
(NFRMPO).  Figures 11 through 16 illustrate population densities, employment 
densities and combined population and employment densities, respectively, for Traffic 
Analysis Zones (TAZs) in the Fort Collins area.  Density is defined as the number of 
persons (residents and/or employees) per acre.   

As illustrated in Figure 11, the 2005 population density in Fort Collins is concentrated in 
the residential areas in downtown Fort Collins, as well as the areas west of CSU.  By 
2035, population density is projected to increase in these same areas, as well as in the 
vicinity of Mountain Vista and Timberline, which is programmed for mixed land uses and 
higher densities.  As illustrated in Figure 13, the 2005 employment density in Fort 
Collins is concentrated in downtown Fort Collins, particularly “old town,” on the CSU 
campus, and along College Avenue and the Mason Corridor. By 2035, employment 
density is projected to intensify in these same areas, as well as in the vicinity of 
Mountain Vista and Timberline.  As illustrated in Figure 15, the 2005 combined 
population and employment density in Fort Collins is concentrated in the older 
established portions of Fort Collins, with less density in the southern portion of town.  As 
already noted, the Mountain Vista area is projected to increase significantly in combined 
density by 2035.  Other portions of Fort Collins are also projected to intensify in density. 
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Figure 11. Fort Collins 2005 Population Density by TAZ 

Source: North Front Range Metropolitan Planning Organization, 2009 
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Figure 12. Fort Collins 2035 Population Density by TAZ 

Source: North Front Range Metropolitan Planning Organization, 2009 
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Figure 13. Fort Collins 2005 Employment Density by TAZ 

Source: North Front Range Metropolitan Planning Organization, 2009 
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Figure 14. Fort Collins 2035 Employment Density by TAZ 

Source: North Front Range Metropolitan Planning Organization, 2009 
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Figure 15. Fort Collins 2005 Combined Land Use Density by TAZ 

Source: North Front Range Metropolitan Planning Organization, 2009 
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Figure 16. Fort Collins 2035 Combined Land Use Density by TAZ 

Source: North Front Range Metropolitan Planning Organization, 2009 
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3.3. Demographic Information 
Demographic information, particularly data that reflects transit dependency, can also 
indicate the potential productivity of transit services.  Transit dependent populations 
often include students, individuals who are not able to drive, or persons that do not have 
the economic means to own a vehicle.  The most recent and reliable data available is 
from the United States Census completed in 2000.  The 2000 Census reports data 
collected in 1999.  An analysis of demographic information for Fort Collins was 
undertaken in the 2002 TSOP.  Figures 17 through 20 are incorporated directly from 
that plan and illustrate the density of students, seniors, and youth, along with median 
household income for Census Block Groups in Fort Collins.   

Predictably, the highest density of students live near the CSU campus, as illustrated in 
Figure 17.  Figure 18 indicates that individuals ages 17 and younger are most 
concentrated south and west of downtown Fort Collins.  The density of individuals over 
the age of 60 years is also concentrated in and around downtown Fort Collins (as 
shown in Figure 19).  When reviewing median household income characteristics (see 
Figure 20), lower income households are somewhat concentrated in central Fort Collins 
with higher income households in the perimeter areas.  These demographic 
characteristics indicate that transit dependent populations are more focused in the 
central areas of the City of Fort Collins, but these markets are also distributed 
throughout the outlying areas.  Demographic information was incorporated into the 
service concept development process. 
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Figure 17. Fort Collins Student Density (2000)  Figure 18. Fort Collins 1999 Youth Population 
Density (17 Years and Younger) 

 

August 2009 
 44  

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
Source: Transfort Strategic Operating Plan, 2002 
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Figure 19. Fort Collins 1999 Senior Population 
Density (60 Years and Older)  

Figure 20. Fort Collins Median Household Income 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Source: Transfort Strategic Operating Plan, 2002 
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3.4. Traffic Conditions 
The roadway network in the most established portion of Fort Collins typically functions 
as a grid network with major arterials approximately every one-mile.  The more recently 
developed portions of Fort Collins tend to contain circuitous routes that are more difficult 
for transit operations.  Figures 21 and 22 use colors to illustrate estimated traffic level 
of service (LOS) and line widths to indicate the magnitude of volume.  The LOS 
categories range from A to F, with LOS A indicating free flow or uncongested 
conditions, and LOS F indicating highly congested traffic operations where volumes are 
near roadway capacity and significant delays occur. 

Current and projected traffic conditions were considered in the service concept 
development process in an effort to identify appropriate roadways for transit service and 
alternative modes of travel.  As shown in Figure 21, the most congested portions of 
roadway (as of 2005) are along Harmony Rd near Shields, College, and Timberline, and 
along College near Harmony and near the CSU campus.  Congestion and traffic 
volumes are projected to increase significantly by 2035, as shown in Figure 22.  The 
most congested areas are expected to be found along College, both near 
CSU/downtown and south of Carpenter.  Portions of Harmony are also expected to 
experience high volumes and congestion, particularly just east of College.  Prospect is 
expected to experience increased congestion as well.   
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Figure 21. Congestion and Traffic Volumes in Fort Collins (2005) 

Source: North Front Range Metropolitan Planning Organization, 2009 
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Figure 22. Projected Congestion and Traffic Volumes in Fort Collins (2035) 

Source: North Front Range Metropolitan Planning Organization, 2009 
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3.5. Related Plans and Studies 
Several key city plans were reviewed and considered in the TSOP update process.  
Community visions and goals, as expressed in these plans, helped to drive the 
development of TSOP update Goals and Objectives and inform the development of 
future transit concepts.  Relevant plans are briefly summarized in Appendix A, and 
their relationship to the TSOP update process is noted.   

The TSOP update process worked to coordinate with several other projects and studies 
relevant to the Transfort service area.  The Mason Corridor BRT project represents a 
very large transit investment for Transfort and was particularly important in the 
development of the TSOP update recommendations.  Other relevant projects and 
studies that were considered are also described.  These include: 

• Transfort Strategic Operating Plan (2002) 
• City Plan: Fort Collins Comprehensive Plan (1997, updated 2004) 
• Fort Collins Transportation Master Plan (2004) 
• City of Fort Collins Master Street Plan (1981, updated 2007) 
• Fort Collins Climate Action Plan (2008) 
• North I-25 Draft Environmental Impact Statement 
• Downtown River District Streetscape Improvement Project & Downtown 

Circulator Concept 
• Transfort Bus Rider Survey (2008) 
• On-Board Survey of Youth Fare-Free Riders (2009)  
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4. PUBLIC INVOLVEMENT AND STAKEHOLDER 
COORDINATION 

4.1. Public Involvement Process 
In an effort to gain current perspectives and needs regarding transit services in Fort 
Collins, input was gathered from the community at a series of public meetings.  Key 
public outreach activities that have been conducted for the Transit Strategic Plan (TSOP 
update) study include: 

TSOP Update Public Open House Forums in Fort Collins 
• Public Meeting #1 – July 31, 2008 
• Public Meeting #2 – December 17, 2008 
• Public Meeting #3 – April 9, 2009 
 

Poudre School District Forums 
• High School Principle Interviews – June 24, 2008 
• Fort Collins High School Open House – August 21, 2008 
• Poudre High School Open House – August 27, 2008 
• Rocky Mountain High School Open House – September 10, 2008 
• Fossil Ridge High School Open House – September 24, 2008 
 

Input was also received by email, phone and postal mail.  Information and results from 
the 2008 Transfort Bus Rider Survey and the Community for Sustainable Energy 
(CFORSE) surveys were referenced to acknowledge other information contributed from 
the public, and to compare issues, concerns and recommendations. 

Stakeholder Briefings/Interviews 
Transfort and City staff held over 30 stakeholder meetings to gather input on issues, 
concerns and benefits related to the current transit services.  A list of these meetings 
can be found in Appendix C. 

4.2. Council Briefings and Presentations  
Project updates were provided to the Fort Collins City Council as follows: 

• July 11, 2008 status update memo to Council 
• October 30, 2008 status update memo to Council 
• Fort Collins City Council Work Session – February 10, 2009 
• Fort Collins City Council Work Session – May 12, 2009 
• Fort Collins City Council Regular Session – August 18, 2009 
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4.3. Summary of Comments and Issues 
Based on input received and previous studies, public comments for the TSOP update 
study have been organized by topics, including general feedback, service coverage, 
service design, bus frequency and hours of operation, and methods to encourage 
ridership.  Comments were also organized by their relationship to local service, Poudre 
School District and regional service where applicable. Specific public comments 
received can be found in Appendix D. 

4.3.1. General Feedback 
The current Transfort system seems to generally meet the needs of riders who live 
along the routes and students who attend public schools, including passengers to/from 
Colorado State University (CSU).  Bus operators were acknowledged as being helpful 
and professional, and for making efforts to keep an on-time schedule. Feedback 
regarding each service type is provided below. 

Local Service 
• Route 1 (College Avenue service to CSU campus) is a valuable service. 
• Downtown and CSU Transit Centers are clean and safe.  
• The accommodation of bicycles on buses is important and becoming more 

popular. Provide more capacity for bikes on buses and bike racks at transit 
facilities. 

• Many benches and shelters are difficult to access, especially in snow.   

Poudre School District 
• PSD transportation serves the students well, but more efficiency and 

collaboration between Transfort and PSD is needed.  
• Transfort routes seem to do a reasonable job serving many schools.  
• The current collaboration between Transfort and the Poudre School District as 

part of this planning effort is well recognized. 

Regional Service 
• FoxTrot is a very valuable and needed service. 
• The regional focus for the study and efforts regarding collaboration between Fort 

Collins and Loveland transit agencies is supported. 

4.3.2. Comments on Service Coverage 

Many comments provided by the community state that good transit coverage is provided 
for most areas within the study area.  However, some comments indicate that other 
areas within Fort Collins and regional areas are in need of expanded transit service.  A 
general suggestion was to provide a maximum half-mile walk distance to a route and 
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connect to the perpendicular direction at every major intersection. Specific comments 
regarding service coverage are listed below. 

Local Service 
Suggested areas of new coverage include: 

• The west side of Fort Collins except for areas closest to campus, south Fort 
Collins area (Shields and Trilby Road; Lemay and Trilby Road), and northern 
areas (Highway 1, Douglas Road, Anheuser Busch, north Shields Street). 

• Along primary east-west and north-south streets (Overland, Shields, Laporte, 
Mulberry, etc.). 

• Service along Harmony which does not require changing buses to access Front 
Range Community College (FRCC), and allow people to get between the Mason 
Corridor and I-25 for car pooling. 

• Lower income ,(e.g. Bull Run) and senior service housing complexes plus 
medical facilities (e.g. Center for Orthopedic Rehabilitation and Exercise). 

Suggested extensions of current services include: 

• Route 17 along Timberline to also serve Horsetooth, Ziegler, and Harmony. 
Provide service on Harmony to Hewlett Packard gate. 

• Expand Mason Corridor further north and connect south end of Mason Corridor 
to old Wal-Mart at Harmony. 

• Route 8 to Riverside Drive between Lemay and Prospect (high density area). 

Poudre School District 
• Transporting children and youth to/from non-school hour activities, filling a gap in 

our community where they're supervised and kept safe. 
• Connections between PSD and charter schools, and between Thompson School 

District and Poudre Valley School District. 
• Coordinate school buses and city buses better. 

Regional 
• More regional services connecting Fort Collins and Loveland to Berthoud, 

Longmont and Greeley. 
• Transit connections to the Denver metro area and Regional Transportation 

District (RTD) transit system. 
• Connections between Fort Collins and Centerra (many Centerra employees 

come from Fort Collins), including transit services connecting partner 
hospitals/medical facilities in Loveland and Fort Collins.  
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4.3.3. Comments on Service Design  
There is a high degree of support for route designs based on a grid system.  
Specifically, comments indicate that grid service should serve most major north/south 
and east/west arterials such as Shields, Taft Hill, College, Lemay and Timberline.  In 
addition, Mason must interact well with grid system. Other service design comments for 
the Transfort system include: 

• Increase the number of routes that run more continuously along a main 
thoroughfare, as opposed to routes that cover portions of the roads and then turn 
off, causing increased transfers and travel time. Provide better timed connections 
with less wait times between buses. 

• Large buses could run frequently on a major grid and small buses/vans could 
"wander" neighborhoods so a person doesn't have to walk a half-mile to catch a 
bus.   

• Provide service to “off the grid” spots like the Senior Center during off-peak 
hours. More advanced services for disabled are needed. 

• South Transit Center should be near Harmony and College. Move Downtown 
Transit Center closer to downtown (centralized). 

• Need routes named for streets (e.g., "The Shields Route," "The Harmony Route," 
etc.). 

4.3.4. Comments on Frequency and Hours of Operation 
Public input regarding transit services called for more frequency in route schedules, and 
to provide more service on nights and weekends. Specific comments regarding 
frequency and hours of operation are listed below. 

Local Service 
• Provide higher frequencies in general on all routes and increase headways 

during peak hour. Increase frequencies to 10 minutes along enhanced travel 
corridors.  Coordinate schedules with school start times when setting schedules. 

• Provide service in early evening, late night and on Sundays for select routes. 
Service is needed during these hours for non-traditional employee schedules, 
college students, access to medical facilities and church.  

• Increase hours and frequency with real-time arrival and departure information at 
stops. Routes 1, 5, 6, 7, 8 and 16, would benefit from higher frequencies. 

Poudre School District 
• Coordinate schedules with school start times. 
• Increase number of trips on Routes 91 and 92. 

Regional Service 
• Increased frequency (30-minute headways) on FoxTrot. 
• Provide more trips for regional connections. 
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4.3.5. Comments on How to Encourage Ridership 
Public input suggests that communicating the culture of the service and marketing is 
important, especially among students at a young age, so the image of using the bus is 
improved. Input also suggested more low cost fare options and other payment options 
are needed to encourage ridership.  Specific marketing recommendations are 
summarized below. 

• Provide consistent and visually cohesive route names. Incorporate branding 
(e.g., Hop, Skip, Jump in Boulder), enforce existing policies, provide less 
complex maps and encourage drivers to help elderly/disabled. 

• Provide incentives to reward and attract new riders (e.g. Transit validation 
system to give shoppers a free ride). Create fare free zones. 

• Educate public about availability of transit and hours of service. Don’t just pitch 
transit as smarter way to go, but emphasize how transit can serve everyday 
needs. Perception of transit is critical. 

• The concept of a regional service partnership and coordination, especially with 
the school system, has the potential to strongly leverage funding and result in 
better service to the public.  

4.4. Financial Advisory Committee 

4.4.1. FAC Purpose 
A citizen Financial Advisory Committee (FAC) was organized to support the project.  It 
was comprised of representatives from both Fort Collins and Loveland, with the goal of 
having open discussions about the investment required to implement the future transit 
strategies that are under development.  The committee was charged with undertaking 
an evaluation of related funding issues, and to identify options to address those issues.  
The recommendations of the FAC will be included in the overall TSOP update for Fort 
Collins and Loveland City Council approval. 

4.4.2. FAC Representation 
The FAC was comprised of nine representatives from both Fort Collins and Loveland. 
Members were not asked to specifically evaluate or comment on the development of 
transit service concepts.  The goal of the FAC was to have open discussion about the 
necessary financial resources that would enable operational recommendations to be 
implemented, issues with the candidate funding mechanisms and options to address 
those issues.  To enhance creativity during meetings, individuals who represented 
agencies or constituencies were not expected to restrict themselves to the prior 
positions held by their agencies or constituencies. 
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4.4.3. FAC Process 
Financial Advisory Committee meetings were held from September 2008 through March 
2009 on a bi-weekly basis.  The meetings were facilitated and attended by City staff and 
members of the project team.  During these meetings, committee members discussed 
issues regarding operating agreements, operations planning scenarios, and funding 
mechanisms.  City staff and project team representatives provided study updates, best 
practice information and financing methods as support during the process.  The 
Committee finalized recommendations on a funding package on April 28, 2009.  An 
update to the City Council of FAC findings and recommendations was held on May 12, 
2009.   
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5. PROPOSED PHASED SERVICE CONCEPTS 
Proposed service concepts were developed using the process and resources described 
in Chapters 1 through 3.  The TSOP update presents a framework for implementation of 
future transit improvements in three phases, which are described in detail in this 
chapter.  Proposed changes to Poudre School District Transportation eligibility are also 
discussed later in this chapter.  However, it should be noted that the summary of 
benefits related to PSD in each phase reflects the proposed expansion of the PSD high 
school walk boundaries from 2.0 to 2.5-miles.  All phases aim to achieve the defined 
project goals described in Chapter 1.  A summary of the ways in which each phase 
satisfies these goals is provided in Table 9. 
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Table 9. Summary of How Phases 1, 2, and 3 Satisfy Project Goals 
Goal Phase 1 Phase 2 Phase 3 

Goal #1: Develop and expanded transit 
system focused on productivity and 
performance to serve the Fort Collins 
area that meets Fort Collins City Plan 
Policies. 

Aims to improve 
productivity through the 
reconfiguration and/or 
elimination of routes.  
Decisions about route 
reconfigurations/ 
eliminations were based 
on an assessment of the 
existing system. 

Aims to improve productivity 
and performance through the 
transition of route 
configurations into a grid 
system in Fort Collins.  The 
transition was recommended 
under the 2002 TSOP as a 
way to increase the 
effectiveness of Transfort.  
Also, this phase recommends 
enhanced regional service, 
therefore supporting policies 
10.4 and 10.5 under Fort 
Collins Principle T-10, which 
emphasize the need for 
regional transit service, and 
for cooperation with regional 
partners 

Aims to improve productivity 
and performance through 
the development of a 
complete grid system in 
Fort Collins.  The grid 
system was recommended 
under the 2002 TSOP as a 
way to increase the 
effectiveness of Transfort.  
Also, this phase 
recommends enhanced 
regional service, therefore 
supporting policies 10.4 and 
10.5 under Fort Collins 
Principle T-10, which 
emphasize the need for 
regional transit service, and 
for cooperation with 
regional partners 

All phases aim to reduce dependence on travel by personal vehicle by developing a 
productive and efficient transit system.  A more robust transit system encourages use of 
alternative modes of travel.   

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

Estimated to reduce CO2 
emissions by 32% (1,579 
tons) over the reduction 
already realized by existing 
service. 

Estimated to reduce CO2 
emissions by 86% (4,179 
tons) over the reduction 
already realized by existing 
service. 

Estimated to reduce CO2 
emissions by 120% (5,845 
tons) over the reduction 
already realized by existing 
service. 

Goal #3:  Provide enhanced mobility for 
seniors, youth, disabled, and transit 
dependent. 

All phases aim to provide enhanced mobility for all ridership markets, including transit-
dependent riders.  Improved connections are provided to locations and facilities that are 
critical to these users. 
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Goal Phase 1 Phase 2 Phase 3 

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

All phases aim to develop a transit system that reduces roadway costs.  Increased use of 
transit services can help reduce automobile traffic and lessen the burden on roadway 
infrastructure. 

Goal #5: Provide funding 
recommendations to fully implement the 
Transfort Strategic Operating Plan 
update.  

Funding and governance recommendations are made to support the buildout of all 
phases (see Chapter 7). 

The implementation of the 
MAX service is expected to 
stimulate the local economy 
through job creation, and 
serve as a catalyst for 
redevelopment.    

 

This phase also represents 
a significant growth in 
transit service along other 
enhanced travel corridors, 
which could have the effect 
of stimulating development/ 
redevelopment.  
Recommendation for the 
development of new and 
improved transit facilities in 
Fort Collins could provide a 
return on investment. 

 

The extension of Mason 
Corridor transit into outlying 
corridors is expected to 
stimulate the local economy 
through job creation and as 
a catalyst for new 
development.  This phase 
also represents a significant 
growth in transit service in 
Fort Collins, which could 
have the effect of 
enhancing personal 
economic opportunity by 
reducing personal expenses 
of transit users.   

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

It is estimated that every $10 million in capital investment in public transportation yields 
$30 million in increased business sales (direct, indirect and induced), and that every $10 
million in operating investment in public transportation yields $32 million in increased 
business sales (direct, indirect and induced).    

Source:  Transfort, DEA, and American Public Transportation Association 
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5.1. Phase 1 
Phase 1 recommends modest transit service growth over existing service.  It assumes 
the implementation of the MAX service and the refinement of local routes to coordinate 
with MAX.  

5.1.1. Phase 1 Overview  
An overview of service improvements recommended for Fort Collins as part of Phase 1 
follows: 

Local Services 
• Proposes the relocation of the South Transit Center (STC) to a location off of 

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

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

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

service on weekdays and Saturdays is provided 
• Recommends improved service frequencies on CSU routes and proposes a new 

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

funded most likely through public-private partnerships. 

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

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

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

STC in Fort Collins (terminating at the existing North Transfer Center in 
Loveland) 

5.1.2. Near-Term Improvements 
Several near-term improvements to the Transfort system in Fort Collins were identified 
as part of this plan and were prioritized for early action.  Transfort implemented these 
near-term improvements as part of their March 2009 service plan changes.  Although 
the changes have already been implemented, they are considered to be part of Phase 1 
improvements.  The March 2009 improvements are outlined below: 
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• Route 5 – This route’s northern alignment was modified to provide service to the 
Wal-Mart located at Lemay and Mulberry.   

• Route 6 – This route was modified to operate from the CSU Transit Center to the 
Foothills Mall via Loomis, Mulberry Street, Taft Hill Road, and Horsetooth Road. 

• Route 8 – This route was modified to operate on Willow Street instead of 
Jefferson Street providing access to the Aztlan Recreation Center. 

• Route 17 –This route was modified so that it no longer deviates to Rigden Farms 
Senior Living Center. 

• Route 18 – This route was modified so that it no longer deviates to the EPIC 
Center. 

• Route 19 – This is a new route implemented to provide service extending from 
the CSU Transit Center to the Front Range Community College (FRCC) along 
Shields. 

Figure 23 provides a map of the existing Transfort system as of March 2009 (after 
service changes were implemented). 
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Figure 23. Existing Transfort System (as of March 2009) 

 
Source:  Transfort 
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5.1.3. Phase 1 Service Plan 
Phase 1 service improvements in Fort Collins are largely related to the coordination of 
transit service with the proposed Mason Express (MAX) project.  Phase 1 also 
recommends the restructuring of some CSU-related services to improve productivity 
and effectiveness.  A new numbering system is proposed for all CSU routes starting 
with 21.  Minimal improvements to regional services in Fort Collins are recommended 
under Phase 1.  The existing FoxTrot would remain.  Two other regional services would 
serve Loveland: the existing Route 34-Xpress (34X), a service provided by the 
NFRMPO would remain in service and a new Route 57 is proposed to provide 
connectivity to Longmont.  A numbering scheme using the 50s series, refers to regional 
services.  See the Loveland-COLT Transit Plan update document for more details on 
the 34X and Route 57.  Partnering strategies would likely be considered for 
implementation of regional services.  Figure 24 provides a map of Phase 1 
improvements for Fort Collins. 

Phase 1 assumes some changes to existing transit facilities.  The existing Downtown 
Transit Center (DTC), CSU Transit Center, and Harmony Transfer Center would remain 
in their current locations.  The South Transit Center (STC) would be relocated to a new 
location off of Fairway Lane (see Figure 24).   

A description all routes in the Phase 1 service plan is provided below.  Table 10 
provides a summary of service characteristics for Phase 1.  The tables found in 
Appendix E provide detailed information on operating statistics for Phase 1. 

Local Routes 
• MAX Route – BRT service would provide service along the Mason Corridor from 

the DTC to the proposed new STC.   
• Route 1 – This route would be eliminated and replaced with the MAX service. 
• Route 2 – This route would be modified so that it provides service from the CSU 

Transit Center to residential areas west of CSU using the following configuration.  
From CSU, buses would travel northeast to Laurel, then east to Mason.  Buses 
would then follow Mason south to University (this section of Mason would be 
open to general traffic), then travel west on University to Elizabeth.  A portion of 
University that is currently closed to vehicular traffic would be opened to bus 
traffic only.  Buses would travel west on Elizabeth, south on Overland Trail, east 
on Prospect, and north on Taft Hill, returning to Elizabeth.  “Trailer” trips would 
continue to operate during peak periods on this route to meet demand.  This 
route would be interlined with Route 7 at CSU Transit Center. 

• Route 3 – This route would be eliminated and replaced with the modified Route 2 
and new Route 23. 

• Route 4 – This route is one of the lowest performing routes in the existing 
Transfort system.  Under Phase 1, it would be eliminated and replaced with the 
modified Route 6 service.   

• Route 5 – This route was recently modified as part of the March 2009 service 
plan changes. Under Phase 1, Route 5 would continue on its current alignment to 
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provide service between DTC and Foothills Mall via Lemay.  This route would be 
interlined with Route 9 at the DTC.  Route 5 would also be interlined with Route 6 
at the Foothills Mall to provide a one-seat ride to/from the proposed MAX. 

• Route 6 – This route was recently modified as part of the March 2009 service 
plan changes in order to address issues with on-time performance and 
inadequate frequencies.  Under Phase 1, this route would continue on its current 
alignment using Loomis, Mulberry, Taft Hill, and Horsetooth to provide service 
between the CSU Transit Center and Foothills Mall.  This route would be 
interlined with Route 5 at Foothills Mall. 

• Route 7 – Under Phase 1, this route would be extended south along John F. 
Kennedy Parkway, Harmony, and Highway 287 to provide service between the 
CSU Transit Center and the proposed new STC.  This route would be interlined 
with Route 2 at the CSU Transit Center. 

• Route 8 – This route was recently modified as part of the March 2009 service 
plan changes.  Under Phase 1, this route would continue on its current alignment 
to provide service from DTC to the area north of DTC.   

• Route 9 – No changes are proposed to this route.  It would continue to provide 
service from the DTC to the residential areas directly west of the DTC.  Drivers 
have indicated problems with the existing interline between Routes 9 and 14.  To 
address this issue, this route would be interlined with Route 5 at the DTC under 
Phase 1. 

• Route 10 – This is a new proposed route that would serve the Rigden Farms 
Senior Living Center using Drake to Meadowlark Ave, Swallow Rd, and College 
to Foothills Mall.  This route would be interlined with Route 12 at Foothills Mall. 

• Route 12 – This is a new proposed route that would serve the Poudre Valley 
Hospital (PVH) Harmony Campus using Ziegler Rd and Horsetooth to Foothills 
Mall.  This route would be interlined with Route 10 at Foothills Mall. 

• Route 14 – This route would be modified to begin east of I-25 at Carriage 
Parkway and Brenton Drive.  The route would follow Mulberry and Lincoln to 12th 
where it would turn south to Mulberry, providing service to the Wal-Mart at Lemay 
and Lincoln.  This route would continue to operate on frontage roads along 
Mulberry.  From the Wal-Mart, this route would continue west on Mulberry and 
north on Matthews to the DTC. 

• Route 15 – This route would be eliminated and replaced with MAX service. 
• Route 16 – This route is one of the lowest performing routes in the existing 

Transfort system.  Under Phase 1, it would be modified to operate from the 
Harmony Road Park and Ride Lot to the FRCC, with a mid-route deviation into 
the PVH Harmony campus. 

• Route 17 – This route is one of the lowest performing routes in the existing 
Transfort system.  Route 17 was recently modified as part of the March 2009 
service plan changes so that it no longer deviates to Rigden Farms Senior Living 
Center.  Phase 1 also recommends the modification of the southern portion of 
this route’s alignment so that it serves Fossil Ridge High School and the PVH 
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Harmony Campus with service continuing west to the new STC.  This route 
would be interlined with Route 18 at Midpoint and Sharp Point. 

• Route 18 – Route 18 was recently modified as part of the March 2009 service 
plan changes so that it no longer deviates to the EPIC Center.  No other changes 
are proposed to this route under Phase 1.  This route would be interlined with 
Route 17 at Midpoint and Sharp Point. 

• Route 19 – This is a new route recently implemented as part of the March 2009 
service plan changes.  It currently operates along Shields with service from the 
CSU Transit Center to the FRCC.  This route would be extended to the STC 
under Phase 1. 

• Downtown Circulator Routes – Two downtown circulator route concepts have 
been developed by the Transit and Mobility Committee of UniverCity 
connections.  These circulators would provide complimentary service to the 
Phase 1 routes described above.  The first circulator route (“short loop”) would 
provide bi-directional loop service in the area immediately surrounding the DTC.  
The second circulator route (“long loop”) would provide bi-directional loop service 
to the same immediate area surrounding the DTC, as well as the New Belgium, 
Odell, and Fort Collins breweries east of downtown.  Each loop would operate 
during different time spans during the day.  Although Transfort would likely 
operate both loops, they would most likely be funded through public-private 
partnerships. 

CSU Routes 
• Route 22 – This route is the same as the existing Route 11.  Under Phase 1, 

increased frequencies with continued supplemental tripper service in the peak 
periods are recommended to add capacity. 

• Route 23 – This is a proposed new route that would provide service along 
Prospect and Stuart when CSU is in-session.  “Trailer” trips would operate during 
peak periods on this route to meet demand. 

Tripper Routes 
• Route 91 – This route would continue to provide service from Lincoln Jr. High 

School to DTC during afternoon peak periods. 
• Route 92 – This route would continue to provide service from Poudre High 

School to DTC during afternoon peak periods. 

Regional Routes 
• FoxTrot – The northern terminus of this route would be moved from the Foothills 

Mall in Fort Collins to the new proposed South Transit Center (STC) in Fort 
Collins.  This provides a connection to MAX service at the STC and would help 
address current issues with on-time performance between Loveland and Fort 
Collins. 

 

August 2009 
 65



 
Transfort Strategic Operating Plan Update  Chapter 5 – Transfort Technical Report 

Figure 24.  Phase 1 Improvements – Fort Collins 

 
Source:  DEA 

August 2009 
 66



 
Transfort Strategic Operating Plan Update  Chapter 5 – Transfort Technical Report 

Table 10. Proposed Service Characteristics for Phase 1 Routes in Fort Collins 

Weekday Service Frequency (minutes) Saturday Service Frequency 
(minutes) 

Route # Route Pattern Span of  Service 
Peak 

Period 
Base 

Period 
Early 
PM 

Period 
Late PM 
Period 

Base 
Period 

Early 
PM 

Period 
Late PM 
Period 

MAX  Routes 

MAX Mason Express 6:00 to 12:00 AM 10 10 15 30 15 30 30 

Local Routes 

2 Elizabeth/Prospect 6:00 AM to 8:30 PM 30 30 60 n/a 30 60 n/a 

5 Lemay/Horsetooth 6:00 AM to 6:30 PM 60 60 n/a n/a 60 n/a n/a 

6 Taft Hill/Horsetooth 6:00 AM to 6:30 PM 60 60 n/a n/a 60 n/a n/a 

7 Centre 
Pkwy/Drake/Stover 

6:00 AM to 8:30 PM 30 30 60 n/a 30 60 n/a 

8 N. College/Blue 
Spruce/Conifer 

6:00 AM to 6:30 PM 30 30 n/a n/a 30 n/a n/a 

9 Vine/LaPorte (counter-
clockwise) 

6:00 AM to 6:30 PM 60 60 n/a n/a 60 n/a n/a 

10 East Drake 6:00 AM to 6:30 PM 60 60 n/a n/a 60 n/a n/a 

12 East Horsetooth 6:00 AM to 6:30 PM 60 60 n/a n/a 60 n/a n/a 

14 East Mulberry 6:00 AM to 6:30 PM 60 60 n/a n/a 60 n/a n/a 

16 Harmony 6:00 AM to 6:30 PM 60 60 n/a n/a n/a n/a n/a 

17 Timberline/Harmony 6:00 AM to 6:30 PM 60 60 n/a n/a 60 n/a n/a 

18 Whedbee/Prospect 6:00 AM to 6:30 PM 60 60 n/a n/a 60 n/a n/a 

19 Shields 6:00 AM to 6:30 PM 30 30 n/a n/a 60 n/a n/a 

Downtown Circulator: Long Loop* 12:00 PM to 7:00 PM 10 during span of service 10 during span of service 

 August 2009 
 67  



 
Transfort Strategic Operating Plan Update  Chapter 5 – Transfort Technical Report 

 August 2009 
 68  

Weekday Service Frequency (minutes) Saturday Service Frequency 
(minutes) 

Route # Route Pattern Span of  Service 
Peak 

Period 
Base 

Period 
Early 
PM 

Period 
Late PM 
Period 

Base 
Period 

Early 
PM 

Period 
Late PM 
Period 

Downtown Circulator: Short Loop* 7:00 PM to 12:00 AM 10 during span of service 10 during span of service 

CSU Routes 

2T Route 2 Elizabeth 
Trippers 

Peak periods only 60 n/a n/a n/a n/a n/a n/a 

22 Rams Village 6:00 AM to 6:30 PM 20 30 n/a n/a n/a n/a n/a 

22T Rams Village Trippers Peak periods only 20 n/a n/a n/a n/a n/a n/a 

23 Prospect/Stuart 6:00 AM to 6:30 PM 30 30 n/a n/a n/a n/a n/a 

Tripper Routes 

91 Lincoln Jr. High School One trip per day n/a n/a n/a n/a n/a n/a n/a 

92 Poudre High School One trip per day n/a n/a n/a n/a n/a n/a n/a 

Regional Routes 

Fox-Trot STC to Loveland 6:00 AM to 6:30 PM 60 60 n/a n/a 60 n/a n/a 

Saturday Time Periods: 
Base Period = 6:00 AM to 6:30 PM 
Early PM = 6:30 to 8:30 PM 
Late PM = 8:30 PM to 12:00 Midnight 
 

*The Downtown Circulator loops would be operated by Transfort, but would be funded by a separate entity and are not part of the TSOP Update Financial Plan 

Peak Periods = 6:00 to 9:00 AM and 4:00 to 6:30 PM 

Late PM = 8:30 PM to 12:00 Midnight 

Base Period = 9:00 AM to 4:00 PM 

Source:  Connetics Transportation Group 

Early PM = 6:30 to 8:30 PM 

Weekday Time Periods: 
Note:  
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5.1.4. Poudre School District – Phase 1 Components 
Implementation of the phased TSOP update will provide PSD students with improved 
coverage and frequencies, which will provide for greater convenience and flexibility for 
students making home-to-school, school-to-home trips, as well as special trips including 
travel to CSU and FRCC for advanced and/or specialized classes.   

Phase 1 represents modest growth to the existing Transfort services, including the 
implementation of the MAX route.  This phase provides for incrementally better access 
to PSD high schools, particularly to Rocky Mountain High School.  Existing routes 91 
and 92 remain as part of Phase 1, with one trip daily from Lincoln Jr. High and Poudre 
High schools.  These are the only routes that are designed to specifically target PSD 
students.  Table 11 provides an overview of Phase 1 routes that serve PSD high 
schools. 

Table 11. Phase 1 Routes that Serve PSD High Schools 

High 
School Route Description 

Weekday 
Frequency 
(minutes) 

6* Service between CSU Transit Center and Foothills 
Mall using Loomis, Mulberry, Taft Hill, and Horsetooth 60 

9 
Same as existing; Service between the DTC and 
residential areas west of the DTC; Interlined with 
Route 5 at DTC 

60 
Poudre High 
School 

92 Afternoon service from Poudre High School One trip 

6* Service between CSU Transit Center and Foothills 
Mall using Loomis, Mulberry, Taft Hill, and Horsetooth 60 

7 
Service between the CSU Transit Center and the new 
proposed STC; Interlined with Route 2 at CSU Transit 
Center 

30 
Rocky 
Mountain 
High School 

19* Service between the CSU Transit Center and FRCC 
with continuing service to the STC 30 

Fort Collins 
High School 17* 

Service between the new STC and social service 
agencies at Prospect and Timberline, as well as the 
PVH Harmony Campus 

60 

16 
Service between the Harmony Road Park and Ride Lot 
to the FRCC with a mid-route deviation into the PVH 
Harmony Campus 

60 
Fossil Ridge 
High School 

17* 
Service between the new STC and social service 
agencies at Prospect and Timberline, as well as the 
PVH Harmony Campus 

60 

Source:  RAE Consultants, Inc. and DEA 

*Route was recently modified or added as part of the March 2009 service plan changes. 
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Figure 25 depicts high school attendance boundaries, current (2.0-miles) and proposed 
expanded (2.5-miles) walk boundaries, known student addresses, Phase 1 routes, and 
student addresses that are within ½-mile from Phase 1 routes.  Table 12 presents 
statistics related to the number and percent of PSD high school students that would be 
within ½-mile of a Transfort route in Phase 1.  Approximately 57% of all PSD high 
school students would be within ½-mile of a Phase 1 route (an 8% increase compared 
to the existing system).  Fossil Ridge and Fort Collins High Schools would experience 
the greatest increase in service coverage under Phase 1 compared to the existing 
Transfort system (26% and 15% increases respectively).  Poudre and Rocky Mountain 
High Schools would experience more modest increases in service coverage (3% and 
<1% increases respectively). 

Table 12. PSD Students within ½-Mile of Phase 1 Routes 

Students within ½-Mile of Phase 1 Route 
PSD High School 

Number of Students Percent of Total 
Students 

% change 
(compared to 

existing) 

Poudre  754 44% +3% 

Rocky Mountain 1,160 68% +<1% 

Fort Collins  886 76% +15% 

Fossil Ridge 485 40% +26% 

Total 3,285 57% +8% 

Source:  DEA 
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Figure 25. PSD/Transfort Coverage within ½-Mile of Phase 1 Routes 

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

5.2.1. Phase 2 Overview  
An overview of service improvements recommended as part of Phase 2 follows: 

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

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

hour service frequencies 
• Recommends 10 routes with early evening service, two routes with late evening 

service, and 16 routes with Saturday service 
• Proposed increases in span of service and service frequencies 

Poudre School District Services 
• Provides greater service coverage for PSD high school students 
• Proposes increases in service frequency in the vicinity of Fort Collins, Rocky 

Mountain and Fossil Ridge high schools 

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

Denver 
• Proposes improved frequency and late evening service for the regional route 

connecting Fort Collins and Loveland 

5.2.2. Phase 2 Service Plan 
Phase 2 recommends a restructuring of bus routes to improve productivity and 
effectiveness, and introduces a new numbering system for routes using the following 
convention: 

• Local routes are assigned a number that is between 1 and 20.  North-south 
routes are assigned odd numbers and east-west routes are assigned even 
numbers.   

 August 2009 
 72 



 
Transfort Strategic Operating Plan Update  Chapter 5 – Transfort Technical Report 

• Routes that operate only when CSU is in-session are assigned numbers in the 
20s, beginning with Route 21 (this change would be implemented as part of 
Phase 1). 

• New regional routes are assigned numbers in the 50s. 

An additional regional route with service connecting Fort Collins, Loveland and Denver 
is recommended under Phase 2.  The existing FoxTrot (operated by Transfort) would 
remain in service under a new number, Route 51.  In addition to the regional routes with 
service to Fort Collins, two additional routes are recommended for regional service to 
Loveland: Route 56 (to replace the existing Route 34X with service to Greeley) and 
Route 57 (as described under Phase 1 with service to Longmont).  These are described 
in more detail in the Loveland-COLT Transit Plan update document.  Partnering 
strategies would likely be considered for implementation of regional services.  Figure 26 
provides a map of Phase 2 improvements for Fort Collins. 

Phase 2 assumes a new proposed transit center, the PVH Harmony Campus Transit 
Center at Harmony and Timberline (see Figure 26). 

A description of all routes in the Phase 2 service plan is provided below.  Table 13 
provides a summary of service characteristics for Phase 2.  The tables found in 
Appendix E provide detailed information on operating statistics for Phase 2. 

Local Routes 
• MAX Route – This route is the same as under Phase 1. MAX BRT service would 

be provided along the Mason Corridor from the DTC to the proposed new STC.   
• Route 1 – This route is similar to portions of Route 6 and 9 proposed under 

Phase 1.  It would serve the Taft Hill Corridor from the DTC to the STC with a 
mid-route stop at FRCC using the existing Route 9 alignment via Vine, Taft Hill, 
Harmony, and College.   

• Route 2 – This route would serve the North College Avenue corridor and 
community service organizations located along Blue Spruce Drive.  It has been 
given an even number indicating east-west orientation because it will eventually 
extend to Mountain Vista in Phase 3.  This route would be interlined with Route 4 
at the DTC (weekdays only). 

• Route 3 – This route would be the same as Route 19 under Phase 1.  It would 
primarily operate along Shields and provide service from the CSU Transit Center 
to the FRCC, with continuing service to the STC. 

• Route 4 – This route would be similar to portions of Route 9.  It would serve the 
LaPorte Corridor to Overland Trail from the DTC.  It would be interlined with 
Route 2 at the DTC (weekdays only).  

• Route 5 – This route would be similar to Route 7 under Phase 1.  It would 
provide service between the DTC, CSU Transit Center and the new STC via 
Loomis, Swallow Road, Meadowpark Avenue, Centre Avenue and John F. 
Kennedy.  Routes 5 and 7 provide a blended 15-minute frequency between 
Foothills Mall and STC.  Routes 5 and 7 are also interlined. 
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• Route 6 – This route is the same as Route 14 proposed under Phase 1.  It 
provides service along East Mulberry and Lincoln, including a connection to the 
Wal-Mart at Lemay and Lincoln. 

• Route 7 – The route would provide service between the DTC and Foothills Mall 
and would provide coverage through the residential neighborhoods located 
between College Avenue and Lemay.  This route follows the same alignment as 
the existing Route 5 between the Foothills Mall and the new STC.  Routes 5 and 
7 provide a blended 15-minute frequency in this area.  Routes 5 and 7 are also 
interlined. 

• Route 8 – This route would provide service along Prospect Road, including stops 
at government agencies and business located along Midpoint Road and Sharp 
Point Road.  Route 8 is interlined with Route 10 at Overland Trail. 

• Route 9 – This route would provide service between the DTC and STC along 
Lemay Road, including service to the Wal-Mart at Lemay and Lincoln.  It would 
also provide service along Lemay south of Harmony. 

• Route 10 – This route would provide service along Drake Road and is interlined 
with Route 8 at Overland Trail. 

• Route 11 – This route is similar to Route 17 proposed under Phase 1.  It would 
provide service along Timberline from Midpoint/Sharp Point to the proposed PVH 
Harmony Campus Transit Center.  It would also provide service to the STC via 
Timberline, Trilby, and US 287.   

• Route 12 – This route would provide service along Horsetooth and Ziegler with 
service terminating at the proposed PVH Harmony Campus Transit Center. 

• Route 16 – This route is the same as Route 2 proposed under Phase 1.  It 
provides service from the CSU Transit Center to residential areas west of CSU 
using Laurel, Mason, University, Elizabeth, Overland Trail, Prospect, and Taft 
Hill.  “Trailer” trips would continue to operate during peak periods on this route to 
meet demand generated by CSU. 

• Route 18A and 18B – These routes provide service along the Harmony Road 
corridor from the STC to the proposed PVH Harmony Campus Transit Center.  
Route 18A would continue east along Harmony to the existing Park and Ride Lot.  
Route 18B would provide service southeast of the PVH Harmony Campus to 
Fossil Ridge High School.  These two routes would provide a blended 30-minute 
frequency along Harmony. 

• Downtown Circulator Routes –The first circulator route (“short loop”) would 
provide bi-directional loop service in the area immediately surrounding the DTC.  
The second circulator route (“long loop”) would provide bi-directional loop service 
to the same immediate area surrounding the DTC, as well as the New Belgium, 
Odell, and Fort Collins breweries east of downtown.  Each loop would operate 
during different time spans during the day.    
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CSU Routes 
• Route 21 – This route would operate from the CSU Transit Center to Mulberry 

when CSU is in-session.  The route is interlined with Route 23 at the CSU Transit 
Center. 

• Route 22 – This route is the same as the existing Route 11.  Under Phases 1 
and 2, increased frequencies with continued supplemental tripper service in the 
peak periods are recommended to add capacity. 

• Route 23 – This is a proposed new route that would provide service along 
Prospect and Stuart when CSU is in-session.  “Trailer” trips would operate during 
peak periods on this route to meet demand.  This route is interlined with Route 
21 at the CSU Transit Center. 

Tripper Routes 
Routes 91 and 92 are eliminated under Phase 2 because of expanded service to 
Lincoln Jr. High School provided by Route 1 and expanded service to Poudre High 
School provided by Routes 4 and 21. 

Regional Routes 
• Route 51 – This route would operate on the same alignment as the current 

FoxTrot between the new STC in Fort Collins to the North Transfer Station in 
Loveland, but would include improved service frequencies and late evening 
service. 

• Route 52 – This is a proposed new regional route that would provide service 
between Fort Collins and Denver via Loveland.  The route would begin at the 
new STC in Fort Collins and then would stop at the proposed PVH Harmony 
Campus Transit Center in Fort Collins and the proposed East Transfer Station in 
Loveland before continuing in downtown Denver. 
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Figure 26. Phase 2 Improvements – Fort Collins 

 
Source:  DEA 
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Table 13. Proposed Service Characteristics for Phase 2 Routes in Fort Collins 

Weekday Service Frequency (minutes) Saturday Service Frequency 
(minutes) 

Route 
# Route Pattern Span of  Service 

Peak 
Period 

Base 
Period 

Early 
PM 

Period 
Late PM 
Period 

Base 
Period 

Early 
PM 

Period 
Late PM 
Period 

MAX  Routes 

MAX Mason Express 6:00 to 12:00 AM 10 10 15 30 15 30 30 

Local Routes 

1 Taft Hill 6:00 AM to 6:30 PM 60 60 n/a n/a 60 n/a n/a 

2 North 
College/Wilcox/Conifer 

6:00 AM to 6:30 PM 30 30 n/a n/a 60 n/a n/a 

3 Shields 6:00 AM to 8:30 PM 30 30 60 n/a 60 60 n/a 

4 LaPorte 6:00 AM to 6:30 PM 30 30 n/a n/a 45 n/a n/a 

5 Loomis/Centre/JF 
Kennedy 

6:00 AM to 8:30 PM 30 30 60 n/a 30 60 n/a 

6 East Mulberry 6:00 AM to 6:30 PM 60 60 n/a n/a 60 n/a n/a 

7 Whedbee/Stover/JF 
Kennedy 

6:00 AM to 8:30 PM 30 30 60 n/a 30 60 n/a 

8 Prospect 6:00 AM to 8:30 PM 30 60 60 n/a 60 60 n/a 

9 Lemay 6:00 AM to 8:30 PM 60 60 60 n/a 60 60 n/a 

10 Drake 6:00 AM to 8:30 PM 30 60 60 n/a 60 60 n/a 

11 Trilby/Timberline 6:00 AM to 6:30 PM 60 60 n/a n/a 60 n/a n/a 

12 Horsetooth 6:00 AM to 8:30 PM 30 60 60 n/a 60 60 n/a 

16 Elizabeth/Prospect 6:00 to 12:00 AM 30 30 30 60 30 60 60 

18A Harmony/Park and Ride 6:00 AM to 8:30 PM 60 60 60 n/a 60 60 n/a 
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Weekday Service Frequency (minutes) Saturday Service Frequency 
(minutes) 

Route 
# Route Pattern Span of  Service 

Peak 
Period 

Base 
Period 

Early 
PM 

Period 
Late PM 
Period 

Base 
Period 

Early 
PM 

Period 
Late PM 
Period 

18B Harmony/Fossil Ridge 
HS 

6:00 AM to 6:30 PM 60 60 n/a n/a 60 n/a n/a 

Downtown Circulator: Long Loop* 12:00 PM to 7:00 PM 10 during span of service 10 during span of service 

Downtown Circulator: Short Loop* 7:00 PM to 12:00 AM 10 during span of service 10 during span of service 

CSU Routes 

16T Route 2 Elizabeth 
Trippers 

Peak periods only 60 n/a n/a n/a n/a n/a n/a 

21 Mulberry/Laurel 6:00 AM to 6:30 PM 30 60 n/a n/a n/a n/a n/a 

22 Rams Village 6:00 AM to 6:30 PM 20 30 n/a n/a n/a n/a n/a 

22T Rams Village Trippers Peak periods only 30 n/a n/a n/a n/a n/a n/a 

23 Prospect/Stuart 6:00 AM to 6:30 PM 30 60 n/a n/a n/a n/a n/a 

Regional Routes 

51 STC to Loveland 6:00 to 12:00 AM 30 60 60 60 60 60 60 

52 STC-PVH TC-Loveland-
Denver 

Two round trips 
per day 

2 round 
trips 

n/a n/a n/a n/a n/a n/a 

*The Downtown Circulator loops would be operated by Transfort, but would be funded by a separate entity and are not part of the TSOP Update Financial Plan 

Saturday Time Periods: 
Base Period = 6:00 AM to 6:30 PM 
Early PM = 6:30 to 8:30 PM 
Late PM = 8:30 PM to 12:00 Midnight 
 

Peak Periods = 6:00 to 9:00 AM and 4:00 to 6:30 PM 

Late PM = 8:30 PM to 12:00 Midnight 

Base Period = 9:00 AM to 4:00 PM 
Early PM = 6:30 to 8:30 PM 

Note: Weekday Time Periods: 

Source:  Connetics Transportation Group 
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5.2.3. Poudre School District – Phase 2 Components 
Implementation of the phased TSOP update will provide PSD students with improved 
coverage and frequencies, which will provide for greater convenience and flexibility for 
students making home-to-school, school-to-home trips, as well as special trips and 
travel to CSU and FRCC for advanced and/or specialized classes.   

Phase 2 represents more aggressive expansion of transit services, including expanded 
service coverage, increased service frequencies and a broader span of service.  This 
phase provides for better access to PSD high schools, particularly to Fort Collins High 
School and to Rocky Mountain and Fossil Ridge High Schools, which would benefit 
from increased service frequencies on nearby routes.  Routes 91 and 92, which provide 
existing service from Lincoln Jr. High and Poudre High schools, were eliminated from 
Phase 2 since Routes 4 and 21 provide service to those schools.  Table 14 provides an 
overview of Phase 2 routes that serve PSD high schools. 

Table 14. Phase 2 Routes that Serve PSD High Schools 

High School Route Description 
Weekday 

Frequency 
(minutes) 

1 
Service between CSU Transit Center and Foothills 
Mall using Loomis, Mulberry, Taft Hill, and 
Horsetooth (similar to Route 6 under Phase 1) 

60 

4 Service to the LaPorte Corridor to Overland Trail 
from the DTC; Interlined with Route 2 at the DTC 30 Poudre High 

School 

21 
Service between the CSU Transit Center to 
Mulberry when CSU is in-session; Interlined with 
Route 23 at the CSU Transit Center 

30 

1 
Service between CSU Transit Center and Foothills 
Mall using Loomis, Mulberry, Taft Hill, and 
Horsetooth (similar to Route 6 under Phase 1) 

60 

3 
Service between CSU Transit Center and Foothills 
Mall via Lomis, Mulberry, Taft Hill, and Horsetooth 
(same as Route 19 under Phase 1). 

30 
Rocky Mountain 
High School 

10 Service along Drake Road; Interlined with Route 8 
at Overland Trail 30 

10 Service along Drake Road; Interlined with Route 8 
at Overland Trail 30 Fort Collins High 

School 

11 

Service between the new STC and social service 
agencies at Prospect and Timberline, as well as 
the new PVH Harmony Campus Transit Center 
(similar to Route 17 under Phase 1) 

60 
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High School Route Description 
Weekday 

Frequency 
(minutes) 

12 Service along Horsetooth and Ziegler, terminating 
at the new PVH Harmony Campus Transit Center. 30 

11 

Service between the new STC and social service 
agencies at Prospect and Timberline, as well as 
the new PVH Harmony Campus Transit Center 
(similar to Route 17 under Phase 1) 

60 

12 Service along Horsetooth and Ziegler, terminating 
at the new PVH Harmony Campus Transit Center. 30 

18A 

Service along the Harmony Road corridor from the 
STC to the Harmony Road Park and Ride Lot with 
a stop at the new PVH Harmony Campus Transit 
Center (30-minute blended frequency along 
Harmony with Route 18B) 

60 
Fossil Ridge High 
School 

18B 

Service along the Harmony Road corridor from the 
STC to Fossil Ridge with a stop at the new PVH 
Harmony Campus Transit Center (30-minute 
blended frequency along Harmony with Route 
18A) 

60 

Source:  RAE Consultants, Inc. and DEA 

Figure 27 illustrates high school attendance boundaries, current (2.0-miles) and 
expanded (2.5-miles) walk boundaries, Phase 2 routes, and student addresses that are 
within ½-mile from Phase 2 routes.  Table 15 presents statistics related to the number 
and percent of PSD high school students that would be within ½-mile of a Phase 2 
route.  Approximately 69% of all PSD high school students would be within ½-mile of a 
Phase 2 route (a 31% increase compared to the existing system).  Fossil Ridge High 
School would experience the greatest increase in service coverage under Phase 2 
compared to the existing system (110% increase).  Fort Collins, Rocky Mountain, and 
Poudre High Schools would also experience large increases in service coverage (27%, 
22%, and 11% increases respectively). 
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Table 15.  PSD Students within ½-Mile of Phase 2 Routes 

Students within ½-Mile of Phase 1 Route 
PSD High School 

Number of Students Percent of Total 
Students 

% change 
(compared to 

existing) 

Poudre  807 47% +11% 

Rocky Mountain 1,401 83% +22% 

Fort Collins  973 84% +27% 

Fossil Ridge 807 67% +110% 

Total 3,988 69% +31% 

Source:  DEA 
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Figure 27. PSD/Transfort Coverage within ½-Mile of Phase 2 Routes 

 
Source:  DEA 
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5.3. Phase 3 
Phase 3 recommends additional transit growth in Fort Collins including longer service 
hours and limited Sunday transit service, as well as expansion of regional service to 
Denver, Boulder, Berthoud, and Longmont.  This phase assumes the implementation of 
additional MAX services that extend outside of the Mason Corridor and completes the 
transition to a full grid network in Fort Collins. 

5.3.1. Phase 3 Overview  
An overview of service improvements recommended as part of Phase 3 follows: 

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

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

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

• Recommends additional Saturday service on select routes 
• Recommends Sunday service for seven routes 
• Includes the complete transition to a grid route configuration 
• Recommends increased service frequencies 

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

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

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

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

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

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

• Recommends additional early evening service and late evening service for 
regional routes 

5.3.2. Phase 3 Service Plan 
Key Phase 3 improvements include an extension of MAX service outside of the Mason 
Corridor to provide more one-seat (no transfer) rides.  Transit geographic coverage is 
also expanded to include Mountain Vista, and improved service frequencies and limited 
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Sunday service are also included under Phase 3.  Phase 3 recommends further 
expansion of regional service to Fort Collins, including limited Sunday service to 
Loveland, Berthoud, and Longmont.  In addition to those regional routes serving Fort 
Collins, one additional route would provide regional service to Loveland:  Route 56 
would provide service to Greeley from the East and north Transfer Stations in Loveland.  
Partnering strategies would likely be considered for implementation of regional services.  
Figure 28 provides a map of Phase 3 improvements for Fort Collins. 

Phase 3 does not recommend any additional changes to transit facilities that are not 
already recommended under Phases 1 and 2.  As under Phase 1, the existing 
Downtown Transit Center (DTC), CSU Transit Center, and Harmony Transfer Center 
would remain in their current locations and the South Transit Center (STC) would be 
relocated to a new location off of Fairway Lane.  As under Phase 2, a new proposed 
transit center at the PVH Harmony Campus Transit Center is recommended. 

A description of all routes in the Phase 3 service plan is provided below.  Table 16 
provides a summary of service characteristics for Phase 3.  The tables found in 
Appendix E provide detailed information on operating statistics for Phase 3. 

MAX Routes 
• MAX A Route – This route is the same as the MAX route proposed under 

Phases 1 and 2. BRT service would provide service along the Mason Corridor 
from the DTC to the proposed new STC.   

• MAX B Route – This route would start at Elizabeth and Overland Trail and would 
operate along Elizabeth and University through the CSU campus to Mason 
Street.  This route would then continue north on Mason Street to the DTC.  MAX 
B and C routes would provide a combined 15-minute frequency along Elizabeth.  
MAX B would be interlined with MAX C at Overland Trail. 

• MAX C Route – This route would start at Elizabeth and Overland Trail and would 
operate along Elizabeth and University through the CSU campus to Mason 
Street.  This route would then continue south on Mason Street to the STC.  MAX 
B and C routes would provide a combined 15-minute frequency along Elizabeth. 
MAX C would be interlined with MAX B at Overland Trail. 

Combined, the three MAX routes provide an average 7.5-minute peak and 10-minute 
mid-day frequency along the Mason Corridor, and provide one-seat rides to destinations 
along the Mason Corridor (including CSU) from locations along Elizabeth. 

Local Routes 
• Route 1 – This route is the same as proposed under Phase 2.  It would serve the 

Taft Hill Corridor from the DTC to the STC with a mid-route stop at FRCC using 
the existing Route 9 alignment via Vine, Taft Hill, Harmony, and College.   

• Route 2 – This route is similar to the alignment proposed under Phase 2.  It is 
modified to serve the North College Avenue corridor and realigned Vine to the 
Mountain Vista area. 
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• Route 3 – This route is the same as proposed under Phase 2.  It would primarily 
operate along Shields and provide service from the CSU Transit Center to the 
FRCC, with continuing service to the STC. 

• Route 4 – This route is the same as proposed under Phase 2.  It would serve the 
LaPorte Corridor to Overland Trail from the DTC, and would be interlined with 
Route 2 at the DTC. 

• Route 5 – This route is the same as proposed under Phase 2.  It would provide 
service between the DTC, CSU Transit Center and the new STC via Loomis, 
Swallow Road, Meadowpark Avenue, Centre Avenue and John F. Kennedy.  
Routes 5 and 7 are interlined and provide a blended 15-minute frequency 
between Foothills Mall and STC.   

• Route 6 – This route is the same as proposed under Phases 1 and 2.  It would 
provide service along East Mulberry and Lincoln, including a connection to the 
Wal-Mart at Lemay and Lincoln. 

• Route 7 – This route is the same as proposed under Phase 2.  It would provide 
service between the DTC and Foothills Mall and would provide coverage through 
the residential neighborhoods located between College Avenue and Lemay.  This 
route follows the same alignment as the existing Route 5 between the Foothills 
Mall and the new STC.  Routes 5 and 7 are interlined and provide a blended 15-
minute frequency in this area.   

• Route 8 – This route alignment is the same as proposed under Phase 2 with 
frequency improvements recommended.  It would provide service along Prospect 
Road, including stops at government agencies and business located along 
Midpoint Road and Sharp Point Road.  This route is interlined with Route 10 at 
Overland Trail. 

• Route 9 – This route is the same as proposed under Phase 2.  It would provide 
service between the DTC and STC along Lemay Road, including service to the 
Wal-Mart at Lemay and Lincoln.  It would also provide service along Lemay south 
of Harmony. 

• Route 10 – This route alignment is the same as proposed under Phase 2 with 
frequency improvements recommended.  It would provide service along Drake 
Road.  This route is interlined with Route 8 at Overland Trail. 

• Route 11 – This route is the same as proposed under Phase 2.  It would provide 
service along Timberline from the intersection of Midpoint and Sharp Point Roads 
to the proposed PVH Harmony Campus Transit Center.  It would also provide 
service to the STC via Timberline, Trilby, and US 287.   

• Route 12 – This route alignment is the same as proposed under Phase 2 with 
frequency improvements recommended.  It would provide service along 
Horsetooth and Ziegler with service terminating at the proposed PVH Harmony 
Campus Transit Center. 

• Route 16 – This route is proposed to be eliminated and replaced by MAX Routes 
B and C. 

• Route 18A and 18B – These routes are the same as proposed under Phase 2.  
They would provide service along the Harmony Road corridor from the STC to 

 August 2009 
 85



 
Transfort Strategic Operating Plan Update  Chapter 5 – Transfort Technical Report 

the proposed PVH Harmony Campus Transit Center.  Route 18A would continue 
east along Harmony to the existing Park and Ride Lot.  Route 18B would provide 
service southeast of the PVH Harmony Campus to Fossil Ridge High School.  
These two routes would provide a blended 30-minute frequency along Harmony. 

• Downtown Circulator Routes –The first circulator route (“short loop”) would 
provide bi-directional loop service in the area immediately surrounding the DTC.  
The second circulator route (“long loop”) would provide bi-directional loop service 
to the same immediate area surrounding the DTC, as well as the New Belgium, 
Odell, and Fort Collins breweries east of downtown.  Each loop would operate 
during different time spans during the day.   

CSU Routes 
• Route 21 – This route is the same as proposed under Phase 2.  It would operate 

from the CSU Transit Center to Mulberry when CSU is in-session.  This route is 
interlined with Route 23 at the CSU Transit Center. 

• Route 22 – This route is the same as proposed under Phases 1 and 2.  Under all 
phases, increased frequencies with continued supplemental tripper service in the 
peak periods are recommended to add capacity. 

• Route 23 – This route is the same as proposed under Phase 2.  It would provide 
service along Prospect and Stuart when CSU is in-session.  “Trailer” trips would 
operate during peak periods on this route to meet demand.  This route is 
interlined with Route 21 at the CSU Transit Center. 

Tripper Routes 
• As in Phase 2, Routes 91 and 92 are eliminated in Phase 3.  Service to Lincoln 

Jr. High School is provided by Route 1 and expanded service to Poudre High 
School is provided by Routes 4 and 21. 

Regional Routes 
• Route 51 – This route would be extended to operate south through Loveland and 

Berthoud, terminating at RTD’s Longmont park-and-Ride.  Higher frequencies 
and late evening service is also proposed. 

• Route 52 – This is the same route as proposed under Phase 2.  It would provide 
service between Fort Collins and Denver via Loveland.  The route would begin at 
the new STC in Fort Collins and then would stop at the proposed PVH Harmony 
Campus Transit Center in Fort Collins and the proposed East Transfer Station in 
Loveland before continuing to downtown Denver. 

• Route 53 – This is a proposed new route that would start at the PVH Harmony 
Campus Transfer Center in Fort Collins, stopping in Loveland (Centerra) and 
Longmont, and terminating in Boulder.    
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Figure 28. Phase 3 Improvements – Fort Collins 

 
Source:  DEA 
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Table 16. Proposed Service Characteristics for Phase 3 Routes in Fort Collins 

Weekday Service Frequency 
(minutes) 

Saturday Service 
Frequency (minutes) 

Route 
# Route Pattern Span of  Service 

Peak 
Period 

Base 
Period 

Early 
PM 

Period 

Late 
PM 

Period 
Base 

Period 
Early 
PM 

Period 

Late 
PM 

Period 

Sunday 
Service 

Freq. 
(min.) 

MAX  Routes 

MAX  A Mason Express 6:00 to 12:00 AM 10 10 15 30 15 30 30 30 

MAX B Elizabeth/DTC Express 6:00 to 12:00 AM 30 30 30 60 30 60 60 60 

MAX C Mason Express 6:00 to 12:00 AM 30 30 30 60 30 60 60 n/a 

Local Routes 

1 Taft Hill 6:00 AM to 6:30 PM 60 60 n/a n/a 60 n/a n/a n/a 

2 North 
College/Wilcox/Conifer 

6:00 AM to 6:30 PM 30 30 n/a n/a 60 n/a n/a n/a 

3 Shields 6:00 AM to 8:30 PM 30 30 60 n/a 30 60 n/a 60 

4 LaPorte 6:00 AM to 6:30 PM 30 30 n/a n/a 45 n/a n/a n/a 

5 Loomis/Centre/JF 
Kennedy 

6:00 AM to 8:30 PM 30 30 60 n/a 60 60 n/a n/a 

6 East Mulberry 6:00 AM to 6:30 PM 60 60 n/a n/a 60 n/a n/a n/a 

7 Whedbee/Stover/JF 
Kennedy 

6:00 AM to 8:30 PM 30 30 60 n/a 60 60 n/a n/a 

8 Prospect 6:00 AM to 8:30 PM 30 30 60 n/a 60 60 n/a 60 

9 Lemay 6:00 AM to 8:30 PM 60 60 60 n/a 60 60 n/a n/a 

10 Drake 6:00 AM to 8:30 PM 30 30 60 n/a 60 60 n/a 60 

11 Trilby/Timberline 6:00 AM to 6:30 PM 60 60 n/a n/a 60 n/a n/a n/a 

12 Horsetooth 6:00 AM to 8:30 PM 30 30 60 n/a 60 60 n/a 60 
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Weekday Service Frequency 
(minutes) 

Saturday Service 
Frequency (minutes) 

Route 
# Route Pattern Span of  Service 

Peak 
Period 

Base 
Period 

Early 
PM 

Period 

Late 
PM 

Period 
Base 

Period 
Early 
PM 

Period 

Late 
PM 

Period 

Sunday 
Service 

Freq. 
(min.) 

18A Harmony/Park and Ride 6:00 AM to 8:30 PM 60 60 60 n/a 60 60 n/a 60 

18B Harmony/Fossil Ridge 
HS 

6:00 AM to 6:30 PM 60 60 n/a n/a 60 n/a n/a n/a 

Downtown Circulator: Long Loop* 12:00 PM to 7:00 PM 10 during span of service 10 during span of service 

Downtown Circulator: Short Loop* 7:00 PM to 12:00 AM 10 during span of service 10 during span of service 

CSU Routes 

21 Mulberry/Laurel 6:00 AM to 6:30 PM 30 60 n/a n/a n/a n/a n/a n/a 

22 Rams Village 6:00 AM to 6:30 PM 20 30 n/a n/a n/a n/a n/a n/a 

22T Rams Village Trippers Peak periods only 20 n/a n/a n/a n/a n/a n/a n/a 

23 Prospect/Stuart 6:00 AM to 6:30 PM 30 60 n/a n/a n/a n/a n/a n/a 

Regional Routes 

51 Fort 
Collins/Loveland/Longm
ont 

6:00 to 12:00 AM 30 60 60 60 60 60 60 60 

52 STC-PVH TC/Loveland/ 
Denver 

Two round trips per 
day 

2 round 
trips 

n/a n/a n/a n/a n/a n/a n/a 

53 PVH 
TC/Loveland/Longmont/ 
Boulder 

Two round trips per 
day 

2 round 
trips 

n/a n/a n/a n/a n/a n/a n/a 

Source:  Connetics Transportation Group 

*The Downtown Circulator loops would be operated by Transfort, but would be funded by a separate entity and are not part of the TSOP Update Financial Plan 
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Saturday Time Periods: 
Base Period = 6:00 AM to 6:30 PM 
Early PM = 6:30 to 8:30 PM 
Late PM = 8:30 PM to 12:00 Midnight 
Sunday Time Periods: 
Base Period = 6:00 AM to 6:30 PM 

Peak Periods = 6:00 to 9:00 AM and 4:00 to 6:30 PM 

Late PM = 8:30 PM to 12:00 Midnight 

Base Period = 9:00 AM to 4:00 PM 
Early PM = 6:30 to 8:30 PM 

Weekday Time Periods: 
Note: 
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5.3.3. Poudre School District – Phase 3 Components 
Implementation of the phased TSOP update will provide PSD students with improved 
coverage and frequencies, which will provide for greater convenience and flexibility for 
students making home-to-school, school-to-home trips, as well as special trips and 
travel to CSU and FRCC for advanced and/or specialized classes.   

Phase 3 recommends extension of the MAX services to areas outside of the Mason 
corridor, further geographic expansion of coverage, expanded regional bus service, and 
new limited Sunday transit service.  Table 17 provides an overview of Phase 3 routes 
that serve PSD high schools. 

Table 17. Phase 3 Routes that Serve PSD High Schools 

High School Route Description 
Weekday 

Frequency 
(minutes) 

1 
Service between CSU Transit Center and Foothills 
Mall using Loomis, Mulberry, Taft Hill, and 
Horsetooth (similar to Route 6 under Phase 1) 

60 

4 Service to the LaPorte Corridor to Overland Trail 
from the DTC; Interlined with Route 2 at the DTC 30 Poudre High 

School 

21 
Service between the CSU Transit Center to Mulberry 
when CSU is in-session; Interlined with Route 23 at 
the CSU Transit Center 

30 

1 
Service between CSU Transit Center and Foothills 
Mall using Loomis, Mulberry, Taft Hill, and 
Horsetooth (similar to Route 6 under Phase 1) 

60 

3 
Service between CSU Transit Center and Foothills 
Mall via Loomis, Mulberry, Taft Hill, and Horsetooth 
(same as Route 19 under Phase 1). 

30 

Rocky 
Mountain 
High School 

10 Service along Drake Road; Interlined with Route 8 at 
Overland Trail 30 

10 Service along Drake Road; Interlined with Route 8 at 
Overland Trail 30 

11 

Service between the new STC and social service 
agencies at Prospect and Timberline, as well as the 
new PVH Harmony Campus Transit Center  (similar 
to Route 17 under Phase 1) 

60 Fort Collins 
High School 

12 Service along Horsetooth and Ziegler, terminating at 
the new PVH Harmony Campus Transit Center. 30 
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High School Route Description 
Weekday 

Frequency 
(minutes) 

11 

Service between the new STC and social service 
agencies at Prospect and Timberline, as well as the 
new PVH Harmony Campus Transit Center  (similar 
to Route 17 under Phase 1) 

60 

12 Service along Horsetooth and Ziegler, terminating at 
the new PVH Harmony Campus Transit Center. 30 

18A 

Service along the Harmony Road corridor from the 
STC to the Harmony Road Park and Ride Lot with a 
stop at the new PVH Harmony Campus Transit 
Center (30-minute blended frequency with Route 
18B) 

60 

Fossil Ridge 
High School 

18B 

Service along the Harmony Road corridor from the 
STC to Fossil Ridge with a stop at the new PVH 
Harmony Campus Transit Center (30-minute 
blended frequency with Route 18A) 

60 

Source:  RAE Consultants, Inc. and DEA 

Figure 29 illustrates high school attendance boundaries, current (2.0-miles) and 
expanded (2.5-miles) walk boundaries, Phase 3 routes, and student addresses that are 
within ½-mile from Phase 3 routes.  Table 18 presents statistics related to the number 
and percent of PSD high school students that would be within ½-mile of a Phase 3 
route.   

Approximately 69% of all PSD high school students would be within ½-mile of a Phase 
3 route (a 32% increase compared to the existing system).  As with Phase 2, Fossil 
Ridge High School would experience the greatest increase in service coverage 
compared to the existing system (110% increase).  Fort Collins, Rocky Mountain, and 
Poudre High Schools would also experience large increases in service coverage (27%, 
22%, and 11% increases respectively).   

Table 18. PSD Students within ½-Mile of Phase 3 Routes 

Students within ½-Mile of Phase 3 Route 
PSD High School 

Number of Students Percent of Total 
Students 

% change 
(compared to 

existing) 

Poudre  810 47% +11% 

Rocky Mountain 1,402 83% +22% 

Fort Collins  978 84% +27% 

Fossil Ridge 809 67% +110% 

Total 3,999 69% +32% 
Source:  DEA 
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Figure 29. PSD/Transfort Coverage within ½-Mile of Phase 3 Routes 

 
Source: DEA 
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5.4. Changes to Poudre School District Transportation 
Eligibility 

Over 5,500 students currently attend the four PSD high Schools.  An estimated 1,800 
new students will be attending the four high schools in fall 2009, when 9th graders will 
be shifted from junior high schools and integrated into the high schools.  These students 
will put additional demands on PSD transportation services.  In order to address these 
increased demands, PSD is considering an expansion of walk boundaries from the 
current 2.0-mile distance to a 2.5-mile distance.  Expanding walk boundaries would 
reduce the number of students eligible for PSD transportation, thus helping to address 
increased financial demands for high school transportation.  However, these students 
would have significantly improved access to the Transfort public transit system. 

Table 19 summarizes the change in the number of current student addresses that 
would be outside of the walk boundary if PSD were to expand walk boundaries by one-
half-mile.  Students outside the walk boundary would still be eligible for PSD bus 
services (choice students would continue to be ineligible for busing).  Rocky Mountain 
High School would experience that greatest change due to the expansion of its walk 
boundary (a 45% decrease in the number of students outside of the walk boundary).  
Fort Collins, Fossil Ridge, and Poudre High Schools would also experience significant 
decreases in the number of students outside of their walk boundaries (25%, 15%, and 
9% decreases respectively).  Figure 30 depicts the limits of the potential expanded walk 
boundaries, as well as student addresses and the area within ½-mile of existing 
Transfort routes. 

Table 20 presents a broader perspective of the estimated number of students that 
would be eligible for busing for the total population of high school students.  This 
estimate accounts for both the current student addresses and the estimated 1,800 9th 
graders that will begin attending PSD high schools in 2010.  This estimation also 
assumes that 38% of all students who live outside the walk boundary are choice 
students.   

Table 20 indicates that approximately 700 fewer students would be eligible for busing if 
the walk boundary is expanded from 2.0-miles to 2.5-miles.  The cost savings 
associated with an expansion of walk boundaries is difficult to quantify; however, some 
general statements can be made.  The average annual cost for each high school 
student that is eligible for busing is estimated to be $154 per student (assuming that 
PSD student transportation costs of $35 per bus hour and that there are 11,000 annual 
bus hours).  Consequently, PSD could potentially save approximately $108,000 by not 
providing transportation to the 700 students who would no longer be eligible for busing 
under the expanded walk boundary scenario. 

August 2009 
 94



 
Transfort Strategic Operating Plan Update  Chapter 5 – Transfort Technical Report 

Table 19.  Change in Number of Current Students Outside of Walk Boundary  

Students Outside 
of Current (2.0-

mile) Walk 
Boundary 

Students Outside 
of Expanded (2.5-

mile) Walk 
Boundary 

High School 
Total 

Student 
Addresses 

# % # % 

% Change 
between Current 
and Expanded 

Walk 
Boundaries 

Poudre 1,721 1,517 88% 1,381 80% -9% 

Rocky 
Mountain 1,697 946 56% 516 30% -45% 

Fort Collins 1,160 640 55% 482 42% -25% 

Fossil Ridge 1,210 971 80% 825 68% -15% 

Total 5,788 4,074 70% 3,204 55% -21% 
Source:  DEA 
1 Total Student Addresses are reported for the 2007-2008 school year.  These values do not reflect actual school attendance since 
not all student addresses are known. 

 

Table 20. Summary of Estimated Changes Related to Expansion of Walk 
Boundaries 

Current (2.0-mile) 
Walk Boundary 

Expanded (2.5-mile) 
Walk Boundary High School 

# % # % 

% Change 
between Current 
and Expanded 

Walk Boundaries 

Total Current Students  

Live within Walk 
Boundary 1,714 30% 2,584 45% 51% 

Live Outside Walk 
Boundary 4,074 70% 3,204 55% -21% 

Estimated 9th Graders  

Live within Walk 
Boundary 540 30% 810 45% 50% 

Live Outside Walk 
Boundary 1,260 70% 990 55% -21% 

Choice Students 2,016 1,596  

Estimated Total 
Students Eligible for 
Busing* 

3,318 2,598 -21% 

Source:  RAE Consultants, Inc. and DEA 

*Assumes that 38% of students who live outside the walk boundary are choice students 
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Figure 30. PSD/Transfort Coverage within ½-Mile of Existing Transfort Routes 
(Expanded Walk Boundaries) 

 
Source:  DEA 
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5.5. Future Ridership Analysis 
Travel demand forecasting was undertaken to asses the future transit ridership potential 
associated with phased improvements.  Transfort planning staff used a sketch model 
approach to evaluate population and household information associated with future year 
scenarios, and employed elasticity factors that can affect transit mode share.  Elasticity 
factors included the change in service frequency (headway), travel times and transfer 
times.  Table 21 below presents the projected increase in average daily ridership that 
could result from the implementation of each phase. 

Table 21. Summary of Ridership Forecasts 

Scenario Estimated Daily Ridership % Increase in Ridership 
over Existing System 

Existing System 6,080 NA 

Phase 1 (three year horizon) 8,050 32% 

Phase 2 (five year horizon) 11,300 86% 

Phase 3 (seven year horizon) 13,385 120% 

Source: Transfort 

5.6. Proposed Transfort Marketing Efforts 
Transit marketing should ideally involve a broad range of actions to identify current and 
potential customer needs, and to attract interest from new transit markets through 
promotion and ridership incentives.  These include current ongoing service planning and 
promotion strategies, setting of fare structures and levels, public information and 
education, and management of community and customer relations.  All these actions 
involve an iterative cycle of researching customer needs and strategic opportunities, 
evaluating and reviewing objectives and tactics, then carrying out planning and 
implementation actions.  Transfort has identified four focus areas in which to emphasize 
improved awareness of the city’s transit system: general public, full-time CSU students, 
employee-based programs, and bus schedule production and distribution.  Transfort will 
also continue the marketing of the Mason Corridor to build awareness for the service 
scheduled to begin in 2011.  The following strategies could be employed as part of a 
Transfort marketing plan:  

• Ongoing testimonial campaigns. 
• Continued messaging to CSU students and employers to promote the 

convenience and financial incentives associated with transit, as well as the 
benefits of employee-based programs, through direct mail and advertising in print 
media.   

• Promotion of monthly and annual passes so that customers, particularly low-
income customers, benefit from the “price ladder” in which the cost per ride 
becomes less expensive as longer-term passes are purchased.   
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• Continued regular updates, production, and distribution of Transfort’s bus 
schedules. 

Several enhancements or supplemental strategies could be considered in order to 
complement the above strategies.  These are summarized below. 

• Broader marketing to largest user groups including full-time CSU and PSD 
students, local residents, and employers/employees.  Marketing techniques that 
could target these groups include: 

o Media advertising 
o Internet marketing 
o Use of social networking sites (such as Facebook, MySpace, and Twitter) 
o Establish permanent, high visibility transit information displays at key 

destinations 
o Targeted/community based marketing. 
o Continuing and furthering new partnerships (e.g., CSU, PSD, and FRCC) 
o Establishing PSD student advocacy representatives. 
o Partnerships with businesses, as well as tourism and service industries 
o Educating and training “front-line” business, civic, and employer 

representatives 
 

• Create a visual brand so that there is consistent messaging across transit 
vehicles, transit facilities, and marketing materials.  Key factors to be considered 
when implementing a new brand include the following: 

o Consider the target audiences and ensure that the brand will communicate 
and be relevant to each of these audiences. 

o Consider the variety of services and vehicles that are provided.  A brand 
must encompass the diverse range of services and allow for 
customization. 

o Balance consistency and local identity.  A brand must provide a consistent 
image while allowing for the unique identities of particular services to be 
highlighted.   

• Provide effective passenger information in a user-friendly format.  
Recommendations for developing a cohesive passenger information system 
include the following: 

o Make the Transfort website the key element of the passenger information 
program.  Key information to include on a website includes route maps, 
service changes, upcoming service-related events, and current studies.  
Real-time bus arrival/departure information should also be included.  PDA 
links are another option that could be included. 

o Revise the bus schedule to increase ease of its use. 
o Advertise the toll-free telephone access number in all marketing materials. 
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o Provide additional resources at bus stops including route-specific maps, 
system map, and bus schedules. 

o Implement a trip planned program. 
o Establish a clear and consistent policy for numbering and/or naming bus 

routes in order to create a consistent approach that clearly communicates 
the role of each service in the overall Transfort network. 

• Maximize exposure in local news media.  The implementation of a regular news 
release calendar could help to increase the amount of media exposure received.  
Transfort could also work with local news reporters to develop articles about 
individuals who benefit from using transit.  Related media efforts could include: 

o Testimonial campaigns 
o Service-specific campaigns 
o “Family of service” ads that provide key facts about each of the service 

types in order to communicate the presence of a “Seamless” transit 
network 

o CSU service ads 
o Regional service ads 
o Joint marketing of services in both Loveland and Fort Collins 

• Identify individuals and groups to conduct personal presentations to promote 
Transfort services.  Potential groups for presentation include: 

o Chamber of Commerce 
o Civic Clubs 
o Local neighborhood groups 
o Social service agencies 
o Tourist based businesses 
o Educational Facilities 
o Hospitals/care facilities 
o Senior centers 
o Large apartment complexes 
o Employee orientation programs 

• Work directly with businesses to make transit information readily available.  
Tactics could include: 

o Brochure distribution by on-site coordinator or payroll department 
o Displays at business entrance locations 
o Education about Transfort as part of employee orientations at large 

employers. 

• Continue to deliver the highest quality, most convenient service possible in order 
to attract and retain riders.   
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6. CAPITAL AND OPERATING REQUIREMENTS 
This chapter presents the operating, maintenance and capital requirements and costs 
associated with the phased transit improvements proposed as part of the Transfort 
Strategic Operating Plan (TSOP) update for Fort Collins. A separate report contains 
respective requirements for proposed transit improvements for the Loveland-COLT 
system. Costs for regional services in this chapter reflects only services that originate in  
Fort Collins.  Ultimately, cost sharing arrangements for regional services will be made 
among participating communities.  Chapter 7 of this document addresses anticipated 
revenues versus planned expenses, and identifies potential funding mechanisms that 
could allow for implementation of the overall plan.   

6.1. Existing Operating and Maintenance Requirements 
The existing Transfort operating statistics provide a baseline from which to compare the 
service levels associated with future proposed improvements, and to help determine the 
additional operational and funding needs that would be required. Table 22 provides the 
daily and annual revenue hours for the existing Transfort services. 

Table 22. Existing Transfort 2008 Daily and Annual Revenue Hours  

Service Type 
Day Transfort 

Local 
Transfort 
Regional 

Total Fixed 
Route Dial-A-Ride Total 

Transfort 

Weekday           
Daily Rev. Hours 242 13 255 NA 255 

Saturday      
Daily Rev. Hours 175 13 188 NA 188 

Sunday          
Daily Rev. Hours 0 0 0 NA 0 

Total Annual 
Rev. Hours 66,600 3,800 70,400 25,000 95,400 

Source: Transfort 

Transfort operates a total of 17 local fixed-routes and one regional route, with 23 
vehicles deployed for the fixed-route service during peak weekday operations. 
Approximately 70,000 annual revenue hours were provided by Transfort in 2008 for the 
operation of their fixed-route bus services. This includes local routes that are operated 
all year, plus CSU and PSD school tripper local routes that are operated seasonally. An 
additional 25,000 revenue hours are associated with the operation of the Transfort Dial-
A-Ride services. 

Table 23 provides a summary of the annual operating and maintenance (O&M) costs 
associated with the existing system. These costs represent salaries for drivers and 
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mechanics, safety training, marketing, fuel and general administration and overhead. 
The summary also reflects the average operating and maintenance cost per revenue 
hour of service. 

Table 23. Existing Transfort 2008 Annual Operating and Maintenance Costs  

 Local Fixed 
Routes 

Regional Fixed 
Routes Dial-A-Ride Total Transfort 

Annual Rev. Hours 66,600 3,800 25,000 95,400 

Average O&M Cost 
per Rev. Hour $91.99 $91.99 $69.47 NA 

Annual O&M Costs $6,126,550 $349,550 $1,736,750 $8,212,850 

Source: Transfort 

Total operating costs for Transfort in 2008 were nearly $8.2 million with approximately 
75% associated with fixed-route service, 4% with regional fixed-route service and 21% 
with the Dial-A-Ride services. Average O&M costs for fixed-routed services are $91.99 
per revenue hour. 

6.2. Phase 1 Operating and Maintenance Requirements 
Phase 1 recommends modest transit service growth over existing service.  It assumes 
the implementation of the MAX service in Fort Collins and the refinement of local routes 
to coordinate with MAX.  It also recommends a Downtown Circulator operating with two 
variations of bi-directional loop routes throughout the downtown area. Table 24 provides 
the daily and annual revenue hours for the proposed Phase 1 Transfort services. 

Table 24. Phase 1 Transfort Daily and Annual Revenue Hours  

Service Type 
Day Transfort 

Local 
Transfort 
Regional 

Total Fixed 
Route Dial-A-Ride Total 

Transfort 

Weekday     
Daily Rev. Hours 314 13 326 NA 326 

Saturday        
Daily Rev. Hours 241 13 253 NA 253 

Sunday         
Daily Rev. Hours 0 0 0 NA 0 

Total Annual 
Rev. Hours 89,400 3,800 93,200 25,000 118,200 

Source: Transfort and DEA Project Team 

Phase 1 services include a total of 18 local fixed-routes and one regional route, with 26 
local vehicles and 1 regional vehicle deployed during peak weekday operations. Over 
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93,000 annual revenue hours would be required by Transfort for the operation of the 
fixed-route bus services under Phase 1. This is an increase of nearly one third over 
existing system operations. A constant 25,000 revenue hours are necessary for the 
operation of the Transfort Dial-A-Ride services. 

Table 25 provides a summary of the annual operating and maintenance costs 
associated with the Phase 1 system.  The costs reflect an annual inflation rate of five 
5% and assume the target year for Phase 1 implementation is over a three year period. 
The table also provides a comparison against existing 2008 O&M costs.   

Table 25. Phase 1 Transfort Annual Operating and Maintenance Costs  

 Local Fixed 
Routes 

Regional Fixed 
Routes 

Dial-A-Ride Total Transfort 

Annual Rev. Hours 89,400 3,800 25,000 118,200 

Average O&M 
Cost per Rev. 
Hour 

$101.66 $101.66 $80.14 NA 

Annual O&M 
Costs $9,088,400 $386,300 $2,003,500 $11,478,200 

Change from 
Existing +$2,961,850 +$36,750 +$266,750 +$3,265,350 

Source: Transfort and DEA Project Team 

Notes: 

1. Annual O&M costs reflect an annual inflation rate of 5% over three years. Target year for Phase 1 implementation is a three year 
horizon. 

Total Phase 1 operating costs for Transfort would be approximately $11.5 million with 
almost 80% associated with fixed-route service, 3% with regional service and 17% with 
the Dial-A-Ride service. Average O&M costs for fixed-routed services are estimated to 
be $101.66 per revenue hour in a three year horizon. The annual O&M cost increase 
over existing system operations is nearly $3.3 million.  

6.3. Phase 2 Operating and Maintenance Requirements 
Phase 2 recommends significant expansion of transit service in Fort Collins, as well as 
expansion of regional connections to Denver and Longmont.  This phase assumes the 
continued refinement of local routes to coordinate with MAX.  Phase 2 introduces a 
transition to the grid network in Fort Collins and provides greater route coverage, higher 
service frequencies, and longer daily span of service.  Table 26 provides the daily and 
annual revenue hours for the proposed Phase 2 Transfort services. 
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Table 26. Phase 2 Transfort Daily and Annual Revenue Hours  

 Service Type 

Day Transfort 
Local 

Transfort 
Regional 

Total Fixed 
Route Dial-A-Ride Total 

Transfort 

Weekday 

Daily Rev. Hours 
477 37 513 NA 513 

Saturday 

Daily Rev. Hours 
376 18 394 NA 394 

Sunday 

Daily Rev. Hours 
0 0 0 NA 0 

Total Annual 
Rev. Hours 137,300 10,200 147,500 26,000 173,500 

Source: Transfort and DEA Project Team 

Phase 2 services include a total of 18 local routes and two regional routes, with 38 local 
vehicles and four regional vehicles deployed during weekday operations. Over 147,000 
annual revenue hours would be required by Transfort for the operation of the fixed-route 
(local and regional) bus services under Phase 2. This is an increase of 110% over the 
existing system operations. A slight increase to 26,000 revenue hours are necessary for 
the operation of the Transfort Dial-A-Ride services. 

Table 27 provides a summary of the annual operating and maintenance costs 
associated with the Phase 2 system. The costs reflect an annual inflation rate of 5% and 
assume the target year for Phase 2 implementation is over a five year horizon. The 
table also provides a comparison against existing 2008 O&M costs.   

Table 27.  Phase 2 Transfort Annual Operating and Maintenance Costs  

 Local Fixed 
Routes 

Regional Fixed 
Routes 

Dial-A-Ride Total Transfort 

Annual Rev. 
Hours 137,300 10,200 26,000 173,500 

Average O&M 
Cost per Rev. 
Hour 

$112.08 $112.08 $88.36 NA 

Annual O&M 
Costs $15,388,600 $1,143,200 $2,297,350 $18,829,150 

Change from 
Existing +$9,262,050 +$793,650 +$560,600 +$10,616,300 

Source: Transfort and DEA Project Team 

Notes: 1. Annual O&M costs reflect an annual inflation rate of 5% over five years. Target year for Phase 2 implementation is a 
five year horizon. 
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Total Phase 2 operating costs for Transfort would be approximately $18.8 million with 
82% associated with fixed-route service, 6% for regional service and 12% with the Dial-
A-Ride services. Average O&M costs for fixed-routed services are estimated to be 
$112.08 per revenue hour in a five year horizon. The annual O&M cost increase over 
existing system operations is approximately $10.6 million. 

6.4. Phase 3 Operating and Maintenance Requirements 
Phase 3 recommends additional transit growth in Fort Collins including longer service 
hours and limited Sunday transit service, as well as expansion of regional service to 
Denver, Longmont, and Boulder.  This phase assumes the implementation of additional 
express routes to operate alongside the MAX services, which extend outside of the 
Mason Corridor.  Phase 3 completes the transition to a full grid network in Fort Collins.  
Table 28 provides the daily and annual revenue hours for the proposed Phase 3 
Transfort services. 

Phase 3 services include a total of 19 local routes and three regional routes, with 41 
local vehicles and 10 regional vehicles deployed during peak weekday operations. Over 
189,000 annual revenue hours would be required by Transfort for the operation of the 
fixed-route bus services under Phase 3. This is an increase of 169% over the existing 
system operations. A total of 26,000 revenue hours are necessary for the operation of 
the Transfort Dial-A-Ride services. 

Table 28.  Phase 3 Transfort Daily and Annual Revenue Hours  

Service Type 
Day Transfort 

Local 
Transfort 
Regional 

Total Fixed 
Route Dial-A-Ride Total 

Transfort 

Weekday      
Daily Rev. Hours 537 98 635 NA 635 

Saturday        
Daily Rev. Hours 394 54 448 NA 448 

Sunday        
Daily Rev. Hours 99 33 132 NA 132 

Total Annual 
Rev. Hours 159,800 29,600 189,400 26,000 215,400 

Source: Transfort and DEA Project Team 

Table 29 below provides a summary of the annual operating and maintenance costs 
associated with the Phase 3 system. The costs reflect an annual inflation rate of 5% and 
assume the target year for Phase 3 implementation is over a seven year period. The 
table also provides a comparison against existing 2008 O&M costs.   
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Table 29. Phase 3 Transfort Annual Operating and Maintenance Costs  

 Local Fixed 
Routes 

Regional Fixed 
Routes Dial-A-Ride Total Transfort 

Annual Rev. Hours 159,800 29,600 26,000 215,400 

Average O&M Cost 
per Rev. Hour $123.56 $123.56 $97.41 NA 

Annual O&M 
Costs $19,744,900 $3,657,400 $2,532,650 $25,934,900 

Change from 
Existing +$13,618,350 +$3,307,800 +$793,900 +$17,722,100 

Source: Transfort and DEA Project Team 

Notes: 

1. Annual O&M costs reflect an annual inflation rate of 5% over seven years. Target year for Phase 3 implementation is a seven 
year horizon. 
 

Total Phase 3 operating costs for Transfort would be approximately $25.9 million with 
76% associated with fixed-route, 14% with regional service and 10% with the Dial-A-
Ride services. Average O&M costs for fixed-routed services are estimated to be 
$123.56 per revenue hour in a seven year horizon. The annual O&M cost increase over 
existing system operations is approximately 17.7 million. 

6.5. Capital Requirements 
This section describes the capital improvements that would be required to support the 
phased operational recommendations for TSOP update. This includes both vehicle 
requirements and facility improvements. Projected needs within each of these 
categories are summarized in the following sections.  

6.5.1. Vehicle Requirements 
Transfort existing service requires 23 vehicles to operate its fixed-route system during 
peak weekday service times. An overall fleet of 30 active vehicles currently exists to 
support fixed-route operations. The mix of vehicle types includes 26 standard 40 ft. 
transit buses with seated capacities ranging from 37-43 passenger, and 4 mid-sized 35 
ft. transit buses with seated capacities of 29-25 passengers. A 60 ft. low floor alternative 
fuel bus will be used for the Mason Corridor MAX BRT service. Compressed Natural 
Gas and Bio-Diesel is used for operation of the 30 buses in the existing Transfort Fleet.  
The proposed phased improvements would require additional vehicles to provide 
increased service levels.  

The proposed phased improvements for the TSOP update will require additional 
vehicles to provide increased service levels. Table 30 presents a summary of the 
vehicle requirements that would be necessary for each phase of implementation. A 

August 2009 
 106



 
Transfort Strategic Operating Plan Update  Chapter 6 – Transfort Technical Report 

spare vehicle ratio of 17% has been used to estimate the minimum number of back-up 
vehicles that should be retained in addition to the peak weekday vehicle operating 
requirements. The table also presents the change in vehicle requirements over the 
existing system.  

Table 30. Bus Fleet Requirements for the TSOP Update  

 Existing 
System 
(2008) 

Phase 1 
 

Phase 2 
 

Phase 3 
 

Number of Local Routes 17 17 17 16 

Number of MAX BRT Routes NA 1 1 3 

Number of Fort Collins Regional 
Routes 

1 1 2 3 

Total Routes 18 19 20 22 

Local Services Peak Vehicles  23 21 33 32 

Local Service Spare Vehicles 5 4 6 5 

MAX BRT/Mason Express Service 
Peak Vehicles 

NA 5 5 9 

MAX BRT/Mason Express Service 
Spare Vehicles 

NA 1 1 2 

Fort Collins Regional Service Peak 
Vehicles  

1 1 4 10 

Fort Collins Regional Service Spare 
Vehicles 

1 1 1 2 

Total Fleet 30 33 50 60 

Change from Existing NA 3 20 30 

Percent Change over Existing NA 10% 67% 100% 

Source: Transfort and DEA Project Team 

A modest fleet expansion would be required for Phase 1, with three additional vehicles 
necessary to supplement existing operations. A minimum of 33 vehicles would be 
required. This accounts for six new buses that would be dedicated to the MAX BRT 
operations. Under Phase 1, the required standard bus requirements for local fixed-
routes other than MAX are slightly reduced. This is due to existing routes that are being 
replaced by MAX. 

Phase 2 would require a minimum of 50 vehicles, representing 20 more vehicles than 
the existing system. As with Phase 1, six buses are dedicated to the Mason MAX 
service. Increased requirements are necessary for both local and Fort Collins regional 
services in Phase 2. 
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In Phase 3, two additional express routes would operate along portions of the Mason 
Corridor, along with the original MAX BRT service. A total of 11 vehicles would be 
dedicated to these express and BRT routes. Overall, Phase 3 improvements would 
require a fleet of 60 buses, which are 30 more than the existing system. Standard transit 
buses are assumed to be used for the additional Mason Corridor express routes under 
Phase 3.   

Cost estimates associated with vehicle acquisition assume both the need for fleet 
expansion and the replacement of older vehicles due to their useful life. The current 
estimated cost for a standard 40 ft. transit bus is $400,000, which is assumed for the 
provision of local and regional services.  Alternative bus types such as over-the-road 
coach buses may be considered for regional services in the future, depending on the 
specific nature of the travel pattern and regional service characteristics. An annual 
inflation rate of 5% is applied to future year bus purchase estimates. Buses that would 
be used for the initial operation of the Mason Corridor MAX BRT service will be 
procured through the FTA 5309 Small Starts funding program. Estimated bus costs for 
the expansion of Mason Corridor express service as part of Phase 3 assume the same 
costs as standard transit buses.  

Table 31 presents the costs associated with fleet replacement and expansion 
requirements for the TSOP update. 

As shown in Table 31, replacement vehicles are identified for the existing system and 
for two future time horizons. New local standard transit vehicles would be necessary for 
expansion of fixed-route services in Phase 2, and new vehicles to support regional 
service expansion would be required in both Phases 2 and 3.  

Transfort may be able to acquire future funding contributions for up to 80% of vehicle 
costs through FTA programs such as 5309 Bus Acquisition. If Transfort is successful in 
securing discretionary federal capital funding, the total local cost of expansion vehicle 
acquisition could be substantially reduced. 
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Table 31.  TSOP Update Fleet Acquisition Plan  

 Existing 
System 
(2008) 

Phase 1 
(three year 

horizon) 

Phase 2 
(five year 
horizon) 

Phase 3 
(seven year 

horizon) 

Replacement Vehicles 

Local Standard Transit Buses 11 17 0 5 

Cost for Local Standard Transit Buses $4.4 mill. $7,9 mill. $0 $2.8 mill. 

Expansion Vehicles 

Local Standard Transit Buses  -3 14 -2 

Cost for Local Standard Transit Buses  -$1.4 mill. $7.1 mill. -1.1 mill. 

Max BRT Articulated Buses  6 0 5 

Cost for Max BRT Buses  FTA Grant NA $2.8 mill. 

Regional Coach Transit Buses  0 3 7 

Cost for Regional Buses  NA $1.5 mill. $3.9 mill. 

Total Vehicle Acquisition Costs $4.4 mill. $6.5 mill. $8.7 mill. $8.4 mill. 

Source: Transfort and DEA Project Team 

Notes: 

1. Eleven new buses are required for the existing fleet due to vehicle age and useful life.   

2. Phase 1 time horizon currently assumes the need for seventeen standard transit buses to be replaced, and the purchase of six 
new 60 ft. low floor buses for MAX BRT. The number of required local standard transit buses is reduced by three vehicles due to the 
requirements in Phase 1, and therefore reflected in the overall net cost of new vehicle purchases.  

3. Phase 3 time horizon currently assumes the need for five standard transit buses to be replaced. The number of required local 
standard transit buses is reduced by two vehicles due to the requirements in Phase 3, and therefore reflected in the overall net cost 
of new vehicle purchases.   

4. A 5% annual escalation rate is used for the cost of vehicles in each phase.   

6.5.2. Facility Requirements 
Bus Storage 
Transfort will construct a new outdoor bus storage canopy in 2010 to support the Mason 
Corridor MAX BRT Improvements. The estimated fleet size associated with Phase 1 
improvements could be accommodated within this facility. However, fleet expansion that 
would be necessary for Phases 2 and 3 would require additional vehicle storage 
accommodations, service bays and related equipment. 

Several options may be available to house the vehicle fleet when future system 
expansion occurs. This may include maximizing the use of space at the current site 
through revised parking configurations. Other consideration may include the expansion 
of the current facility onto adjacent land, purchase or construction of a new or 
supplemental facility, leased facility arrangements, or utilization of facilities that are 
provided through a future contractor to Transfort.         
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Bus Stop Shelters and Amenities 
Service improvements and expansion that involves new route coverage will require the 
need for new bus stop amenities and shelters.  These can cost in the range of $2,000 to 
$5,000 for a standard stop with a sign, bench and pad. An enhanced stop with a shelter, 
bicycle parking and some minimal landscaping may cost in the range of $5,000 to 
$12,500. Major transit stops that support high levels of ridership and may include 
several unique amenities such as architectural elements, lighting, landscaping and real-
time schedule information would require investments over $12,000. Transfort currently 
has a contract with Next Media that exchanges advertising rights for construction and 
maintenance of bus shelters. This contract will provide for new bus shelters that are 
necessary to support the proposed phased service improvements at no additional cost. 
Therefore, no additional capital expenses for standard bus stops have been reflected in 
this plan. 

Transit Centers and Transfer Stations 
Each phase of improvements involves some form of transit infrastructure improvement 
to support the proposed service enhancements. Capital components for each service 
plan phase are as follows: 

Phase 1: 

• The full Mason Corridor project is included in this phase. 
• A new South Transit Center is proposed as part of the MAX project. 
• A University Avenue transitway is proposed through a short segment of the CSU 

campus (currently dedicated to pedestrian use). 
• Modifications to the Transfort maintenance facility may be required to 

accommodate MAX buses. 

Phase 2: 

• A new PVH Harmony Campus transit center is proposed in Fort Collins. 
• Expanded maintenance facilities will be needed due to additional vehicle 

requirements.  

Phase 3: 

• Further expansion of maintenance facilities will be needed for Transfort services, 
if not accommodated in Phase 2 facility expansions. 

The magnitude and extent of these improvements will require further definition as the 
implementation planning is undertaken for each phase. The specific concepts for each 
element will be dependent on a variety of factors, such as site capacity requirements, 
land availability, integration with the existing traffic system, funding and partnership 
opportunities. 
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7. IMPLEMENTATION OF SERVICE 
IMPROVEMENTS 

This chapter presents the financial approach for the implementation of proposed service 
improvements for the TSOP update. Specifically, this section discusses the results of 
the financial analysis that was undertaken by the project team and the Citizen’s 
Financial Committee (FAC).  BBC Research & Consulting, (BBC) was retained as a 
subcontractor by David Evans and Associates (DEA) to assist the Financial Advisory 
Committee (FAC) and project team in identifying transit funding options for Transfort 
and COLT and, in collaboration with the FAC, helped to develop a preferred funding 
plan. The following sections describe the process undertaken by the project team and 
the FAC for identifying and evaluating funding alternatives and developing a fair and 
practical funding model. This chapter considers the funding requirements for 
implementation of the Fort Collins TSOP, based on the shortfall between current 
revenues and estimated future expenses.  

7.1. Financial Advisory Committee (FAC) 

7.1.1. Funding and Evaluation Process 
The FAC was organized by Transfort and COLT staff and consists of an eight-member 
panel of Fort Collins and Loveland residents. FAC members represent a broad range of 
community interests, including business, real estate, university, social services and 
transit advocacy. The FAC held semi-monthly meetings from September 2008 to April 
2009. FAC members were presented with a conceptual framework with which to 
evaluate and recommend a funding strategy to accompany the service upgrades 
associated with the TSOP update. Over the course of the 6-month education and 
deliberation period, the group discussed the benefits and deficits of a wide range of 
broad and targeted funding mechanisms and fund collection institutional governance 
structures. 

The conceptual framework of the TSOP funding model is the concept that the cost of 
transit improvements should be borne principally by those that benefit from improved 
transit service and that beneficiaries should participate in rough proportion to their 
degree of benefit. Early in the planning process, consultants, FAC members and 
Transfort staff acknowledged that defining a fair and practical funding plan meant 
balancing many disparate factors. The following Figure 31 shows a visual 
representation of the factors that must be in balance to achieve an equitable funding 
strategy for Transfort. 
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Figure 31. Funding Challenge: Finding Balance 

 
Source:  BBC Research & Consulting 

Early in the FAC discussions, the above was used to represent the core issues involved 
in fashioning an appropriate transit funding solution and to demonstrate that the 
requirement for practicality implied an imperfect balancing of multiple community 
objectives. 

The project team presented several funding mechanisms and supporting institutions 
(e.g. regional transportation authority, special districts) for FAC evaluation that could be 
used to generate and collect funds for transit improvement. Following is a list of 
potential revenue generation tools and administrative institutions that were evaluated by 
FAC members. 

Revenue Mechanism 
Institutional Structure 

• Metro District 
• Urban Renewal Authority 
• Special Improvement District 
• General Improvement District 
• Regional Transportation Authority 
• Local Improvement District 
• Intergovernmental Agreement 
• Regional Service Authority 

• General Fund 
• Property Tax 
• Fares 
• Negotiated Agreements 
• Impact Fees 
• Vehicle Registration Fees 
• Federal Funding 
• Advertising 
• Utility Fee 
• Dedicated Sales Tax 
• Visitor Benefit Tax 
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• Occupational Privilege Fee 
• Congestion Fee 

The revenue generation tools in the above list were evaluated against a series of 
criteria. Specific evaluation criteria developed by the FAC included: 

• revenue stream certainty; 
• revenue stream growth along with community growth; 
• placement of funding burden on users; 
• ability to have funding flexibility across both municipalities; and 
• likelihood of public acceptance. 

Once an appropriate mix of funding mechanisms was identified, administrative 
institutions were evaluated based on a set of standards that included ease of formation, 
administrative requirements, public acceptance and legislative authority to impose the 
selected taxes, assessments and/or fees. 

The FAC selected a mix of funding mechanisms that offer a fair apportionment of costs 
and reliable revenue production. The selected administrative institution has broad 
revenue raising power, offers broad flexibility for both Fort Collins and Loveland and 
provides relative ease to accommodate other municipalities or jurisdictions in the future.  

7.1.2. Existing Financial Conditions 
Transfort currently operates as a service provided by the City of Fort Collins with a total 
operating budget of about $8 million (for 2008). Figure 32 shows current sources of 
revenue for Transfort. 

Figure 32. Current Revenue Sources – Transfort  

 
Source: Transfort 
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Major revenue sources for Transfort include a large general fund transfer (70% of 
revenue) and revenue from the Federal government (16%). Federal revenues include 
payments from Medicaid for the provision of paratransit services and ongoing transfers 
from the Federal Transit Administration. Other Transfort revenue sources include a 
negotiated agreement with the Associated Students of Colorado State University 
(ASCSU), farebox revenue, and advertising and other revenues (each contributing 5%). 
Transfort also receives a small amount of revenue from Larimer County and the City of 
Loveland for the regional FoxTrot transit services (1%). 

All future funding scenarios are based on an assumption that there will be a 
“maintenance of effort”, where current funding practices, including general fund 
transfers, negotiated agreements, farebox revenue, federal grants and advertising 
revenue will continue to be used and grow according to Transfort’s internal projections. 

7.1.3. Operation and Maintenance Revenue and Planned Expenses 
Estimated revenues for Transfort were compared to the estimated operation and 
maintenance costs of the proposed phased improvements. This established target 
funding amounts for the overall evaluation process. The comparisons and summary of 
projected operation and maintenance costs, available revenues and funding shortfalls 
for each phase of proposed improvements is provided in Tables 32 through 34.  

Table 32. Projected Annual Operation and Maintenance Costs and Funding 
Needs for Phase 1 

Service Area Estimated O&M Available 
Revenues 

Funding Shortfall 

Transfort Local $11,091,900 $8,396,300 $2,695,600 

Transfort Regional $386,300 $349,850 $36,450 

Total $11,478,200 $8,746,150 $2,732,050 

Source: Transfort and Project Team 

Table 33. Projected Annual Operation and Maintenance Costs and Funding 
Needs for Phase 2 

Service Area Estimated O&M Available 
Revenues 

Funding Shortfall 

Transfort Local $17,597,600 $10,340,600 $7,257,000 

Transfort Regional $1,231,600 $599,500 $632,100 

Total $18,829,200 $10,940,100 $7,889,100 

Source: Transfort and Project Team 
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Table 34.  Projected Annual Operation and Maintenance Costs and Funding 
Needs for Phase 3 

Service Area Estimated O&M Available 
Revenues 

Funding Shortfall 

Transfort Local $22,180,150 $10,922,050 $11,258,100 

Transfort Regional $3,754,800 $1,352,500 $2,402,300 

Total $25,934,950 $12,274,550 $13,660,400 

Source: Transfort and Project Team 

The project team estimated an annual operating and maintenance funding expense of 
about $22.2 million (in inflated dollars) for the build out of Phase 3 Transfort Local 
services in a seven year horizon. This represents a shortfall of nearly $11.3 million 
above current funding methods. Additional funding would be required for regional 
services, which would likely be implemented as part of a partnership and shared funding 
arrangement.  Total O&M costs of $25.9 million would be required for local and regional 
services with a shortfall of approximately $13.7 million. 

7.1.4. Capital Revenue and Planned Expenses 
Estimated capital costs for vehicle acquisition for Transfort services were also 
compared to the minimum estimated federal funding sources that would likely be 
available. This established capital funding targets for the new vehicle requirements. The 
comparisons and summary of projected capital costs associated with vehicles, potential 
funding sources and funding shortfalls for each phase of proposed improvements is 
provided in Tables 35 through 37 below.  

Table 35. Capital Funding Needs for Phase 1 Vehicles 

Service Area Estimated Capital Potential Funding Funding Shortfall 

Transfort Local $6,482,550 $550,000 $5,932,550 

Transfort Regional $0 $0 $0 

Total $6,482,550 $550,000 $5,932,550 

Source: Transfort and Project Team 

Table 36. Capital Funding Needs for Phase 2 Vehicles 

Service Area Estimated Capital Potential Funding Funding Shortfall 

Transfort Local $7,147,300 $1,100,000 $6,047,300 

Transfort Regional $1,531,550 $150,000 $1,381,550 

Total $8,678,850 $1,250,000 $7,428,850 

Source: Transfort and Project Team 
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Table 37.  Capital Funding Needs for Phase 3 Vehicles 

Service Area Estimated Capital Potential Funding Funding Shortfall 

Transfort Local $4,502,400 $1,100,000 $3,402,400 

Transfort Regional $3,939,600 $300,000 $3,639,600 

Total $8,442,000 $1,400,000 $7,042,000 

Source: Transfort and Project Team 

The project team estimated capital expenses to meet the full expansion requirements of 
Phase 3 to be approximately $23.6 million, when adding the cumulative expenses over 
all three phases. This represents a shortfall of over $20 million above estimated federal 
funding sources. 

7.1.5. Recommended New Operation and Maintenance Funding 
Mechanisms 

Beneficiaries of transit improvements are those individuals, property owners or 
businesses that experience increased business volume, travel convenience, time 
savings or property value enhancement because of transit improvements and more 
efficient traffic flow. Improved Transfort service provides transit riders and the 
community at large with the following benefits: 

• A safe and reliable alternative to driving 
• A method of transportation for those unable to drive 
• Reduces vehicle miles traveled (VMT) 
• Improved air quality 
• Traffic congestion relief 
• Opportunities to reduce household transportation expenses 
• Helps to build a strong local economy 
• Regional connections between residences and employment and entertainment 

centers 
• Municipal savings on road maintenance expenses 

The project team focused their efforts on candidate funding mechanisms that allocate 
costs to reflect these benefits. The following funding mechanisms were chosen because 
they can be employed in a manner that meets the core criteria expressed above, 
generates a reliable revenue stream and grows with the community. During the 
selection process, the project team produced revenue projections for each funding 
mechanism, demonstrating a wide range of tax and fee rates for the FAC to consider 
different balances of revenue options. Funding mechanism options investigated for 
consideration are outlined below. 
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7.1.6. Maintenance of Effort 
Transfort receives municipal general fund revenues, Federal and State support, 
passenger fares and other revenue to operate transit service. The TSOP update 
anticipates continuation of that effort and growth in fares commensurate with an 
increased level of service. Internal Transfort revenue projections for existing revenue 
sources are included in revenue projections. 

7.1.7. Dedicated Sales Tax 
A dedicated sales tax is an excise tax on retail goods imposed at the point of sale and 
dedicated to a specific purpose. The FAC evaluated several tax rates and settled on 
testing a 0.25-cent tax as the appropriate amount for public acceptance. This tax rate is 
nearly the same as the dedicated open space tax rate (1/4 cent) in Fort Collins and 
discussions were held about whether an additional sales tax or a rededication of an 
existing sales tax would be appropriate with an additional increase of 1/10 cent. The 
group was undecided about which is more appropriate, but agreed that a dedicated 
sales tax is necessary for the productivity and reliability of the tax. Virtually all residents 
of Fort Collins benefit from transit in one form or another and a sales tax is borne by 
most residents. A sales tax increase or rededication will require passage by voters in a 
general election. 

7.1.8. Transit Utility Fee 
A transit utility fee is an additional fee charged on residential and business utility 
accounts. Fort Collins operates its own electric utilities and would most likely use these 
municipal enterprises as a means to collect the fee. There are several methodologies 
for calculating this fee: (1) a flat fee for every electric account; (2) an excise fee based 
on the amount of the electricity bill; and (3) a fee based on trip generation factors for 
different land use types (e.g., residential, office, retail, industrial). Ultimately the FAC 
recommended an $8.00 flat fee to be assessed on all utility accounts. 

7.1.9. New Negotiated Agreements 
Currently, the ASCSU pays an annual fee of about $520,000 to Transfort in exchange 
for fare-free service for all full-time registered Colorado State University (CSU) students. 
The agreement is renegotiated every three years and is based on historic student 
ridership. Transfort is also actively seeking other partners in a similar arrangement. The 
revenue projections for negotiated agreements include assumptions that 2-3 new 
agreements are established for the sale of similar discounted passes. 

7.1.10. Special Assessment 
A special assessment in this context is an annual per household or square foot charge 
placed on property within a special improvement district. A special assessment may 
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only be levied against parcels of real estate that have been identified as receiving a 
direct and unique "benefit" from a public project, which in this case could be the new 
Mason Corridor MAX BRT line. The special assessment rates considered in this 
analysis are between $200 and $300 per year for residential units and between $0.05 
and $0.06 per built square foot per year for commercial property. The annual special 
assessment rates would decline as more residences and commercial establishments 
are built as this revenue source is targeted to raise about $1 million at build out. Funds 
generated by special assessment may only be used for operation of the Mason 
Corridor. 

The funding mechanisms described above are targeted to place the burden of transit 
funding on the community at large and individual populations that benefit from Transfort 
services. The FAC concluded that negotiated agreements, continuation of fares and the 
special assessment target individual transit users and those specially benefited by 
transit service improvement. The continuance of general fund support, transit utility fee 
and dedicated sales tax is targeted to the broader community, which also receives 
benefit from improved transit service. At the end of the evaluation process, the FAC was 
pleased with the balance of funding they recommended.  Recommendations were 
documented by the FAC in a letter prepared for Fort Collins and Loveland City Councils, 
City Managers and for the Poudre School District Superintendent on April 4, 2009 and 
can be seen in Appendix F. 

7.1.11. Revenue Modeling  
After the appropriate revenue generation strategy and administrative institution were 
selected, the following assumptions were used to model revenues. 

• Maintenance of Effort. Internal projections from Transfort were used to model the 
continuance of general fund support, fare growth, federal support and other current 
revenue streams. 

• Dedicated Sales Tax. Current taxable sales data, obtained from the City of Fort 
Collins, and projected forward with a 2% rate of inflation. A 0.25% dedicated tax rate 
is applied to future taxable sales. 

• Transit Utility Fee. Current electric utility revenue data, obtained from the City of 
Fort Collins electric utility enterprises, are projected forward with a 2% rate of 
inflation. An $8.00 utility flat fee rate is applied to future revenue. 

• Negotiated Agreements. A $25 annual pass fee is modeled based on current 
enrollment of all students at CSU and FRCC Larimer Campus. The current CSU 
contribution of $520,000 is netted out of the calculation as it is considered a 
maintenance of effort. The $25 annual pass is also modeled for PSD students, but 
for only those students ineligible for school district provided bus service. 

• Special Assessment/Special Improvement District. The special assessment on a 
special improvement district along the Mason Corridor is modeled based on 
residential and commercial land use data and growth projections obtained from the 
Mason Corridor Economic Analysis commissioned by the City of Fort Collins in 
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2007. Special assessment rates are between $200 and $300 per year for residential 
units and between $0.05 and $0.06 per built square foot per year for commercial 
property and are targeted to recover a portion of Mason Corridor bus rapid transit 
operations costs. 

Figure 33 shows revenue projections based on the revenue generation mechanisms 
and assumptions described above. The mix of funding is demonstrated to meet the 
projected revenue shortfalls calculated by Transfort staff by build out of the proposed 
transit improvements. Table 38 provides a tabular summary of revenue projections 
compared to the funding required.  Some deficit is still shown due to the expected 
contributions from partners in funding regional services.  

Figure 33. Projected Transfort Operation and Maintenance Revenues from FAC-
Recommended Funding Mechanisms 

 
Source: Transfort and DEA Project Team 

 

Table 38. Transfort Operation and Maintenance Revenue Projections – Phase 3 
Buildout 

Phase 3 Funding Mechanism 

Seven Year Horizon 

Maintenance of Effort/Fares $10,922,031 

Dedicated Sales Tax (0.25%) $6,189,161 

Transit Utility Fee ($8 Flat Fee) $7,115,283 

New Negotiated Agreements $500,000 

Special Improvement District $1,000,000 
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Phase 3 Funding Mechanism 

Seven Year Horizon 

Total $25,726,475 

Projected Funding Required $25,934,950 

Net Surplus/Deficit -$208,475 

Source: Transfort and DEA Project Team 
 

Appendix G provides additional detail on the evaluation of funding methods, exhibits 
and summary materials from the FAC process. 

7.2. Regional Governance for Transit Services 
The municipalities of Loveland and Fort Collins have the power to impose and collect all 
revenue generation mechanisms described above, however the FAC recommended a 
subsequent study regarding the formation of a Regional Service Authority (RSA) to 
serve in the administration, organization and consolidation of transit operations for Fort 
Collins and Loveland. 

An RSA is a form of government designed to provide specified services on a regional 
basis, in this case public transportation.  In order to form an RSA, a majority of 
countywide voters must approve the RSA’s formation and stated purpose.  Just under 
70% of the Larimer County population live in either Fort Collins or Loveland, and are 
within the geographic service area of Transfort and COLT.  The FAC chose the RSA 
because it felt that it met the evaluation criteria of revenue raising authority, inter-
jurisdictional flexibility between Ft. Collins and Loveland, ease of formation and public 
acceptance. Specifically, the RSA can provide: 

• A direct and effective means of achieving transit service objectives; 
• A consolidating administrative body to leverage Federal and State funds; 
• A focus on transit service, which helps avoid confusion with other regional 

transportation infrastructure efforts; 
• An effective structure, where each member jurisdiction provides its own funding 

and contracts with the RSA to provide an appropriate level of transit service; and 
• A framework for additional jurisdictions to join. 

The FAC recommended that an RSA dedicated to transit and with no internal funding, 
be considered as an initial step towards an area-wide transit operation.  A major factor 
in the FAC proposal is that an RSA structure with no internal funding mechanisms will 
let each member jurisdiction raise its own funds and purchase transportation service 
from the RSA.  For Fort Collins and Loveland, the likely funding mix has been described 
above, but other jurisdictions will be able to raise funds by any means when they join 
the RSA. 
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In addition to the RSA, a special improvement district must be formed around the 
Mason Corridor, to provide an administrative entity to collect the proposed special 
assessment.  A special improvement district could be formed by either the proposed 
RSA or the city of Fort Collins, but must be approved by a majority of the property 
owners within the district.  The district’s primary purpose is to assess the costs of public 
improvements to those who are specially “benefited” by the improvements.  “Benefit” in 
this case is defined as any increase in property value or adaptability of the property to a 
superior or more profitable use by the addition of the MAX BRT line.  Costs are 
generally assessed on an equitable and rational basis of determining benefit, in this 
case by built square footage and by residential unit.  By law, the benefits of Mason 
Corridor landowners are required to be at least equal to the cost of the special 
assessment imposed.  The funds generated by the special assessment must be spent 
within the special improvement district. 

7.3. Implementation Timeline  
The TSOP update has been developed based on a potential implementation horizon of 
five to seven years. A phased approach for the TSOP has been proposed to serve as a 
framework for implementation priorities, and to allow for the opportunity to scale new 
improvements and investments to future available funding sources.  The ability to 
secure new or additional funding sources over the next two years will be critical in 
achieving full build-out of all three proposed phases. 

Phase 1 is primarily aimed at adapting the existing Transfort system to the Mason 
Corridor MAX BRT implementation in a three year horizon. Annual operating costs are 
estimated to be just over 30 percent higher than existing services. Other than the new 
vehicles that are currently programmed for the Mason Corridor MAX service, no new 
vehicles are needed for service improvements proposed in Phase 1.  

Phase 2 represents a much more significant investment in Transfort services, with an 
approximate doubling of annual revenue hours. The transition to a grid system in Phase 
2 requires a more significant restructuring of multiple routes that must be implemented 
at the same time as one another. Phase 2 is targeted for an implementation in a five 
year horizon. Fourteen new vehicles are needed for the implementation of proposed 
Phase 2 services, in addition to the six Mason Corridor MAX vehicles that will be 
procured with other dedicated funding sources. 

Phase three represents the full build-out of the TSOP update for Transfort. Annual 
service hours are over two and a half times the levels in the existing system. Many of 
the improvements in Phase 3 are enhancements to the hours and frequency of routes 
defined in Phase 2, with some degree of enhanced service coverage. Therefore, Phase 
3 could be scaled back to include more incremental steps of improvements between 
Phases 2 and 3 if needed. The target year for Phase 3 implementation in a seven year 
horizon. Twenty four new vehicles are needed over the existing fleet, in addition to the 
original six MAX vehicles, to support the implementation of proposed improvements in 
Phase 3.  
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Successful implementation and meeting the desired timing for phased improvements 
will require that the funding mechanisms described in the previous sections are in place 
before the specific target years for implementation. This is necessary to build capital 
reserves that are needed for the purchase of new vehicles. However, FTA grant funding 
can potentially be sought to support some of these capital needs. Vehicle procurement 
may require a time frame of one year or longer irregardless of the specific funding 
source. The desired vehicle specifications and vendor can also influence the overall 
procurement time. 

Ongoing revenue streams from future revenue sources will then be used to fund annual 
operating and maintenance costs associated with the daily operation of transit services. 
Unit costs for operating requirements (e.g. cost per revenue hour) will typically increase 
on an annual basis. Therefore, the funding requirements identified in the previous 
sections reflect an annual escalation rate of five percent. 

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

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

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

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

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

• Responsibilities of Transfort Staff – New staff responsibilities related to 
service changes include new marketing and informational materials, hiring of new 
drivers, schedule conformation and runcutting, and development of new bus 
stops and signage. 
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7.4.1. Fare Change Policy 
Recommendations for changes in the fare are developed by Transfort staff. In 
formulating the fare recommendation, Transfort conducts a meeting to receive oral and 
written comment from the public on whether transit fares shall be increased. At least 
fourteen days notice is provided of this meeting by publication in the City’s newspaper 
of record. The notice includes the time and location of the public meeting; a summary of 
proposed language; specifies the address where written comments can be mailed; and 
informs the public of alternative formats available to assist in this public process. The 
meeting would be scheduled at least thirty days prior to any fare increases being 
implemented. 

The City Council reviews the staff recommendation at a public hearing, after which 
Council may change the fares through an amendment of the City’s fare resolution and 
hold a public hearing. 

When considering changes to the fare, staff and Council will consider the following: 

• Inflation rate 
• Ridership and revenue trends 
• Local economic trends 
• Trends in automobile-related costs such as gas 
• Service changes 
• Economic impact on customers 
• Market conditions and opportunities 
• The City's financial situation 
• The City's goals and objectives 

The list of factors to be evaluated is not meant to be exclusive; other factors may need 
to be considered from year to year. 

7.4.2. Route Change Policy 
Recommendations for changes to existing routing are developed by Transfort staff. Staff 
makes a determination whether the changes represent a Small Scale change or a Large 
Scale change. A Large Scale Change would be determined if over 5 bus stops will be 
affected because of the change. A Small Scale Change would be determined if one to 
five bus stops may be affected by the change, and does not include temporary changes 
that occur due to construction or street closure.  

If the route change recommendations are determined to be Large Scale, then Transfort 
conducts a meeting to receive oral and written comment from the public on whether the 
route changes shall be implemented. At least fourteen days notice is provided of this 
meeting by publication in the City’s newspaper of record. The notice includes the time 
and location of the public meeting; a summary of proposed changes; specifies the 
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address where written comments can be mailed; and informs the public of alternative 
formats available to assist in this public process. The meeting would be scheduled at 
least thirty days prior to the proposed implementation date. Following the meeting, 
Transfort staff will take all comments into consideration and make changes as 
necessary. The Public will be made aware of the large-scale changes through 
advertisement through the local media and the Cities Webpage. New transit maps will 
be distributed to all areas that sell bus passes, City facilities, on the buses, and to 
businesses and high-density residential complexes located along all transit routes. 
Upon implementation of route changes drivers and Transit staff help aid transit riders to 
navigate the new transit system. 

If the route change recommendations are determined to be Small Scale, then the public 
will be given a chance to comment on the proposed change during the initial advertising 
period. Transfort will advertise their intention to change the route, at the bus stop to be 
changed and on the bus route that is affected. Transfort will also give notice of their 
intention to change the route to any businesses, health facilities, public agency 
buildings, and residences adjacent of the proposed bus stop change. If there are no 
comments, Transfort will proceed with the change. If there are comments, Transfort will 
take them into consideration and make a decision based on all the facts that have been 
gathered. If a change is to proceed, temporary signage will be placed at the bus stop 
and bus route to be changed informing transit patrons of the imminent change and 
where the stop will be moved. 

7.5.  Monitoring After Implementation 
This section provides framework considerations for future standardized performance 
monitoring of Transfort routes and the overall system.  An efficient monitoring process 
can provide significant value for making ongoing service refinements, future operation 
planning, and can support future budgeting requirements and financial decisions. 
Samples of performance monitoring programs are also provided from three other transit 
agencies as examples for future considerations. 

7.5.1. Standardized Performance Monitoring 
Two types of monitoring are recommended to assure the continued effectiveness and 
efficiency of transit services for Transfort – trend analysis and peer system 
comparisons.  Trend analysis compares current operating data for with historical data to 
establish trends in service efficiency and effectiveness.  Effective trend analysis 
requires development of a database of operating and ridership statistics, ideally in 
monthly format to allow analysis of trends within specific operating seasons.  Much of 
this data is already collected and maintained in some form by Transfort.  For trend 
analysis of system-wide performance, the following statistics are recommended: 

• Vehicle hours of service operated 
• Vehicle miles of service operated 
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• Passenger boardings or unlinked trips  
• Passenger fares collected to support system costs 
• Operating expenses 
• Maintenance road calls 
• Incidents 
• Passenger complaints 

The following ratios are recommended for ongoing monitoring on an annual or semi-
annual basis at a minimum.  Monthly monitoring is also recommended to help assess 
the distinctions between operating seasons.  Once the database is established, the 
current period should be compared to the same period in the prior year.  Annual totals 
for the measures and ratios should be compared with annual totals for the past five 
years. 

• Boardings per vehicle service hour 
• Boardings per vehicle service mile 
• Riders per capita 
• Operating expense per vehicle service hour (compare increases to the 

Consumer Price Index (CPI)) 
• Operating expense per vehicle service mile (compare increases to CPI) 
• Operating expense per passenger (compare increases in costs per passenger to 

CPI) 
• Maintenance road calls per vehicle service mile (use to assess reliability of bus 

fleet) 
• Incidents per vehicle service mile (use to identify safety concerns, needs for 

training) 
• Passenger fares or visitor fee collected/operating expense (use to determine if 

costs are increasing faster than fares/fees) 

Peer system analysis can be conducted on an annual basis using statistics from other 
sister agencies and the National Transit Database (NTD).  Ideally, the peer group 
should be selected based on some common characteristics such as population of the 
area, system fleet size, annual vehicle hours or annual vehicle miles of service.  This 
type of analysis can also identify regional or national trends that may be affecting or 
mirroring a particular performance trend. Individual systems should be managed to 
maintain or improve their performance relative to the peer group of transit systems.  The 
same measures listed above can be used for peer system analysis.  In addition, the 
following measures related to the vehicle fleet are also recommended (all based on 
annual statistics): 

• Average transit speed (vehicle miles divided by vehicle hours) 
• Revenue service miles per vehicle in fleet 
• Spare vehicle ratio (total vehicles divided by peak vehicles needed for service) 
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The information above is generally consistent with the types of data collected by the 
Federal Transit Administration (FTA) to support the NTD.  The NTD is the FTA's primary 
repository for uniform statistics on the transit industry.  It includes key financial and 
operating data that describe public transit system characteristics. Recipients of FTA 
Urbanized Area Formula Program (§ 5307) and Non-urbanized Area Formula Program 
(§ 5311) are required by statute to submit information on an annual basis to the NTD. 
The information is used by the Secretary of Transportation to administer department 
programs, and also is made available to the public.  An internet based reporting system 
is utilized to facilitate the collection and summary reporting methods as part of this 
process. 

7.5.2. Samples of Industry Practices 
Performance standards for three representative transit agencies were reviewed to 
examine other typical procedures for service monitoring.  Representative agencies 
included the Metropolitan Atlanta Rapid Transit Authority (MARTA) in Atlanta, Georgia, 
the Regional Transportation District in Denver, Colorado, and Pierce Transit in Tacoma, 
Washington. Each agency uses similar monitoring tools, statistics and metrics to 
document their relative route productivity and performance.  The methods employed for 
making decisions on service adjustments or changes differ somewhat among agencies. 

Metropolitan Atlanta Rapid Transit Authority (MARTA) 
MARTA employs an assessment process to identify routes that are underperforming 
based on service standards or declining with a notable trend and need further 
evaluation. Reports are developed three times a year within 30 days of the end of their 
reporting period.  Resulting recommendations for service modifications or eliminations 
are required to be presented at a public hearing, and must receive Board approval prior 
to implementation. 

MARTA uses four key criteria to determine if a route is deficient or requires closer 
monitoring. The criteria include: 

• Passengers per Revenue Hour 
• Passengers per Revenue Mile 
• Cost per Passenger (Operating Subsidy per Trip) 
• Farebox Recovery (Revenue Percentage to Operating Cost) 

These statistics are computed separately for different classes of routes (e.g. local, 
feeder, semi-express, small vehicle services, etc.) to provide an average and 
benchmarks for individual route comparisons.  A route is determined to be deficient if, 
for two consecutive performance periods, it measures 50% or less than the system-wide 
average for three of the four criteria.  For example, the following metrics are used to 
assess performance under each criterion. 

• Service Average 
• Service Benchmark (50% of Service Average) 
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• A route is then categorized based on the following measures: 
o “Pass” = Value greater than Service Benchmark 
o “Watch List” = Value between Service Benchmark and Service Average 

for one period 
o “Fail” = Value below Service Benchmark for two consecutive periods 

MARTA will then use these results to take action or determine the appropriate 
disposition for a given route. 

Pierce Transit  
Pierce Transit has employed a method to monitor service performance measures to 
assure optimal productivity levels for public transportation services.  They have 
established separate performance standards for each type of route being operated (e.g. 
local, express, demand-responsive, etc.).  Measures have been established to 
determine if a route is operating at an “E” (Exceeds), “S” (Satisfactory), “M” (Marginal) 
and “U” (Unsatisfactory) level of performance.  The following actions are taken based on 
the level of performance findings: 

• E = Consider headway improvements 
• S = No change 
• M or U = headway reductions, operation at policy headways, redesign or 

elimination 

Local routes are evaluated based on the number of total passengers carried per vehicle 
platform hour, total passengers per revenue mile and the percentage of the route 
operating costs covered by passenger revenues.  Local routes are organized into four 
subcategories and respective performance standards are summarized in Table 39 
below. 

Table 39. Pierce Transit Performance Standards for Local Routes 

 Pass./Hour Pass./Mile Pass. Revenue/ 
Route Cost 

Trunk Routes 

Exceeds >35 >4.0 >.25% 

Satisfactory 25-35 2.1-3.9 18-25% 

Marginal 20-25 1.7-2.0 14-18% 

Unsatisfactory <20 <1.7 <14% 

Urban Routes 

Exceeds >30 >2.5 >22% 

Satisfactory 20-30 1.7-2.4 14-22% 

Marginal 15-20 1.3-1.6 11-14% 

Unsatisfactory <15 <1.7 <11% 
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 Pass./Hour Pass./Mile Pass. Revenue/ 
Route Cost 

Suburban Routes 

Exceeds >30 >2.5 >22% 

Satisfactory 15-30 1.3-2.5 11 - 22% 

Marginal 10-15 0.7-1.3 7 - 11% 

Unsatisfactory <10 <0.7 <7% 

Transit Center Connectors 

Exceeds >30 >2.5 >22% 

Satisfactory 20-30 1.7-2.4 14 - 22% 

Marginal 15-20 1.3-1.6 11 - 14% 

Unsatisfactory <15 <1.3 <11% 

Source: Pierce Transit 

Commuter and regional express routes are evaluated based on the number of total 
passengers carried per vehicle platform hour, average passengers carried per trip and 
the percentage of route operating costs that are recovered from passenger revenues.  
The performance standards for express services are summarized in Table 40. 

Thresholds for each service type were developed based on historical performance and 
expectations that have been established for Pierce County routes, and therefore cannot 
be applied directly to another agency.  However, this serves as an example of how 
relative metrics are used to developed a grading system for performance measures, 
and use of those grades for decisions on service changes. 

Table 40. Pierce Transit Performance Standards for Express Routes 

 Pass./Hour Pass./Trip Pass. Revenue/ 
Route Cost 

Regional Express Routes 

Exceeds >30 >30 >30% 

Satisfactory 20-30 25-30 25-30% 

Marginal 15-20 20-25 15-25% 

Unsatisfactory <15 <20 <15% 

Source: Pierce Transit 

Regional Transportation District 
Part of RTD’s mission is to provide cost-effective service throughout the District. 
Therefore, the term performance is used interchangeably with effectiveness and 
efficiency. RTD works with the objective of maximizing ridership within a given budget. 
Subsidy per boarding (effectiveness) is routinely tracked along with boardings per hour 
(productivity) to evaluate absolute and relative performance (see Figure 34). 
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Figure 34. RTD Effectiveness – Productivity Chart 
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Source: Regional Transportation District 

RTD has established guidelines that utilize the measures of subsidy per boarding and 
boardings per hour to identify the least productive services for further disposition. For 
example, a route will be evaluated for change if it falls within the least productive 10 
percent of routes based on either subsidy per boarding and boardings per hour, or if the 
route falls below 25% for both measures.  The route will specifically be evaluated for 
marketing, service revision or elimination.  The calculation of the 10 percent and 25 
percent standards are made for each service class (e.g. Urban Local, Suburban Local, 
Express, Regional, etc.).  The calculations are made from annual, un-weighted data, 
assuming the data have a normal distribution using appropriate formulas for standard 
deviation and confidence intervals. 

RTD uses tables and charts to depict these service standards to help make judgments 
about performance.  Figure 35 uses a shaded box to show the area where Urban Local 
routes meet or exceed minimum performance requirements.  With this type of 
illustration, RTD can address issues with routes that fall “outside the box”.  In addition, 
the chart uses vertical lines to represent productivity levels that guide target frequency 
levels during the peak and off-peak periods.     
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Figure 35. RTD Service Performance 2007 
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RTD’s Service Standards provide a more detailed description of how these measures 
are applied, and the disposition taken when routes fall into lower or minimum ranges of 
performance and productivity. 

The case studies provide a good range of techniques for grading route performance and 
categorizing routes based on relative levels of efficiency and cost-effectiveness. 
Transfort may choose to incorporate some of these specific performance indicators and 
monitoring systems, or tailor these measures specifically to their current goals and 
objectives for system performance. 

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

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

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

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

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

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

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

• Develop new performance standards and a formalized transit system 
performance monitoring program. 

• Initiate federal funding applications for future transit system capital requirements. 
 

 


	tsp_chapter_1
	tsp_chapter_2
	tsp_chapter_3
	tsp_chapter_4
	tsp_chapter_5
	tsp_chapter_6
	tsp_chapter_7

