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Section1 INTRODUCTION

A Comprehensive Operations Analysis (COA) is designed to examine and evaluate a transit system to
determine where improvements can be made to make transit operations more effective and efficient
across the networkt is important to note that a COA differs from a visioning effort, the most significant
difference being that a COA is primarily a data analysis of an existing network used as a tool to improve
operations in the shorterm with servicemodifications that include input from riders, staff, and
stakeholders. Conversely, a visioning effort involves a comprehensive public involvement effort to
include community needs and interests to help guide the future growth and evolution of a transit
system. This distinction is important to understand the conteithin whichthe recommendations are

made. Whereas there are guiding principles established for the COA that incorporate elements similar to
a visioning proces®nes thatare useful tancorporate in the crafting of recommendations, the
identification of services to be modified relies most heavily on analysis of the existing network.

There can be numerous reasons for the effectiveness or ineffectiveness of each route, just as there can
be many different solutions to the issues that need to be addressed. The primary goal of a COA is to
focus onidentifyingwhere improvements in productivity and efficienicytransit operations are most
reasonable, based on data analysis of the existing ¥ Q&4 OKIF NI OG4SNAaidAOa | yR
changes over time. These factors inform the decisions on where resources should be intensified,
reallocated, or discontinued.

Working with LeeTran staff, the project team collected data to document aseisaghe pertinent

conditions to familiarize themselves with the surrounding communities and the existing services that are
provided. Thigxercisds usefuffor diagnosing the services currently provided dockstablisha base

level of dataneeded forcompleting additional tasks. Historical data on service and ridership were
collected for the routes in the study areBhe data vere analyzed and integrated into the assessment

and evaluation of transit alternative concepitsat will bedevelopedthroughoutthe project. The
followinginformation isincluded in thisanalysis

Description oftudy area and related densities

Latent demand analysis

Existingransit services anddership in study area

Routelevel operating characteristics and performance statisti
Fare structure and farebox data

Gapanalysis

Systemleveloperational andinancial information

Prior patron surveyandprofiles

Recent and planned service changes

=8 =4 =4 =4 8 =8 -8 -8 =4
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Physical Description of Study Area

TheCOAstudy area includes the entire LeeTran service area. Lee County is located in Southwest Florida
and bordered on the south by Collier County, on the east by Hendry County, and on the north by
Charlotte Countyas shown in Map-1. Lee County covers 785 sgeaaniles of land area with

approximately 900 people per square mile. There are five major roadways that intersect Lee Gounty: |
75, USA1, SR31, SR80, and SB2. Lee County considers its 47 miles of beaches to be the number one
environmental and economigsset.

LeeTran Comprehensive Operations Analysis 1-2
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Map 1-1: Study Area LeeCounty and LeeTran Service Area
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Population Characteristics andirends

Socioeconomic trends Lee County from 2000 to 2010 asleown in Tabld-1. Thesedata were
gathered from the Census and 2019 American Community Survey (ACSywé#hBstimates (2014
2018).

The population increased 63 percent from 2000 to 20t# population from 2010 to 2018 increased

16 percent.Over the 18year period, Estero had the highest rate of population growth. However, Cape
Coral, Bonita Springs, Fort Myers, and Unincorporatedsaoé Lee County all had a greater absolute
population increaseThe largest population increase, likely due to new development, occurred in Estero.
Most of the household growth occurred between 2000 and 2010, while only 5 percent occurred in the
eightyea period from 2010 to 2018verall, population and the number of workers have grown
significantly since 2000, although the number of households has grown at a slightly slower rate; these
trends suggest that the County is becomingre dense over time.

Tablel-1: Lee County Population Profile and Trends (2€01L8)

Population 440,888 618,754 718,679 63% 16%
Bonita Springs 32,797 43,857 53,812 64% 23%
Cape Cora 102,286 154,305 178,593 75% 16%
Estero 9,261 21,392 32,220 248% 51%
Fort Myers 48,208 62,298 76,591 59% 23%
Fort Myers Beacl 6,561 6,277 6,966 6% 11%
Sanibel 6,064 6,469 7,224 19% 12%
Unincorporated 235,711 324,156 363,273 54% 12%
Households 188,599 259,818 271,861 44% 5%
Bonita Springs 14,807 15,509 22,074 49% 42%
CapeCoral 40,768 60,767 64,981 59% 7%
Estero 4,608 10,444 14,716 219% 41%
Fort Myers 19,107 24,968 29,111 52% 17%
Fort Myers Beacl 3,425 3,444 3,609 5% 5%
Sanibel 3,049 3,359 3,678 21% 9%
Unincorporated 102,835 141,327 133,692 30% -5%
Workers 182,581 250,778 293,718 61% 17%
Bonita Springs 13,283 16,307 19,768 49% 21%
Cape Cora 46,914 67,664 79,156 69% 17%
Estero 3,020 7,231 11,163 270% 54%
Fort Myers 20,079 26,557 32,263 61% 21%
Fort Myers Beacl 2,455 2,564 1,993 -19% -22%
Sanibel 2,015 2,022 2,243 11% 11%
Unincorporated 94,815 128,433 147,132 55% 15%

Source: 2000 Census, 2010 Census, and American Community Zu¢018 5Year Estimates

LeeTran Comprehensive Operations Analysis 1-4
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Population and Employment Densities
Population Density

Population density is one of the key indicators of a healthy transit makgh population density
meansmore residents within the traditional #ile rider-shed of a singl bus stop. Areas with high
population densityare also typicallassociated withmore land uses and activities that generate greater
multimodal transit use anthclude moreamenities that promote pedestrian and bicycle activity.

LeeCountycurrentlyhasa countywide averag@opulation densityof 900 persons per square milavith
much higher densities in therbanareas and much lower density in rueaid unincorporatedareas.

Map 1-2 shows theprojected population densitypersons per square mile Byaffic Analysis Zone (TAZ)
for 2021 (TDP base year), calculated based on socioeconomic dataetieed@veloped for the Lee

/| 2dzy G & aSLon@Range Mransportation Plan (LRARherdensity TAZ3,000 persons per
square mile) are concentrated along theastline of the Caloosahatchee River in both downtown Fort
Myers and Cape Coral, between-d5and 175 in Estero, in Fort Myers Beach, and in central Lehigh
Acres along Homestead Road. M&B shows the projected population density for 2030.

Employment Dasity

Employment density is another important factor to consider when analyzing a transit market. Areas of
high employment density often include activity centers that cluster shopping centers, medical offices,

and/or educational centers that attract trangrips. Downtowns also have higher employment densities

and often limited parking capacities, which also can help increase transit demand.

Map 1-4 showsthe projected employment density, jolser square mile byfAZ for 2021, calculated

based on socioecamic data that vereRS @St 2 LISR F2 NJ ( KS5LRPhe highelty G & at h Q
concentrations of employment density are in Fort Myers alongtUSn downtown Fort Myers,

adjacent to Pine Island Road in Cape Coral, in northern Fort Myers Bebehigh Acres along

Homestead Road, and along-W8in Bonita Springs. These areas report clusters of 2,000 jobs or more

per square mile, with some TAZs exceeding 3,000 jobs per squard/ad-5 shows the projected

employment density for 2030.

LeeTran Comprehensive Operations Analysis 1-5
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Map 1-2: 2021 Population Density
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Map 1-3: 2030 PopulatiorDensity
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Map 1-4: 2021 Employment Density
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Map 1-5: 2030 Employment Density
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Section2 LATENDEMANDANALYSIS

This section presents axaminationof the demographic profile of the LeeTran service area, including

graphical representations of common indicators for transit dependency, including dwelling unit density,
younger adult and older adult populatiorlew-income and zerevehicle households.

¢g2 DL{nmolaSR lylfteara Gz22tfa 6SNB lfaz2 dziaAftAl SR {:
summarized previously. One tool measures the levels of transit dependency within a particular

geographical area to help assess existing transit coveragenparison to areas with population that

have a propensity for potential transit use. The other supplements these findings by illustrating the
NBfFGA2yaKAL 08SG6SSy (GKS RAAONBUGA2YIFNE YIN] SO o0Ad
who @n drive and have access to an available vehicle, but may be a potential transit rider because of

some willingness to use alternative modes for travel) and the use of transit as a commuting alternative.

Thetools include a Density Threshold AssessmenAjioranalyze thadiscretionaryrider market and a
Transit Orientation Index (TQf analyzdraditional rider markets, all of which have a higher propensity
for potential transit useThe transit markets and the corresponding market assessment tooltased
measure each are described below.

Discretionary Rider Markets

As noted, he discretionary marketonsists opotential ridersresidingin higherdensity areas ofee
Countythat may choose to use transit as a commuting or transportation alternativeaiakysisvas
conducted umgindustry-standarddensitythresholds to identify the areas Lee Countyhat exhibit
transit-supportive residential and employee density levels today as well as in the f@&gieeconomic
data for Lee County, includimyvelling unit and employment dateased on information developed for
G§KS [ SS /| 204y LIR&RyesetusedX@calculate the DTA for 2021 and 2030.

Three density thresholds, developed based on industry standards/research, were used to indicate
whether an aea contains sufficient density to sustain some level of fic@de transit operations:

T Minimum Investment reflects minimum dwelling unit or employment densities to consider
basic fixeeroute transit services (i.e., local fixedute bus service).

9 High hvestmentc reflects increased dwelling unit or employment densities that may be able to
support higher levels of transit investment (i.e., more frequent service, longer service span, etc.)
than areas meeting only the minimum density threshold.

1 Very Highrvestmentg reflectsvery high dwelling unit or employment densities that may be
able to support more significant levels of transit investment (eryfrequent services, later
service hours, weekend service, etc.) than areas meeting the minimum oedaitdity
thresholds.

Maps2-1 and2-2, illustrate the results othe 2021and 2030DTA analyses conducted foee County
identifying areas that support different levels of transit investmen2021 and in 203®ased on

LeeTran Comprehensive Operations Analysis 2-1
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existingand futuredwelling unit and employment densitieShese maps alsacludethe existing
LeeTran routeso gauge how well the current transit nebak covers the areas afee Countyhat are
considered supportive of at least a minimum level of transit investment.

The majority ofareas with minimum dwelling unit densities are located near the coast of Cape Coral,

Fort Myers, and Fort Myers Beach. Areas with minimum jobs are sporadically located throughout Lee

County, primarily located along corridors such asdlS75, and Pindsland Road. All areas that are
O2YyaARSNBR (2 YSSi (GKS aOSNEB KAIKEé RogSEttAYy3I dzyAd
Caloosahatchee River in Fort Myers between Seaboard Street and First &reet] as areas west of

US41 between Hagon Street and Colonial Boulevaireasn Cape Coral K & YSS{G GKS & @SNE
dwelling unit threshold for transit investment are locatbdtween Cape Coral Parkway and El Dorado

Parkway, and along the Caloosahatchee River between Beach Parkway afdT8Eake.

LeeTran Comprehensive Operations Analysis 2-2



Map 2-1: 2021 Density Threshold Analysis
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Traditional Rider Markets

A traditional transit market refers to population segments that historically have had a higher propensity

to use transit and be dependent on public transit for their transportati@eds. Traditional transit users
typicallyinclude older adults, youtt Y R K2 dzaSK2f Ra GKI G INB f26nmAy02YS
Transit Orientation IndexTQ) assessmerdssists in identifying areas afservice areavhere a

traditional transit market existslable2-1 shows the TOI variables used for the COA.

Table2-1: Lee Countyf Ol Variables

TOI Variable Units
Population Age 14 and Under  Youth residents
LowIncome Population $25,000 or less annual income foepédrson household

Households wittZeroVehicles Zerovehicle households
Population Age 65 and Over Older adults

Map 2-3illustrates the2019TOI, reflecting areas throughout tleeuntywith varying traditional market
potential. The existing transit route network shahow wellLeeTrarcovers those area3he
methodology and benchmarks are shown in Figute 2

Figure2-1: Transit Orientation Index Methodology

Transit Orientation by Block Group

\ ;/
Blw
Census

Demographics [ | Frticaonty W
DETER Y

Low Zero Vehi
Income H

x-
n
5
:-
n

Census Block
Block Group Group

A (A

+1 Standard Deviations +2 Standard Deviations

¢KS FNBlF& (KIG SEKAOAG GKAIKE 2N 6OSNE KAIKE 2NA S
density are concentrated in established areas such as Fort Myers, Cape Coral, andtedsgh

la aK2gyX (GKS FINBlFa akKz2gAy3d avieMEen Boy Sckut Dricetand | NB O
[/ 2¢£S83S8 tINysgled ! NBIFa SEKAOAGAYI | aOSNE KAIKE 2
are located in Bonita Springs, and nortrBafnita Beach Road between Old 41 Road and Imperial

Parkway! RRAGA2y I f &> GKSNB FFNB f2¢gSNJ LI2LJz FGA2Yy RSya.;
towards transit investment adjacent to the coastline on south Sanibel Island and north of McGregor

Bouevard, adjacent to the mouth of the Caloosahatchee River.
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I NBFa O2yaARSNBR (2 KIFI@S | aKAIKE 2NRASyGlraA2y @Al
Fort Myers between Fowler Street and Cleveland Avenue and in Cape Coral south of Pine Island Road
adjacent to Santa Barbara Boulevard and south of Pondella Road between Hancock Bridge Parkway and

hN} y3S DNR@GS . 2dzZ SOFINR® Ly GKS SIFaidSNy asSoldizy 27
orientation towards transit and a high population densitg adjacent to SB2 and Lee Boulevard and

east of Alabama Road between Cherokee Avenue and Gifford Avenue.

I NBlFa GKFG N3 O2yaARSNBR (2 KIFIOBS aYSRAdzYé 2NRASY (|
Fort Myers Beach adjacent to Estero BoulevafdST YIF 22 NAG& 2F | NBFra OGKIG KI@
orientation to transit with high population density are adjacent to a transit route.

LeeTran 2021-2030Transit Development Plan 2-6



Map 2-3: Transit Orientation Index (2019)
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Section3 TRAVEIBEHAVIOR ANDOMMUTINGIRENDS

This section evaluates thigpical travel behavior for persons within the LeeTran service area, as well as
the commuting trends occurring within and between surrounding counties.

Commute Choice

Table3-1 shows thatthe most popular commute choice for those in Lee County is to divee

(79.9%). Driving alone has increased marginally from 78.7 percent in 2000, as carpooling and walking
also decreased from 13.7 percent to 9.8 percent and from 1.5 percent to 1.0 percent, respettieely.
share workingrom home increased the most,dm 3.5 percent to 5.6 percent, while using public transit
decreased marginally from 0.8 percent in 2000 to 0.7 percent in 2018.

Table3-1: Commuting Choices (2000 and 2018)

Commute Choice 2000 2018 |
Drovealone 78.7% 79.9%
Carpooled 13.7% 9.8%
Public transportation (excluding taxiber, Lyft 0.8% 0.7%
Walked 1.5% 1.0%
Worked at home 3.5% 5.6%
Other 1.8% 3.0%

Source: 2000 Census and American Community Survey?2Q08%Year Estimates

Commuting Patterns

For the purposes of the COA, reviewing commuting patterns is important for evaluating directional
travel to areas outside the LeeTran service area. The most common inflow and outflow is between
Collier County and Lee County; over 22,888dents leave Lee County for work in Collier County (Figure
3-1) while nearly 9,200 Collier County residents commute to Lee County (Bi@lrd@able3-2 shows

that the three most significant commute trends, besides Collier County, are commutersrigafrelin
Charlotte County (4,735 workers) to Lee County, Lee County residents traveling to Charlotte County
(2,155 workers), and Hendry County residents commuting to Lee County (1,155 workers). Lee County
residents typically work within the County, but maserkers commute from Lee County than external
counties commute to Lee County.

Table3-2: Inflow and Outflow, Lee County (2016)

. Outflow (from Lee
- . County) County) |

Collier County 9,180 22,045
Charlotte County 4,735 2,155
Hendry County 1,155 1,130
Miami-Dade County 100 1,005
Sarasota County 800 600
Broward County 170 580

Source: Census Transportation Planning Products (CTPP)®IEBLEstimates
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Figure3-1: Commuter Inflow to Lee County (2016)
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Figure3-2: Commuter Outflow from Lee County (2016)
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Section 4 EXISTINORANSITBERVICES

LeeTrarhas provided service to Lee County and currently serves Bonita Springs, Cape Coral, Estero, Fort
Myers, North Fort Myers, and Lehigh Acregisting service includ@8routes that operate all year and
3 seasonal routes that operate from NovemberApril.Map 4-1 shows the existing LeeTran network.

100%

SeasonalRoutes
have 36min. or
better
headways

L/ 56%

All-YeariRoutes
operate Monday
Sunday

All-Year Routes

As of June 2020, there are 23 LeeTran routes that run throughout the Weamajority $3%) operate
Monday throughSunday while the rest operatsixdays a weekvith the exceptions of Routes 80 and
160. Weekdayroute frequenciesange from 20 minutes to twand-a-half hours, but most are operated
every hour. Most routes that operate seven days a week have consistent frequencies and spans for
weekdays and Saturdaywith limited Sunday service.

Service spans also may vary by route and Route 400, connecting south Fort Myers and Fort Myers
Beach, has the longest service span for all seven days of the week, serving residents framts:00
10:30rPMmwith 20-minute headwaysMost of LeeTran servicese clustered in the City of Fort Myers

with mostly hourly service available all seven days a week, while Pine Island is served by only one route
on one day a week with low frequenciesagfproximately two hours (Route 160). The most frequent
service is orfRoutes 14@nd 400with 20-minute headways and the least frequent service is Route 160,
which has headways of approximately two hours and operates only on Thur3deysarliest bus

operation begins at 5:08M with Routes20, 110,and 140, and400, andends with Routet00at 1036

PM.

LeeTran Seasonal Routes

The LeeTran route network also includes a numbeseasonal routes, which operate from November to
April. As of January 202ere arethree seasonal routes: the River District Trolley (Gold and Blue
Routes)and the 420 Fort Myers Beach Tram

LeeTran Comprehensive Operations Analysis 4-1
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The farefree River District Trolley (Blueperates every25 minutesfrom 11:00AMto 7:52 PMon Sunday
throughWednesday and from 1@0AMto 10:55PM, Thursdaythrough{ I G dZNRIF @ ® ¢ KS ¢ NRf f S
corresponding Gold Route operates from@damto 10:55
PMThursday through Sunday and from 12@to 7:55PM
Monday through Wednesdayith 30-minute headways.
The River District Trolley has designated stops, but also
allows riders to flag down a ride anywhere on First Street
between Lee Street and Monroe Street.

Route 420, the Fort Myers Beach Tram, operatesye20
minutes from 800AMto 7:50 PMin Fort Myers Beach.

Other AltYear routes, including Routes 150, 400, and the
LinC, operate all year, but have their schedules adjusted
during November to April for the increased demand. These routes run Mondayghrunday at
varying levels of frequency ranging from 20 minutes to over an hour. Service generally begi@s\at 5
and operates until about 10:3®1 with Route 400.

LeeTran Comprehensive Operations Analysis 4-2
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Map 4-1: Existing LeeTraNetwork (2020)
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Section 5 EXISTINGRDERSHIP IN TISEUDYAREA

Route level ridership in the study areasfsown in Figuré-1 through Figureb-5, whichshows typical
ridership by month over a thregear period As shown, the lowest ridership is on Roud&s 150, and
160. The highest ridership occurs on Rout€s140,and400.

Figure5-1: Typical Monthly Ridership by Route (Routes 5 through 30)
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Figure5-2: Typical Monthly Ridership by Route (Routes 40 through 80)
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Figure5-3: Typical Monthly Ridership by Route (Routes 100 through 140)
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Figure5-4: Typical Monthly Ridership by Route (Routes 150 through 500)
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Figure5-5: Typical Monthly Ridership by Route (Routes 505 through 600)
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Individual routelevel bus stofpoardingand alighting data are included Appendix Xor weekdays.
Maps5-1illustrates the average daily boardingsr stop gatheed through Automatic Passenger Count
(APC) data provided by LeeTrane3édataidentify stops along each route that have the highest

average daily ridership or where stops have the lowest average daily ridership. The APC is an important
tool used in route modification for the COA

Based on the APC data, areas that have the lowest ridership occur in Cape Coral along Santa Barbara
Boulevard and Country Club Boulevard, as wedllasgAgualinda Boulevard and Pine Island Boulevard.
Other areaghat have no ridership include Estero and Bonita Beach Road.
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Map 5-1: Lee Weekday Average Boarding per Stop
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Section 6 SYSTEMROUTHEVEIOPERATINGHARACTERISTICS AND
PERFORMANCHATISTICS

This sectiosummarizeghe indicators that help paint the picture of the overall trajectory of the transit

agency and can be useful for addressing negative trends before their impact to the agency becomes too
burdensome. The indicators included reveal an agency that has beénidgover the past four years

or potentiallymoving in the wrong directigras shown in Tab@1.b 2GS G ¢ NALIb A0V E Ay (KS
represent passenger boardings.

Table6-1: Performance Indicators (2018019)
Performance Indicator 2016 2017 2018 2019

Trips/Hour 17.40 16.49 1596 15.36
Trips/Mile 1.13 1.07 1.04 0.99
Cost/Service Mile $5.62 $5.61 $6.14 $5.92
Cost/Service Hour $86.45 $86.75 $93.83 $91.58
Cost/Trip $4.97 $5.26 $5.88 $5.96

Source: NTX019
Abriefdatad 8 SR NB@GAS¢ 2F GKS tS@St 2F Ay@SadySyd Ay G
provided in Tabl&-2. The table reflects transit investment in terms of a series of service density metrics
that help describe how muckervice is being provided and consumed within the service area ona per
person (or persquare mile) basis. These measures are effective for LeeTran to use moving forward in
helping shape policy decisions about the agency since the information is readiacable to other
peer agencies or communities. In addition, TaBRuses service area and service area population from
LeeTra® Bational Transit Database (NTD) reports of 814 square miles and 73®stihs
respectively. Additionally, Tab&?2 usesvehicle revenue hours (193,428), passenger trips (2.97 million),
and operating cost from the LeeTran NTD reports through FY 2019.

Table6-2: Transit Investment

Vehiclerevenue hours per capita 0.26
Vehicle revenue hours per square mile 238
Passenger trips per capita 4.04
Operating cost per capita $24.10

Source: NT2019

Onttime performance was analyzed to determine whigkeTrarroutesmay haveservice reliability
issuego possibly helpdentify where improvements may be prudent and beneficial for route schedules
as they are considered for modification in the redesigocgiss. Specifically, eéime performance can

be useful for evaluating route segments where lower ridership and consistent delay may warrant an
alignment modification, a schedule adjustment, or some other mitigating treatment(s).
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Ontime performance from Qiober 2017 to September 2018 is included in Tab&through Tables-5.
As shown in Tablé-3, 2 of the 24 routes are not etime more than 60 percent of the time. In addition,
22 out of the 24 routes are etime over 60 percent of the time. Weekend-time performance is
mostly above 60 percent, with the exception of Route 130 on Sunday, as shown if6-babiguress-1
through 6-3, showroute-levelon-time performance compared to the systewide average.

Table6-3: Weekday Ortime Performance (FY 2017FY 2018)

FY 17 FY 18 STATUS
EARLY ON TIME

LATE

Rank | Percent| Rank @ Percent Rank @ Percent

5 15 7.8% 17 69.4% 6 22.8%

10 18 6.2% 4 82.4% 22 11.4%

15 23 3.2% 2 84.3% 19 12.5%

20 7 11.2% 9 75.2% 17 13.6%

30 11 8.8% 13 71.2% 10 20.0%

40 1 19.4% 21 64.5% 15 16.1%

50 16 7.3% 8 76.5% 14 16.2%

60 8 9.7% 5 82.3% 23 8.0%

70 14 8.1% 18 69.2% 7 22.6%

80 2 17.7% 14 70.7% 21 11.5%

ll.I_J 100 5 11.8% 15 70.3% 13 17.9%
) 110 9 9.4% 11 72.5% 12 18.1%
8 120 19 5.9% 10 74.5% 11 19.7%
130 20 5.7% 23 50.8% 2 43.5%

140 17 6.4% 12 72.2% 8 21.4%

150 10 8.9% 7 76.7% 16 14.4%

240 22 3.6% 16 69.9% 4 26.5%

400 6 11.4% 22 62.7% 5 25.9%
500-Blue 3 15.3% 24 37.9% 1 46.8%
505-Gold 24 1.9% 1 91.5% 24 6.7%

515 12 8.4% 6 78.6% 18 12.9%

590 4 14.5% 19 64.6% 9 20.9%

595 21 4.5% 3 84.0% 20 11.6%

600 13 8.4% 20 64.6% 3 27.0%

Source: LeeTran

Figure6-1: Weekday Ortime Performance (FY 2017 FY 2018)
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Table6-4: Saturday Ortime Performance (FY 2017FY 2018)

FY 1 FY 18 STATUS
EARLY ON TIME

LATE

Count Rank Count Rank Count Rank
5 5 16.3% 12 75.9% 17 7.7%
10 11 11.4% 4 87.1% 22 1.5%
15 21 3.2% 10 78.6% 4 18.1%
20 14 10.7% 20 64.8% 2 24.4%
30 8 14.1% 14 74.6% 11 11.2%
40 6 15.8% 15 74.4% 14 9.7%
50 15 10.4% 5 81.4% 16 8.2%
60 4 18.5% 11 77.9% 20 3.6%
70 7 14.3% 13 74.6% 12 11.1%
100 18 5.4% 17 73.0% 3 21.6%
= 110 12 11.1% 6 80.5% 15 8.4%
8 120 22 1.2% 2 88.3% 13 10.5%
o 130 3 19.7% 22 64.4% 8 15.9%
140 17 9.7% 9 78.9% 10 11.4%
150 9 13.1% 7 79.8% 18 7.1%
240 20 3.5% 8 78.9% 5 17.5%
400 19 4.3% 21 64.8% 1 30.9%
500 1 25.7% 23 61.6% 9 12.7%
505 23 0.0% 1 99.2% 23 8%
515 16 9.8% 3 87.9% 21 2.2%
590 10 13.0% 19 69.9% 6 17.1%
595 2 21.8% 16 73.8% 19 4.4%
600 13 10.8% 18 72.6% 7 16.6%

Source: LeeTran
Figure6-2: Saturday Ortime Performance (FY 2017FY 2018)
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Table6-5: Sunday O#time Performance (FY 2017FY 2018)

FY 1 FY 18 STATUS
EARLY ON TIME

LATE

Count Rank Count Rank Count Rank

15 71 8.3% 756 88.6% 26 3.0%

50 85 9.4% 585 64.6% 236 26.0%
70 240 16.3% 999 67.9% 233 15.8%
100 98 12.0% 582 71.3% 136 16.7%

w 110 232 14.7% 1232 78.2% 112 7.1%
'5 120 15 2.9% 392 74.5% 119 22.6%
8 130 115 16.9% 401 58.8% 166 24.3%
140 761 11.7% 4635 71.1% 1123 17.2%

150 136 17.3% 613 77.9% 38 4.8%
400 137 10.4% 886 67.4% 291 22.1%

590 131 21.5% 448 73.6% 30 4.9%
600 217 14.0% 1109 71.5% 226 14.6%

Source: LeeTran

Figure6-3: Sunday Ortime Performance (FY 201¢FY2018)
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Section 7 ROUTE PROFILES

This section presentsY 2019oute-by-route profiles for each transit route to highligat analysif

SI OK NRdzi SQa GKS OKItfSy3sSa

LISNF 2 NX I yOS

Iy R

on whereeachroute operates, daily angearlyridership levels, span artteadwayinformation, project

team observations, considerations for alternatives, and activity centers/uses served. Fiure

highlights the elements located in each route profile.

1.

LeeTran Comprehensive Operations Analysis

Describes the route in the route profile andyhlights major areas served along the route. A
segment key is also providédat highlights major time points along the route.
lllustrates the average daily boardings gathered through the APC data providesbyan This

identifies stops along each routkat have the highest average daily ridership or where stops
have the lowest average daily ridership. The APC is an important tool used in route modification

for the COA

Shows span ankdeadwayinformation for each route. This is an important metric téer@nce
when consideringneadwaymodifications to new routes or existing routes.
This section provides pros/cons by route, as well as observations gathered during the project

team field visit. This section also provides preliminary route modification notes, i
considered as the project teadevelopedroute modifications. In adton, this section also

highlights activity centers and uses served along each route.

Provides FY 2@Tidership information, financial metricgehicles operated in maximum service

(VOMS)and passenger trips per revenue mile data derived throughTraf a

statistics and financial information.

Shows ridership byearfrom 2016 to 2019

Figure7-1: Route Profile Key

Route 10 - Edison Mall / Dunbar

University, and Colonial Walmart.
Segment Time Points

| Edison Ma8  RosaParks  STARS Complex  Michigan & Marsh

/—' Route 10 is a major north-south route that travels on Fowder Street via Shoemaker
Boulevard providing transit service from the Ecison Mall to Michigan Avenue and

Marsh Avenue, This route provides transit to Edison Mall, downtown Fort Myers,

STARS Complex, and areas on Michigan Avenue Career Source SW FL, Hodges

Route 10 - Edison Mall / Dunbar

o -

e

Saturda
)45 AM - 10:00 PV
80 mirvutes

d
6:45 AM — 10:00 P
80 Minutes

*  Major north-south transit route providing service from Edison Mall to
Rosa Parks.
*  Route serves two major transfer locations in Lee County,
*  Route has above average on-time performance on weekdays and
Saturday.
*  On-time performance and headways likely suffer in the downtown area
accessing Rosa Parks.
Activity Centers/Uses
e Edison Mall, STARS Complex, Rosa Parks, Downtown Fort Myers, The
Housing Authority of Fort Myers
Operating
Expense

Ridership VOMS Revenue Miles

FY 2019

80,620 1 55,105 $599,639
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Ridership Trend
The following figure shows Route 5 ridership by year from 2016 to 2019.
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Route5 ¢ Edison Mall /TheForum

Routeb5 travelseastweston Winkler Avenugroviding transitservice fromThe

Forum to Edison Mall. This route also provides transit to Career Source SW FL,

Hodges University, and Colonial Walmart.
SegmentTime Points

Edison Career Winkler & Colonial Ortiz & Colonial &
Mall Source SW FL  Colonial Walmart MLK Forum Blvd
Route5 ¢ Edison Mall /TheForum
| ) L4
3 , °
dyers ‘ | ;:5‘.
: . .
;verage Weekday Boaidings 6 -725 . s
0 ® 26-50 1
e 1.5 _ ® -« ’ o~ -,
; @ o'§e 0 oo 0o o oo
4
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Span 6:05AM ¢ 8:35PM
Headway 80 Minutes
Pros/Cons
1 Local eastvest route providing transit from Edison MallToe Forum.
1 Route 5 operates slightly below the LeeTrartiome performance system
average.
1 Below system average d@ime performance is likely due to deviations
along the route.
1 May be difficult for new riders to understand because of multiple route
deviations.
1 Opportunity forstreamlining the route to improve atime performance.
1 Ridership is lowest along Forum Boulela
Activity Centers/Uses
1 Hodges University, Lee County Corrections, Publix, Calusa Nature Center
and Planetarium, Career Source, Edison Méle Forum

Saturday
6:05AM¢ 8:35PM
80 minutes

Operating

VOMS
Expense

Revenue Miles

70,415

Ridership

59,398

RidershipTrend
The following figure shows Roubeidership byyearfrom 2016 to 2019.
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Route10¢ Edison Mall / Dunbar

Routel0is a major northsouthroute that travels on Fowler Streand Veronica
Shoemaker Boulevaras well as Edison Avenue. Using thmesgor thoroughfares,
Route 1Qprovidestransitservice from the Edison Mall to Michigan Avenue and

Marsh Avenue. This route provides transit to Edison Mall, downtown Fort Myers,

STARS Complex, and areas on Michigan Avenue
SegmentTime Points

Edison Mall Rosa Parks STARS Comple Michigan & Marsh

Route D ¢ Edison Mall / Dunbar

TIN LUTHER KING JR BLYD

JISON AVE z®
- - 4% e mee 8ae
b4 =

Fort Myers .

Average Weekday Boardings 6-25
0 ® 26-50
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Weekday Saturday
Span 6:45AM ¢ 10:00PM 6:45AM ¢ 10:00PM
Headway 80 Minutes 80minutes
Pros/Cons
1 Major north-southtransit route providing service frofdison Malto
Rosa Parks.
Route serves two major transfer locations in Lee County.
Route has above average-time performance on weekdays and
Saturday.
1 Ontime performance and headways likely suffer in t@vntown area
accessing Rosa Parks.

1
1

Activity Centers/Uses
1 Edison Mall, STARS Complex, Rosa Rimkstown Fort Myers, Housing
Authority of Fort Myers

Operating
Expense
80,680 55,105 $599,639

RidershipTrend
The following figure shows Rout® ridership byyearfrom 2016 to 2019.
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100,000
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60,000 | Ridership
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20,000 k
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Routel15¢ Rosa Parks / Tice

Routel5is a short downtown route that travels on Dr. Martin Luther King
Boulevard, Michigan Avenue, and Ballard Road. Route 15 provides service betwe)
the Rosa Parks Transportation Center and Ortiz Avenue and Tice Street.
Additionally, this route provides trarigb downtown Fort Myers, Fort Myers
Technical College, aritle Housing Authority of Fort Myers.

Span

1

Headway
Pros/Cons

EVOLVE

Rethink. Revitalize. Reinvent.
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Weekday
5:45AM ¢ 9:30PM
60 Minutes

Saturday
5:45AM ¢ 9:30PM
60 Minutes

5:45AM ¢ 6:55PM
60 Minutes

Short downtown route provideservice from Ortiz Avenue and Tice
Street to Rosa Parks.

SegmentTime Points 1 Best performingfixed-route in the systerrin terms of ontime
an performance.
Rosa Parks Michigan & Marsh Ortiz & Tice 1  Other thanat Rosa Parks, the highest ridership is at Marsh Avenue and
. Michigan Avenue Link
Route B ¢ Rosa Parks / Tice 1 This is a potential mobility on demand area.
1 Opportunity for simplifyingoute.
> Activity Centers/Uses
1 Downtown Fort MyersRosa Parks, Housing Authority, Fort Myers

80,000
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60,000

6-25
@ 26-50
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Average Weekday Boardings
0

50,000
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10,000

LeeTran Comprehensive Operations Analysis

Technical College.

Operating
Expense
$707,001

VOMS Revenue Miles

67,030

Ridership

53,672

RidershipTrend
The following figure shows Rout® ridership byyearfrom 2016 to 2019.

I I I I H Ridership

2016 2017 2018 2019



Route20¢ Dunbar / Rosa Parks

Route20is alocal downtown route providing transit from Rosa Parks to Palm
Beach Boulevard and Marsh Avenue via Dr. Martin Luther King Boulevard.
Additionally, this route provides service t& &reet and McGregor Boulevard after
serving Rosa Parks Transportation Center. This route provides service to downtown
Fort Myers, Lee County Government offices, Publix, Edison and Ford Winter
Estates, IMAG History and Science Center, Fort Myers Dream (Jeetenasters

Flea Marketandthe Housing Authority of Fort Myers.

Span
Headway
Pros/Cons

EVOLVE

Rethink. Revitalize. Reinvent.
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Weekday
| 5:00AM ¢ 9:07PM
30 Minutes

Saturday
5:30AM¢ 8:22PM
60 Minutes

Major downtown transit route providing service frofRosa Parks and
downtown Fort Myers tareas along Dr. Martin Luther King Boulevard
and Marsh Avenue.

] ) 1 Route 20 operates slightly above the LeeTrasiiomre performance
Segmenilime Points system average.
1 Impacts oron-time performancearelikely due to congestiom the
Rosa Fort Myers Post  Fort Myers Dream  Michigan & Palm Beach & downtown core.
Parks Office Center Marsh Marsh 1 Opportunity for simplifying downtown route network to improve-time
Route20 ¢ Dunbar / Rosa Parks . performance andeduce redundancy.
Activity Centers/Uses
1  Downtown Fort Myers, Lee County Government offices, Publix, Edison
- and Ford Winter Estates, IMAG History and Science Center, Fort Myers
| Dream Center, Fleamasters Flea Mark&gusing Authority of Fort Myers
L ] 7
l : : Revenue Operating
MEely Miles Expense
; 104,806 108,587 $1,102,741
RidershipTrend
: The following figure shows Rou@ridership byyearfrom 2016 to 2019.
* 140,000
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Route30¢ Bell TowerShops/ Camelot Isles

Route30is a major eastvestroute that travelson Cape Coral Parkwayoviding

transitservice from Bell Tower Shops to Cape Coral. This route provides transit to
Bell Tower Shops, Florida SouthWestern State College, Camelot Isles, Cape Traq§ §5/Cons

Center, and Cape Coral Library.
Segmat Time Points

=] Florida Sns o Agualinda Blvd Camelot
Tower SouthWestern LIS el & Beach Pk Isles
Shops Center Library Wy

Route30¢ Bell TowerShops/ Camelot Isles
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Weekday
6:00AM ¢ 9:24PM
60 Minutes

Saturday
6:00AM ¢ 9:24PM
60 Minutes

Span
Headway

1 Major eastwestroute providing service fronCape Corab the shopping
opportunities inFort Myers

1 Below system average dime performance, likely due to length and
congestion impacts

1 May bedifficult for new riders to understand because of multiple route

deviations.
1  Opportunity for clarifying scheduling by eliminating different loopthim
Cape
1 No distinct route identity because route is trying to do too much.
Activity Centers/Uses

1 Bell Tower Shops, Florida SouthWestern State College, Camelot Isles,
Cape Transfer Center, and Cape Coral Library

: : Revenue Operating
REEEIIE Miles Expense
133,395 $1,159,407
RidershipTrend
The following figure shows Rous@ ridership byyearfrom 2016 to 2019.
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Route40¢ Cape Transfer Center / Coralwood Mall
Route40is northrsouth route providing transit service between Coralwdddll

and Cape Coral Transfer Center. Additionally, this route provides service to Cape

Coral Hospital.
SegmentTime Points

Cape sun Cape Coral
Transfer Splash Technical
Center P College

Cape Coral Cape Coral
Hospital Post Office

Coralwood
Mall

Route40 ¢ Cape Transfer Center / Coralwood Mall
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Weekday Saturday
Span ‘ 5:40AM ¢ 8:40PM 5:40AM¢ 7:35PM
Headway 84 Minutes 130Minutes
Pros/Cons
1 Major north-south Cape Coral route providing service between
Coralwood Mall and Cape Coral Transfer Center via Santa Barbara

Boulevard.

1 Route 40 operates below the LeeTrantime performance system
average.

1 Impacts oron-time performancearelikely due topoor routing near Pine
Island Road.

1 Opportunity for streamlining route network to improve dime
performance

Activity Centers/Uses

1  Cape Coral Transfer Center, Sun Splash, Cape Coral Technical College,
Cape Coral Hospital, Coralwood Mall, Publix

Operating

Expense

39,332 119,162 $811,316

RidershipTrend
The following figure shows Roud@®ridership byyearfrom 2016 to 2019.
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Route50¢ Airport / Beach Parkand-Ride

Route50is a major eastvestNR dzi S G K| (  BeanIPSrand-Ride SN P

Southwest Florida International Airport. In addition, this route provides transit
service to Bell Tower Shopad areas along Summerlin Road.

SegmentTime Points

Southwest . . Bell -
Florida Int. PEMES & Danle!s & Tower UL & HealthPark
. Jetport Treeline Summerlin
Airport Shops

Beach
Parkand-

Sanibel Outlets

Average Weekday Boardings 6-25
0 ® 26-50

e 1-5 @ -

BROADWAY W e
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LeeTran Comprehensive Operations Analysis

Weekday Saturday
‘ 6:20AM ¢ 9:31 PM 6:20AM ¢ 9:31 PM

6:45AM¢ 7:18PM

EVOLVE

Rethink. Revitalize. Reinvent.

@ﬂaﬁ-@g

Headway 70 Minutes 70 Minutes 135Minutes

Pros/Cons
1  Major eastwesttransit route providing service major transit
infrastructure in Fort Myers.

1 Route 50 is operating slightly above the-titme performance system

average but could be improved through routing modifications.

1 On-time performancsis likelyimpacted bylength and congestioalong

Daniels Parkway.
1 There may be an opportunity to restructure this rodteimprove
frequency and oftime performance.

Activity Centers/Uses
1 Bell Tower Shops, ldEhPark, Sanibel Outlets, Southwest Florida
International Airport, Beach PadndRide, Publix

: : Revenue Operating
MEely Miles Expense
174,725 $1,255,163
RidershipTrend
The following figure shows Rous® ridership byyearfrom 2016 to 2019.
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Route60¢ San Carlos Park / Gulf Coast Town Center

Route60is aloop style routeproviding transit service to Florida Gulf Coast
Universityand Miromar Qutlets. Additionally, this route provides connections to
Route 240 on U81.

SegmentTime Points

Drews S. .
US4.1 & Comm. County Miromar FGCU Gulf Coast Town
Constitution ; Outlets Center
Center Library

Route60 ¢ San Carlos Park / Gulf Coast Town Center
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I
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3 4
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Average Weekday Boardings 6-25
0 @ 26-50
° 15 ‘ - 50 ESTERO PKWY Y EXT

BROADWAY W

LeeTran Comprehensive Operations Analysis

EVOLVE

Rethink. Revitalize. Reinvent.

@&dﬁ-w

Weekday
Span | 6:20AM ¢ 9:45PM
Headway 85 Minutes
Pros/Cons
1 Only route providing transit service Eorida Gulf Coast University, Gulf
Coast Town Center, Hertz &g and Miromar Outlets.
1 Compared to other routes in the LeeTran servRReute 60operates at
the onrtime performance system average.
1  Congestion along Ben Hill Griffin Parkway or Three CaksvBy is low
which results in better osime performance.
1 Poor ridership; this could be a potentiabbility on demand area.

Saturday
7:06 AM ¢ 8:20PM
85 Minutes

Activity Centers/Uses
1 Gulf Coast Towne Center, Florida Gulf Coast University, Hertz Arena,
Miromar Outlets, Publix
Operating
Expense
$591,953

VOMS Revenue Miles

80,820

Ridership

24,710

RidershipTrend
The following figure shows Roud® ridership byyearfrom 2016 to 2019.
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Route70¢ Rosa Parks / Cape Transfer Center

EVOLVE

Rethink. Revitalize. Reinvent.

@&@ﬁ-m

Route70is northrsouth route providing transit service between Cape Coral
Transfer Center and Rosa Parks Transportation Center.iéwhlly, this route

provides service to Cape Coral Hospital and Coralwood Mall.

SegmentTime Points

Sats Coralwood Cape Coral Pondella & US41 & Rosa
Transfer )
Center Mall Hospital Orange Grove  Pondella Parks

Route70 ¢ Rosa Parks / Cape Transfer Center
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LeeTran Comprehensive Operations Analysis

Weekday Saturday
Span 5:30AM ¢ 10:15PM 6:05AM ¢ 9:25PM 6:40 AM¢ 8:10 PM
Headway 65Minutes 65 Minutes 65 Minutes

Pros/Cons
1 Route 70 provides transfer opportunities at four transfecations.
1 Route 70 operates slightly below the LeeTrartiome performance
system average.
1 Impacts oron-time performanceare likely due todowntown congestion
and route deviations near Hancock Bridggrkway
1 Opportunity for streamlining routeetwork to improve orime
performanceand route alignment.
Activity Centers/Uses
1  Cape Coral Transfer Center, Cape Coral Hospital, Coralwood Mall, Publix,

downtown Fort Myers

: : Revenue Operating
MEely Miles Expense

142,349 179,879 $1,420,854

RidershipTrend
The following figure shows Rouf@ ridership byyearfrom 2016 to 2019.
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Route 80¢ EdisonMall / Bell TowerShops

Route80is a weeklynorth-south route providing transit service between Bell

Tower Shops and Edison Mals well as the LeeTran Headquarters.

SegmentTime Points

Bell Tower  South Fort Gulf Coast Center & LeeTran Edison
Shops Myers High Hospital 4th Headquarters Mall
Route80 ¢ Edison Mall / Bell ToweBhops
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LeeTran Comprehensive Operations Analysis

EVOLVE

Rethink. Revitalize. Reinvent.

@a@s@

Weekday Saturday
Span | 6:40AM¢ 7:31PM
Headway 97 Minutes

Pros/Cons

1 Route 80 is the only route serving the LeeTran Headquarters.
1 Ontime performance for Route 80 & the LeeTran system average.
1 Impacts relating t@n-time performanceare likely due toroute serving
Page Field.
1 Ridershippn Route 8thas beersteadilydecreasing over the fowyear
period from 2016 to 2019.
Activity Centers/Uses

1 Bell Tower Shops, Gulf Coast Hospital, LeeTran Headquarters, Edison Mall

Ridership VOMS  Revenue Miles ~ OPerating

Expense

19,414 51,371
RidershipTrend
The following figure shows Roud@ ridership byyearfrom 2016 to 2019.
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EVOLVE

Rethink. Revitalize. Reinvent.

@&@ﬁ-m

Route 100q Rosa Parks / Riverdale Weekday Sty
Route100is a major eastvest route providing transit service between Riverdale Span 5:25AM ¢ 10:00PM 5:30 AM ¢ 9:35PM 7:35 AMc 8:10 PM
and Rosa Parks in downtown Fort Myers. Headway 30Minutes 40 Minutes 90 Minutes

SegmentTime Points Pros/Cons
mq 1 Downtown eastwest route providing service along Caloosahatchee River.
Riverdale Marsh & Palm Beact Michigan & Marsh Rosa Parks 1 Route 100 operates at the LeeTrantime performance system average.

. 1 Impacts oron-time performancearelikely due tocongestion and
Route100¢ Rosa Parks / Riverdale circulation in downtown Fort Myers.

1 Opportunity for streamlining route network to improve dime
performancein downtown Fort Myers.

Activity Centers/Uses
1 Downtown Fort Myers, Rosa Parks, Housing Authority of Fort Myers,
Publix

. . Revenue Operating
NEESITE Miles Expense

236,441 253,729 $1,791,856

RidershipTrend
The following figure shows Rout®0ridership byyearfrom 2016 to 2019.
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Route 110¢ Edison Mall / Lehigh Acres

Routel10is a major eastvest route connecting Lehigh Acres with Fort Myers.
Additionally, this route is the only route in the LeeTran seraieathat provides
transit to/from Lehigh Acresn weekdays, Saturday, and Sunday

Span
Headway

EVOLVE

Rethink. Revitalize. Reinvent.

@ﬂaﬁ-@g

Weekday
5:00AM ¢ 10:04 PM
60 Minutes

Saturday
5:00AM ¢ 10:04 PM
60 Minutes

6:10AM ¢ 9:03PM
60 Minutes

Pros/Cons
SegmentTime Points 1 Major eastwest route connecting riders from Lehigh Acres to Fort Myers.
1 Route 110 operates at the LeeTrantime performance system average.
Edison Colonial at The Lee & Broad & Homestead 1 Impacts oron-time performanceare likely due tocongestion in Lehigh
Mall Forum Gunnery Woodward Plaza Acres relating to corriction.
Route110¢ Edison Mall / Lehigh Acres 1 Opportunl_ty for s_t_reamllnlng route networik Lehigh Acres with a new
park-and-ride facility.
el Activity Centers/Uses
3 | 1 Edison Mall, Social Security Administration, Lehigh Acres, Publix

ALOMING LN

Average Weekday Boardings
0
® 1-5

{ X

LeeTran Comprehensive Operations Analysis

Revenue
Miles
200,056

Operating
Expense
$1,495,495

Ridership

210,975

RidershipTrend
The following figure shows Routd Oridership byyearfrom 2016 to 2019.

I I I I m Ridership
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Route 120¢ EdisonMall / Cape Transfer Center

Routel120is an eastwest route connecting Edison Mall to Cape Transfer Center.
Additionally, this route provides service to Camelot Isles on Susnday

SegmenfTime Points

Edison Mall Coralwood Mall Cape Transfer Cente Camelot Isles

Route120¢ Edison Mall / Cape Transfer Center
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LeeTran Comprehensive Operations Analysis

EVOLVE

Rethink. Revitalize. Reinvent.

o B e el

Weekday
6:00AM ¢ 9:10PM
80 Minutes

Saturday
6:00AM ¢ 9:10PM
80 Minutes

Span \
Headway
Pros/Cons
1 Major Cape Coral route providing service between Coralwood Mall and
Cape Coral Transfer Center @auntry ClulBoulevard.
1 Route 120 operateslightly above the LeeTran 4ime performance
system average.
1 Route 120 is the only route operating on the Midpoint Bridge
1 Average daily boardings are low on Country Club Boulevard
Activity Centers/Uses
1  CoralwoodMall, Cape Coral Transfer Center, Edison gallithern
TechnicalCollege, Publix

8:30AM¢ 6:25PM
100Minutes

Operating
Expense
$662,376

VOMS Revenue Miles

91,136

Ridership

47,662

RidershipTrend
The following figure shows Rout@0ridership byyearfrom 2016 t02019.
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Route 130¢ Edison Mall /Beach Parkand-Ride

Route130is a major northsouth route providing transit service from Edison Mall
to the Beah Parkand-Ride on weekdays, Saturday, and Sunday.

SegmenfTime Points

Edison
Mall

Barkley &
Matthew

US41 & Palm
Drive

Gladiolus &
Bass

Beach Park
and-Ride

Route130¢ Edison Mall / Beach Parand-Ride
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EVOLVE

Rethink. Revitalize. Reinvent.
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Sunday
8:35AM ¢ 6:30PM
120Minutes

Weekday
6:25 AM ¢ 9:07 PM
60 Minutes

Saturday
6:25AM ¢ 8:25PM
120Minutes

Span \
Headway
Pros/Cons
1 Major north-south route providing service between Edison Mall and
Beach Parand-Ride via Summerlin Road.
1 Based on osiime performanceRoute 130 i®ne of thepoorest
performing routesin the LeeTramsystemon weekdays, Saturday, and
Suwnday.
1 Impacts on ortime performancas likely due to length of route and
meandering alignment.
Activity Centers/Uses
1  Edison Mall, Florida SouthWesteBtate CollegeGolisan/ KA f RNBy Q&
Hospital, Beach Padnd-Ride, Publix

Revenue
Miles
135,957

Operating
Expense
$1,095,227

VOMS

Ridership

129,446

RidershipTrend
The following figure shows Rout&0ridership byyearfrom 2016 to 2019.
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EVOLVE

Rethink. Revitalize. Reinvent.
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Route 140¢ Merchants CrossingiBell TowerShops

Route140A & [ S Be¢ moithydDth route providing transit along Cleveland
Avenue to major destinations in Fort Myers, as well as transfer opportunities to
most routes in the LeeTran system.

SegmentTime Points

US41 &
Constitution

US41 &
Sanibel Blvd

Bell Tower
Shops

Edison
Mall
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Parks

Merchants
Crossing
7
Coconut Point
Mall
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LeeTran Comprehensive Operations Analysis

Weekday
5:00AM ¢ 9:55PM
20 Minutes

Saturday
5:00AM ¢ 9:55PM
20 Minutes

6:05AM ¢ 8:55PM
65 Minutes

Span
Headway
Pros/Cons
1 Major north-south route providing service between Merchants Crossing
and Bell Tower Shoms weekdays and Saturday. On Sunday, Route 140
provides service tthe Coconut Point Mall.
1 Route 140 operates at the LeeT&ontime performance system
average.
1 Route 140 has some oféthighestfrequendesin the LeeTran service.
1 Impacts to ortime performance likely due to peak congestion on US 41.
1 Opportunity for improving route alignment w@llocateresources to other
parts of the service.
Activity Centers/Uses
1  Merchants Crossing, downtown Fort Myers, Bell Tower Shops, Coconut
Point Mall, Edison Mall, Publix

Revenue
Miles
394,389

Operating
Expense
$3,953,444

Ridership

760,830

RidershipTrend
The following figure shows RoutdOridership byyearfrom 2016 to 2019.
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EVOLVE

Rethink. Revitalize. Reinvent.

Route 150¢ BonitaGrande / Lovers Key

Routel50isan eastwestroute providing transit service betwedBonita Springs

and Lovers Key State Park. In addition, Route 150 also provides connéztioas Headway 95 Minutes 95 Minutes 95 Minutes
currentRoute 400 and Route 600. Pros/Cons

SegmentTime Points 1

Weekday Saturday
Span \ 6:52 AM ¢ 5:58 PM 6:52 AM ¢ 5:58 PM 7:36AM ¢ 5:58 PM

Route 150 is an eastest route providing local beach service from Bonita
Springs to Lovers Key State Park.

Publix at Bonita Old 41 & Center of Bonita Bonita Beach &  Lovers Key 1 Route 150 operates above the LeeTrantiome performance system
Grande Reynolds Springs Hickory State Park average likely due to low levels of congestion.
Route 150¢ Bonita Grande / Lovers Key 1 Route has zero averageifyaboardings on the beach south of Lovers Key
State Park.
® Activity Centers/Uses
1 Lovers Key State Park, Publix
Ridership VOMS Revenue Miles Operating
Expense
29,638 68,519 $473,919
Average Weeiday Boardings 6-25 RidershipTrend
0 ® 2-5 The following figure shows Rout&0ridership byyearfrom 2016 to 2019.
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Route 240 ¢ Coconut Point Mall / Bell ToweShops

Route240is a major northsouth route connecting riders from Route 600 to
[ SSe¢NIyQd w2dziS mnnZ (K& Rolle 249 dldo hbruziisS ISRV
riders to Route 60, which provides service to Florida Gulf Coast University.

SegmentTime Points

Bell ToweiShops US41 & Constitution Coconut Point Mall

Route240¢ Coconut Point Mall / Bell ToweBhops
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LeeTran Comprehensive Operations Analysis

EVOLVE

Rethink. Revitalize. Reinvent.

o B e el

Weekday

Saturday
Span | 6:00AM ¢ 10:12PM

6:00AM ¢ 10:12PM
S ¢ MliMulee a S NI 5 minutes

Pros/Cons

1 Major north-south route providing connections between Route 140 and
Route 600.

1 Route 240 operates at the LeeTrantime performance system average.
However, on SaturdayRoute 240 operates slightly above the LeeTran on
time performance system average.

1 Ontime performance is likely impacted by the length of toete.

1  Opportunity for improving route alignment by combiningth Route 140.

Activity Centers/Uses
1 Bell Tower Shops, Coconut Point Mall, Edison Mall, Publix

Ridership Revenue Operating

Miles Expense

139,263 162,520
RidershipTrend
The following figure shows Rou2d0ridership byyearfrom 2016 to 2019.

$1,223,102

180,000
160,000
140,000
120,000
100,000
80,000 Ridership
60,000
40,000
20,000

2016 2017 2018 2019

7-18



Route 400¢ BeachParkand-Ride/ Lovers Key

Routen nn A a He&ISroulprsudding service from the Beach Pank-Ride

to Lovers Key State Park weekdays, Saturday, and Sunday.

SegmenfTime Points

Publix

Santini
Plaza

Beach Parand . Times Beach
Ride RIS [FENS Square Library
Lovers Kegptate Estero at
Park Crescent

Route400¢ Beach Parkand-Ride / Lovers Key
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LeeTran Comprehensive Operations Analysis

EVOLVE

Rethink. Revitalize. Reinvent.

Weekday Saturday
Span 5:00AM ¢ 10:36PM 5:00AM ¢ 10:36PM 5:00AM ¢ 10:36PM

Headway 20-45Minutes 20-45Minutes 20-45Minutes

Pros/Cons

1 w2dziS nnan A Dff-Je&sGfixadtiroyt@beaci srisice

1 Due to congestion and limited rigiaf-way (ROW), Route 400 has some
of the poorest ortime performance

1 Impacts on ortime performance is likely due to congestion, limited
ROW, anchumber of stops.

Activity Centers/Uses
1 Lovers Key State Park, Santini Plaza, Times Square, BeaahndPRitte,
Publix

Operating
Expense
117,269 121,982 $881,076
RidershipTrend
The following figure shows Roud@0ridership byyearfrom 2016 to 2019.

Ridership VOMS Revenue Miles
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Route 515¢ LehighAcres Circulator

Route515isone of two routes that provide transit service tehigh AcresRoute
515 is a circulator routéhat provides service to Homestead Plaza, as well as
connections to Route 110.

SegmentTime Points

Homestead Plaze Palm & Andros Leeland Heights & Richmon East 12 & Joel

Route515¢ Lehigh Acres Circulator
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Span

EVOLVE

Rethink. Revitalize. Reinvent.

@&@ﬁ-m

Weekday
| 5:15AMc 9:04PM

Saturday
5:10AM ¢ 9:04PM

Headway 60 Minutes 60 Minutes
Pros/Cons
1 Main fixedroute in Lehigh Acres providing direct service to Route 110 or

1

1

1

1

to other areas in Lehigh Acres.

Route 515 operates above the systemtome performance average on
weekdays and Saturday.

Ontime performance and ridership would likely improve once
construction is complete in the area.

Opportunity for improving transit service in Lehigh Acres with an
alternative transit option.

Ridership is increasinghowing a demand for transit, unlike other routes
in the LeeTran system.

Additional Considerationgor Alternatives Development

1 Potential implementation of Mobilitpn Demandarea

1 Potential opportunity for a future parkndride location
Activity Centers/Uses

1 Homestead Plaza, Publix

Operating
Expense
$624,242

Ridership

VOMS Revenue Miles

87,701

46,524

RidershipTrend
The following figure shows Rousd 5ridership byyearfrom 2016 to 2019.
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Route 590¢ MerchantsCrossing / Suncoast
Route5900perates as a circulator route in North Fort Myemnectingriders to
Route 595 and Route 140.

SegmentTime Points

Tucker & Bayshore & Bayshore & Pine Island &
Ebson Hart Coon Business 41

Laurel &
Garden

Merchants
Crossing
7
North Fort
Myers Library
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EVOLVE

Rethink. Revitalize. Reinvent.
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Saturday
5:15AM¢ 9:05PM
60 Minutes

Weekday
5:15AM ¢ 9:05PM
60 Minutes

8:50 AMc¢ 5:50 PM
120Minutes

Span
Headway
Pros/Cons
1 Route 590 is the onlfixed routethat servesNorth Fort Myers.
1 Route 590 operates below the LeeTrantone performance system
average.
1 Ontime performance is likely impacted by the meandering route
alignments on Ebson Drive and Tucker Lane, as well as to east Bayshore
Road and north Tarmami Trail.

Activity Centers/Uses
1  Merchants Crossing, North Fort Myers Library, Publix
Operating
Expense
$646,826

Revenue Miles
88,159

VOMS

Ridership

63,547

RidershipTrend
The following figure shows Rous®0ridership byyearfrom 2016 t02019.
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Route 595¢ MerchantsCrossing Pondella Road
Routep bp Aa [ SS¢ENIyQa
Pine Island Road and Pondella Roadveein UsA1 and Del Prado Boulevard.
SegmentTime Points

Pondella &
Business 41

Pondella &
Orange Grove

Del Prado & NE
6" Street

Merchants VA
Crossing Clinic

Route595¢ Merchants Crossing / Pondella Road

$Sa0SNY NothFad NP dz{ESy
Myers along with Route 590. Specifically, this route provides transit to the gap on Headway
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LeeTran Comprehensive Operations Analysis

Saturday
5:05AM¢ 8:45PM

Weekday

5:05AM¢ 8:45PM 10:00AM ¢ 6:45PM

60 Minutes 60 Minutes 120Minutes
Pros/Cons
T w2dzi 8 pdp Aa [ §$S¢ NI yQa )[QNJfIKQ'JSé(]
Clinic.

1 Route 595 operates well above the LeeTrartiore performance system
average. However, on Saturday and Sun&®moute 595 operates at
[ S S ¢ NItighemerfoengince system average.
1 Many segmentsfoRoute 595 do not include stopshich is likely why on
time performance is better than other rousén the sysem.
Activity Centers/Uses
1 Merchants Crossing, VA Clinic, Publix
Operating
Expense
$647,662

Revenue Miles

79,065

VOMS

Ridership

31,437

RidershipTrend
The following figure shows Roui®5ridership byyearfrom 2016 to 2019.
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Route60(2c Coconut Pomtv/ Immokalee Road o ey Sy Sy
Route600A &@ [ SS¢NF yQa NBIA2Yylt O2yySOUA2yRSEn | 6:00AM¢ 7:19PM 6:00AM ¢ 7:19PM 7:35 AM ¢ 4:25PM
onweekdays, Saturday, and Sunday from the Creekside Transfer Center to Coco s, 90 Minutes 90 Minutes 120 Minutes
Point Mall. Pros/Cons
Segmenilime Points 1  Route 600 is the only fixedute that provides service to Collier County,
as well as the Creekside Transfer Center
Coconut US41 & old 41 & UBSc:1ilt :L 3\/?41i rf; C_Zl_r;igigre 1 Route 600 operates slightly below the LeeTrartiore performance
PointMall Bernwood  Reynolds oonte ng ot systemaverage on weekdays, Saturday, and Sunday.
€ac ass enter f  Ontime performance is likely impacted by the length of toete and
Route600¢ Coconut Point / Immokalee Road congestion near the Creekside Transfer Center.
Activity Centers/Uses
_{MZ;‘;:; _— M Coconut Point Mall, Creekside Transfer Center, Bonita Springdallity

CORKSCREW RD Pub||x
Ridership VOMS Revenue Miles Operating
Expense
| 75,473 79,065 $567,510
@ RidershipTrend
! The following figure shows Roud®0ridership byyearfrom 2016 to 2019.
} Average Weekday Boarding 6-25 I
b, a1 ® .50 | 120,000
W e - o
Bonifs e @ -x
Springs: ETERRY ST 100,000
S BONTABEACHROSY o L g _" ; BONITA BEAGH RD SE
o 80,000
% 60,000 m Ridership
40,000
20,000

2016 2017 2018 2019
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Blue Trolley (500) Downtown Fort Myers Trolley

¢KS . ftdzS ¢NRfftSe Aa [SS¢NIyQa R2gyiliz
weekdays, Saturday, and Sunday. The Blue Trolley travelsveastlong First
Street/Palm Beach Boulevard, as welbasMcGregor Boulevard, Second Street,
and Seaboard Street.

Segnent Time Points

Second St &

Rosa
Parks

W First &
McGregor

Palm Beach & W First &
Fowler St Clifford St

Qasis &

Palm Beach Cranford

Blue Trolleyg Downtown Fort Myers Trolley

Average Weekday Boardings 6-25
0 © 26-50

e 1-5 ® >
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Weekday Saturday

w»
Qax

Sunday-
Wednesday
Thursday-

11:00AM¢ 7:52PM 11:00AM¢ 7:52PM

11:00AM ¢ 10:55PM 11:00AM ¢ 10:55PM
Saturday
Headway 30 Minutes 30 Minutes 30 Minutes
Pros/Cons
1 ¢KS . fdzS ¢ NERdown®&n chcalatdr &SicehpiowdDgt

transit to all major destinations the city core
T /2YLI NBR (2 2 iKS NstephizdlGearrolleyis theS S ¢ NI y Q&
worst performing route based on aiime performance.
1 Impacts to ortime performancearelikelydue to congestion in
downtown Fort Myers along First Street.
Activity Centers/Uses
1  Downtown Fort Myers, Fort Myers Regional Library, Rosa Parks, Publix
Operating
Expense
$360,537

VOMS Revenue Miles

20,359

Ridership

32,963

RidershipTrend
The following figure showBlue Trolleyidership byyearfrom 2016 to 2019.
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Gold Trolley (505) North Fort Myers Trolley
D2fR ¢NRffS@& Aa [SS¢ENIyQa y2 NI KN

Fort Myers viahe Caloosahateee Bridge. The Gold Trolley also serves portions of EEEEH I

downtown Fort Myers and Rosa Parks.
SegmentTime Points

Rosa Us41 & Moody Rd & Moody Us41&N Downtown
Parks Hancock River Blvd Key Library

Gold Trolleyg North Fort Myers Trolley

|Average Weekday Boardings
0
® 1-5

&

LeeTran Comprehensive Operations Analysis

d Span

Pros/Cons

1 ¢KS D2fR

T ¢KS D2tR

Fort Myers hotels

Weekday
11:00AM ¢ 10:50PM
30Minutes

Saturday

11:00AM ¢ 10:50PM

30Minutes

11:00AM ¢ 10:50PM
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@&@&@

DAOS G2

30Minutes

Ridership

¢ N fiofth@est trblidy IdoBs8reidebejiv@dhe
hotels near Hancock Bridge Parkway to destinations in downtown Fort
Myers.

¢CNRfESe

on orttime performance.

1 Gold Trolley has maintained ridership otke lastthree years, while
other routes in the LeeTran system have gradually declined.

Activity Centers/Uses

1 Downtown Fort Myers, Rosa Parks, Fort Myers Regional Litharth

VOMS

A& (KS

Revenue Miles

0Sai LISNF2NNAyY3

Operating
Expense

10,205

17,603

$186,655

RidershipTrend
The following figure showSold Trolleyidership byyearfrom 2017 to 2019. No
ridership was recorded in 2016.
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Section 8 GAPANALYSIS

This section presents the gap analygisipleted as part of the CO#vhich is an evaluation process that
compares existing service coverage to potential maging the TOI analysis resufor the LeeTran

service area. This is an approach that is becoming increasingly common as a component of assessing the
performance of public transit in meeting the needs of the transpehdentpopulations within a service

area.

Gap Analysis Overview

The gap analysis aims to identify geographical gaps in public transit where travel needs are high, but

services are noexistent (unserved) or insufficient (underserved). This is a twofold process that uses
socioeconomic data and ArcGIS. The first steplites determining transit service subareas with high

transit TOI scores, using factors such as youth and younger adult populations, older adult populations,
households in poverty, and zexehicle households. The TOI score is then mapped to the LeeTran

selPAOS FINBI® ¢KS aSO2yR aGSL) dzaSa 3IS23INILIKAO Fylfe
reach by using ArcGIS buffer and erase tddlsmately, the two outputs are overlaid with one another

to identify general gaps in the LeeTran transit g@yand more specifically, high priority TOI areas that

are served, unserved, or underserved. Note that areas beyond the route catchment area (the buffered

area along the route) are considered to be unserved.

LeeTran does a decent job providing coveragareas within ¥miles of areas witldhighé and dvery

highé TOI. However, areas that noticeably may have the potential for being underserved are located
north of Pine Island Road Morth Fort Myers, north and south of Lee Boulevard in Lehigh Acres, and
around Shell Point, as shownmap 8-1.

Once the gap analysis is prepared, service planning is applied to develop strategies to mitigate the gaps
in service, especially in areas that resondtghe in terms of TOI score. LeeTran has several options for
serving targeted services gaps including modifications to existing rqudgisting route alignments,

service spag and/or service frequenciesisngflex-routes, andor applyingMobility on DemandMoD)
strategies.

LeeTran Comprehensive Operations Analysis 8-1
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Map 8-1: LeeTran Gap Analysis
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