[ A Plan to Enhance Public Transit ]

“Lots of people want to ride
with you in the limo, but what
you want is someone who will
take the bus with you when
the limo breaks down.”
			

— Oprah Winfrey

[ A Plan to Enhance Public Transit ]
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Thomas C. Henry, Mayor

Dear Community Residents and Policy Makers:
As Mayor of the City Fort Wayne, I’ve heard many residents express a desire to make our
community more walkable and more pedestrian and transit friendly. Making sure that our
transportation system is designed and operated for the needs of pedestrians, bicyclists, and
transit users, as well as vehicles, is important to me.
To make sure Fort Wayne has an active transportation infrastructure network that safely
connects people to destinations, City staff, in cooperation and collaboration with Citilink,
Allen County Council on Aging, NIRCC, and with input from the public and the Bus Fort
Wayne Advisory Team, prepared the Bus Fort Wayne Plan. This ten-year plan takes a comprehensive approach to laying the groundwork for establishing public transit as a preferred
transportation choice for the Fort Wayne and Allen County community. Adopted as an
amendment to the Comprehensive Plan, this community-based plan is to be used as a resource and guide for public transit operators, planners, transportation engineers, and policy
makers who make decisions about public transit improvements.
More active transportation, including adequate and efficient public transportation, adds to
Fort Wayne’s quality of life and plays a role in attracting and retaining employers and employees. Active transportation options and connectivity to destinations provides an array of
benefits, including pedestrian safety, personal health, improved environmental conditions,
economic development, and a more livable community.
I encourage you to read and embrace the Bus Fort Wayne Plan and be a part of our efforts
to make Fort Wayne a better place to walk, bike, drive and use public transit.
Sincerely,

Thomas C. Henry
Mayor, City of Fort Wayne

Engage
200 East Berry Street
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“I’d rather go by bus.”
			

— Charles, Prince of Wales

Citilink Central Station opening, September 14, 2012
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CHAPTER ONE:

Introduction/ Overview

Purpose of the Plan
Bus Fort Wayne is a ten-year plan that lays the groundwork for
establishing public transit as a preferred transportation choice
for the Fort Wayne and Allen County community. The primary
purpose of the Bus Fort Wayne Plan is to establish goals and
policies to guide smart decision making for public transit, based
on assessment of the current system, a determination of how we
want the system to evolve, and various options to get there.

Lynchpin/Keyflow Creative

Public Transit, as part of a well-balanced transportation
system, has many positive impacts on the quality of life in our
community, such as better health, improvements in air quality,
less congestion, and financially through lower transportation
costs. In addition, investments in public transit have been
proven time and again in communities across the nation to result
in a positive return on the investment.
Sustaining, improving, and growing Fort Wayne and Allen
County’s public transit system is vitally important to the health,
economy, and overall quality of life for the community.
The City of Fort Wayne is determined in its efforts to have a
balanced transportation system, offering various and viable
choices in modes of transportation for all citizens. As part of the
implementation of Plan-it-Allen, the Allen County-Fort Wayne
Comprehensive Plan, the City has developed a number of plans
under the umbrella of an overall “Active Transportation” initiative.
In addition to this Bus Fort Wayne Plan, the City has also adopted
the Bike Fort Wayne Plan and the Walk Fort Wayne Plan. With a
future Trails Fort Wayne Plan and the development of a Complete
Streets ordinance, these plans represent a collective, shared
community vision which promotes transportation options for
pedestrians, bicyclists, motorists, and transit users of all ages
and abilities.
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Objectives of the Plan
Currently, our community’s public transportation system
primarily serves those who are considered to be transit
dependent because they cannot afford a car or cannot drive.
In order to establish public transit as a preferred transportation
choice, the system must work to attract riders who make a
conscious choice to use public transportation instead of their car.
In order to be effective long-term, improvements to the current
public transit system must be done in a strategic, sustainable,
and efficient manner. Acknowledging and planning for shifts in
local demographics and rider preferences can help to increase
the demand for quality transit services.
The scope of the Bus Fort Wayne Plan included several objectives
in line with and in an effort to implement recommendations
from the Plan-it Allen Plan. It was also essential that the scope
included coordination with the previously approved Walk Fort
Wayne and Bike Fort Wayne plans.
Another objective included the investigation and assessment of
recent recommendations from other local transit-related plans,
including the 2010 Citilink Transit Development Plan Update; the
NIRCC 2030-II Transportation Plan; and the Coordinated Public
Transit – Human Services Transportation Plan for Allen County. It
was also important to conduct a peer review to compare Citilink
to other similar transit systems, and to conduct a survey and
focus group session of potential riders.

The following are the specific objectives of the
Bus Fort Wayne Plan:
•
•
•
•

•
•
•
•
•

•

•
•
•
•

•

T o implement recommendations from the Fort Wayne Allen County Comprehensive Plan, Plan-it Allen!
To revisit recommendations from the 2010 Citilink Transit
Development Plan Update.
To revisit recommendations from the NIRCC 2030-II
Transportation Plan.
To coordinate with the update to the Coordinated
Public Transit–Human Services Transportation Plan
for Allen County.
To conduct a peer review to compare Citilink to other
similar public transit systems.
To connect citizens to desired destinations
through the use of public transit.
To provide connectivity to bus stop locations so
they are convenient and accessible to all users.
To enhance high use bus stop locations with amenities
and technology to improve the bus riding experience.
To provide guidance on route design, route expansion, and
increasing service to better meet the needs of existing and
future riders.
To investigate and evaluate service delivery options to
determine cost effective delivery strategies that optimize
ridership potential.
To coordinate and interface with the Bike Fort Wayne
and Walk Fort Wayne plans.
To establish goals and policies to guide decision
making for public transit.
To better understand and define the development
of a choice rider market.
To present and translate education and communication
strategies that will expand ridership among transit
dependent and choice riders.
To acknowledge and plan for a shift in demographics and
preferences which have the potential to increase demand
for quality transit services.

“The wheels on the bus
go round and round . . .”
			

— Nursery Rhyme
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The Importance of Public Transit

“You can’t understand a city
without using its public
transportation system.”
			

— Erol Ozan

Public transit’s broad reach extends to all of America’s
communities. Large and small, public transit systems help
revitalize business districts, allows employers to tap into larger
work forces, builds economic revenues, and increases property
values. On the national level, public transit supports our nation’s
goals and policies, including reducing our dependence on
foreign oil and providing critical response in emergencies. On an
individual level, public transit saves money and provides people
with choices, freedom, and opportunity.
Public transit helps everyone - communities, families, students,
senior citizens, persons with disabilities, and people without
cars - as they seek to fulfill their personal and career goals, meet
their daily needs, and maintain a high level of transportation
independence. People – regardless of their ability to own or
operate a car – need meaningful access to jobs, medical care,
education, and other necessities.

Combined transportation and housing
expenses are excessive for two-thirds
(2/3) of Allen County households. ...
A two-person household can save
about $10,000 a year by using
public transportation.2

Public Transit Helps Build a Strong Economy
Transportation is the backbone of a strong and prosperous
economy and investments in public transit generate significant
economic benefits. Investment in public transit is good for
business. It is estimated that every dollar invested in public
transit provides an approximate three dollar return on
investment. In addition, in Indiana, an annual public cost saving
of $16 million can be attributed to investments in fixed route bus
service. This bus service defers public costs that would otherwise
be spent to provide access to public education, medical/social
services, and food programs. Indiana residents also benefit from
saving over $61 million in vehicle operating costs, $63 million in
congestion reduction, and $6 million in pollution costs.1

Public Transit Creates and Sustains Employment
Public transit is also good for both employees and their
employers. In Indiana, the economic value of employment
for workers without vehicles and reduced employee turnover
is estimated at $278 million. Public transit not only helps to
maintain and create jobs, it also moves people to and from their
jobs. Businesses located near public transit experience more
employee reliability and less absenteeism and turnover. In
addition, with public transit, employers of all types have a larger
labor pool from which to choose.

Public Transit Enhances Personal Economic Opportunity
Public transportation use lowers household expenses and
frees up more income for other needs. Automobile expenses
are considerable. In Allen County, combined transportation
and housing expenses are excessive for two-thirds (2/3) of the
County’s households. Spending more than 45% of income on
transportation expenses represents a real burden. Public transit
can reduce that burden by saving a two-person household
about $10,000 per year in new discretionary income. (APTA).2

1 Indiana Public Transit Economic Benefits Study, 2012, Ball State University.
http://www.indianatransportationassociation.com/
2 F or more information on housing and transportation costs,
visit http://htaindex.cnt.org
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Public Transit Provides Personal Mobility

Public Transit Lowers Accident Rates

Public transit provides personal mobility and freedom for
people from every walk of life. Access to transit gives people
travel options to get to work, go to school, visit friends, or
go to a doctor’s appointment. Public transit is the primary
mobility option for people who are unable to drive a car. Public
transportation is the key to independent living for many people
who are elderly or have a disability. With access to public transit,
non-drivers can work, shop, or get medical care and enjoy a
quality of life that is more equal to that of people with the ability
to drive and the means to own a car.

It is well known that per mile the rates of accidents, and their
resulting injuries and fatalities, is far less (a small fraction) for
public transit vehicles as compared to the rates of crashes and
accidents for other vehicles and private cars.

Public Transit Protects the Environment;
Improves Public Health
Our car-centered transportation system has led to increases
in pollution and poor air quality. Emissions from road vehicles
are one of the largest contributors to smog, which leads to
respiratory and other health diseases, increased health care costs,
lost productivity, and poor environmental quality.
Indiana ranks near the bottom in the United States in
environmental quality with four metro areas on the American
Lung Association list for smog and ozone issues. Increasing the
use of public transit instead of driving will not only decrease air
pollution, it will reduce fossil fuel consumption. Public transit
produces 95% less carbon monoxide, 90% fewer VOC’s, and
about half as much CO2 and nitrogen oxide, per passenger mile,
than private vehicles. Energy-related carbon dioxide emissions
represent 82% of total human-produced greenhouse emission.
(“Greenhouse Gases, Climate Change, and Energy.” Washington:
Energy Information Administration, 2003).
In addition, public transit users typically walk or ride a bicycle
to and from bus stop locations, making bus ridership part of
the “Active Transportation” initiative being undertaken and
supported by Fort Wayne and the community in general. An
overall, “active transportation” system encompassing sidewalks,
bicycle infrastructure, trails, and the safe ability to access bus
stops can only improve overall public health.

Public Transit Relieves Congestion
Mobility, the freedom and ability to travel, has long been an
important part of the American lifestyle. However, as more
and more vehicles crowd our roadways, traffic congestion is
having an increasingly debilitating effect on our quality of life.
Public transit’s role in reducing traffic congestion is significant.
Throughout the country, including medium sized communities
like Fort Wayne, public transit systems can help to reduce
congestion, reduce travel times, and help to reduce the number
of vehicles on our public roadways.

Public Transit Creates a Livable Urban Environment
The presence of public transit makes for a more livable urban
environment. When transit systems are in place, transit –
oriented development often occurs near transit stations and
along heavily used routes, increasing the density of housing,
offices, stores, and services. This makes pedestrian access easy
and reduces the need to drive a personal vehicle. The benefits
of transit – oriented development and the resulting increase in
urban density range from improved public safety to reduced
energy consumption to the preservation of rural areas and
open space.
Public transit fosters more livable communities and encourages
neighborhood interaction. It encourages economic and social
activities and helps create strong neighborhood centers that are
safe, economically stable, and productive. When commuters ride
public transit, or walk, contact with neighbors tends to increase,
ultimately helping to bring a community or neighborhood
together.
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Map 1
This map illustrates
community boundaries
within Allen County
in relation to Citilink
fixed bus routes.
Geographically,
Allen County is the
largest in Indiana with
approximately 657 square
miles. With 355,329
residents, it is the third
largest in population
(2010 census). Large
geographic size and low
population density provide
challenges for mass public
transportation.
MAP 1

12

Map 2
This map illustrates the
relative employment
density within Allen
County. The fixed
route transit network
serves the areas with
the greatest number
of jobs.

MAP 2
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Current Public Transit Providers in Allen County

Allen County population
Personal Vehicle Miles Traveled in Allen County
Citilink Bus Ridership

Citilink Revenue Summary 2012:
Federal Funds $2,021,813
State Funds $2,058,316
Local Funds $5,375,734
Fare Revenue $1,440,277
Contract/Other $207,715
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18%
19%
48%
13%
2%

A variety of transportation services are available within
Allen County provided by public, human service and private
transportation providers. Maps 1 and 2 (pages 12 and 13)
illustrate the Citilink fixed bus routes. Other valuable service is
provided by demand response (door-to-door) providers including
Citilink Access, Allen County Council on Aging, Community
Transportation Network, and many private providers.

Citilink passenger fares are $1.25 each way or $3.00 day pass
($.60 and $1.50 youth, senior, and disabled) for fixed route, $2.50
for ACCESS service one way trips, and campusLink is free. The
current combined fleet consists of 52 buses. In 2012, fixed-route
bus service traveled a total of 1,441,800 miles and provided
2,061,576 one-way trips, ACCESS service traveled a total of
251,373 miles and provided 47,391 one-way trips.

Citilink

Citilink, in partnership with Ivy Tech College and Indiana
University Purdue University Fort Wayne (IPFW), provides a free
shuttle service known as campusLink for students, faculty, staff,
and the general public to get around easily between Ivy Tech’s
Coliseum and North campuses, IPFW, nearby student housing,
and some nearby shopping and residential areas. Reference Map
1 on page 12 to see the campusLink route. The service provides a
direct connection to Citilink’s fixed-route bus service. The service
operates during IPFW’s and Ivy Tech’s fall and spring semesters
on Monday through Friday between 7:30 AM and 8:30 PM at 20
minute frequencies.

The primary public transportation provider for the Cities of Fort
Wayne and New Haven is the Fort Wayne Public Transportation
Corporation, commonly referred to as Citilink. Their services
provide fixed-route bus and point-deviation service along twelve
fixed routes throughout Fort Wayne and New Haven, plus two
Flexroutes. Buses operate between 5:45 AM and 9:45 PM on
weekdays and 7:45 AM and 6:30 PM on Saturdays at 30 and 60
minute frequencies (headways), dependent upon the route and
time of day. Previous maps illustrate the Citilink fixed routes.
Citilink also provides complementary demand response
paratransit service known as ACCESS for the entire city limits
of the City of Fort Wayne and within a ¾ mile radius of routes
outside Fort Wayne city limits. This is a significant service for
the area. Many public transit providers only provide this service
within a ¾ mile radius of their fixed routes, as required. Citilink
exceeds this requirement by providing paratransit service to a
substantial portion of the urban population. This significantly
reduces the burden on other specialized transportation providers
and ensures a high degree of mobility to area residents.

In partnership with Parkview hospital, Citilink also provides
MedLink, Introduced in January 2012, this new public transit
route connects the Parkview Hospital Randallia campus and
Parkview Regional Medical Center service areas. Service operates
Monday through Friday, 8:00 am to 5:00 pm. The route not only
connects the medical campuses, but also connects with several
other fixed Citilink routes as well as destination points along
the MedLink route. Passenger fares are consistent with Citilink’s
current rate structure ($1.25/ride, with discounts available).
The level at which Citilink provides any of its services is directly
contingent upon funding. Like most public transportation
providers, Citilink service is highly subsidized, primarily by local
tax revenue, followed by State and Federal transit funding. Fare
revenues cover only a small portion of the overall service. Local
property tax reform in the form of tax caps and reductions in
State transit funding have negatively impacted Citilink’s funding
stream. Adequate funding is crucial not only to maintain existing
service, but also to expand the services being provided.

Allen County Council On Aging (ACCOA)

Human Service Agency Transportation Providers

Allen County Council on Aging (ACCOA) is a division of Aging
& In-Home Services of Northeast Indiana. ACCOA provides
specialized transportation services free of charge (donations
suggested) to seniors 60 and over anywhere in Allen County for
medical and dialysis visits, dining, nutrition sites, grocery stores,
social service appointments, and other well-being visits.

The Community Transportation Network (CTN) is a not-forprofit transportation provider which is more accommodating
than mass transit and more affordable than for profit
providers. Their mission is to provide dependable and efficient
transportation so no one is left behind. CTN serves seniors,
persons with disabilities, low income families, children, youth,
and the organizations that serve them. CTN provides medical
transportation for seniors (60+) and persons with disabilities
within Allen County. Medical service is provided Monday through
Saturday from 7:00 a.m. to 6:00 p.m. Passenger fares vary. For
medical trips, the charge is $10 one way for passengers under
60 years of age, a donation for those over 60, and co-pays for
Medicaid passengers. The charge for non-medical groups and
organizations is $35 per hour. CTN provides 45,000 – 48,000
passenger trips annually for about 3,000 riders of all ages.

Allen County Council on Aging

Currently, ACCOA provides rural demand response public
transportation services to areas within Allen County but outside
of the Citilink service area. The trip must begin or end in rural
Allen County or go between rural Allen County areas. This
service is available to all residents of Allen County and the trip
cost is $5.00 each way for passengers under 60; over 60 is on
a donation basis. Both services are provided Monday through
Friday from 8:00 a.m. to 4:30 p.m. Advanced registration and
reservations are required for both services. In 2011, the Senior
Transportation service traveled a total of 29,869 miles and
provided 7,853 one-way trips, and rural transit traveled a total of
46,011 miles and provided 4,674 one-way trips. The rural public
transportation service provided by ACCOA is currently being
re-evaluated to determine the need for, appropriate provision of,
and adequate funding of the service both now and in the future.

CTN also contracts with other organizations to provide more
dependable and efficient transportation for a variety of
populations. CTN’s service area includes the northeast Indiana
region. Subscription service is available based on demand during
the day, evening, and weekend hours. CTN provides information
and referral services as a resource for individuals and groups
to find the most appropriate transportation alternative. CTN’s
capacity has grown over the years through consolidation of
various agency fleets and over 60 agreements with organizations
to provide more effective and efficient transportation service.
Another not-for-profit transit provider that serves Allen County
is the “Carevan”, operated by the nonprofit St. Vincent’s DePaul
Society. The “Carevan” provides medical trips Monday through
Friday from 8:30 a.m. to 5:00 p.m. The charge is $5 one way per
passenger, with vehicles driven by volunteers.
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Many of the not-for-profit and private nursing and residential
care facilities within Allen County own and operate vehicles to
provide transportation to their clients. In addition, several of
these facilities are located outside the service area of Citilink and
as a result cannot be accessed by residents who are capable of
riding a fixed route bus. Byron Health Center is a not-for-profit
residential care facility in Allen County that fits into this category.

Companion Transportation also provides transportation to nonemergency medical appointments Monday through Saturday
from 5:00 a.m. to 8:00 p.m. Their service area is Indiana; however,
the trips must originate in Allen County. They are a Medicaidapproved provider. The passenger fares are $20.00 each way;
wheelchair transportation is $30.00 each way. All of the vehicles
are accessible to individuals with disabilities.

In addition, other non-profit and service organizations, such as
churches, schools, hotels, corporations, etc., provide a variety of
client-specific transport services.

Access United Transportation also provides transportation to
non-emergency medical appointments Monday through Friday
from 5:00 a.m. to 6:30 p.m. Their service area is Allen County. They
are a Medicaid-approved provider. The passenger fares are $9.00
each way; wheelchair transportation is $18.00 each way.

Private Transportation Services

“Know how to travel from your
town to a nearby town without
a car, either by bus or by rail.”
			

— Marilyn vos Savant

There are several small private shuttle companies that principally
provide medical related transit service within Allen County.
Without exception, private transportation services are expensive
and typically out of range for individuals that lack personal
transportation. These companies respond to a relatively
competitive demand and have limited capacity for expansion.
These companies have struggled in recent years to survive due
to the economy and reduction in Medicaid funding and slow
reimbursement processes. These issues have forced several
to eliminate their operations and have forced the remaining
providers to minimize the number of Medicaid trips they provide.
CTN and ACCOA have seen a significant increase in Medicaid
reimbursable trip referrals from these providers. Currently, the
three (3) primary private providers within Allen County are
Gibson Mobility and Transportation, Companion Transportation,
and Access United Transportation.
Gibson Mobility and Transportation provides transportation
to non-emergency medical appointments Monday through
Saturday from 5:00 a.m. to 6:00 p.m. Their service area is Allen
County and the surrounding area. They are a Medicaid approved
provider. The passenger fares are $20.00 each way, wheelchair
transportation is $35.00 each way. An additional charge of $2.00
per mile is added for each mile after ten miles.
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Other private transit providers include charter bus companies,
Greyhound, and private limo services.

Taxi Service
Fort Wayne currently has several operators of taxicab services.
The taxi companies provide 24-hour services within Allen County
and can respond to limited out-of-county demand. Passenger
fares vary. As a 24-hour service, taxis may be the only source of
transportation for employees on second and third shifts.

Regional Transit Service
In addition to Allen County providers, there are also several
public transit providers in surrounding counties. These include
Huntington Area Transit (HTS), Noble Transit System (NTS), Wells
on Wheels (WOW), Whitley County Transit, DeKalb Area Rural
Transit (DART), LaGrange COA, Steuben COA (STAR), as well as
other rural providers. Chapter Two of this Bus Fort Wayne Plan
addresses recommendations pertaining to potential cooperative
and collaborative efforts to initiate and support a regional/multicounty transit system.

A Community Planning Process

Peer Review

Recognizing that public transit is an integral piece of Fort Wayne’s
Active Transportation initiative, along with the Walk Fort Wayne,
Bike Fort Wayne, and Trails Fort Wayne plans, a partnership
between the Fort Wayne Division of Community Development,
Citilink (Fort Wayne Public Transportation Corporation), ACCOA
(Allen County Council on Aging), and the Northeastern Indiana
Regional Coordinating Council (NIRCC) was formed in 2011 to
begin discussing the Bus Fort Wayne planning process. A Primary
Planning team was established to draft an overall scope for the
plan, determine objectives, and stake out a planning process
and timeline. The Primary Team met regularly throughout the
development of the Bus Fort Wayne Plan.
In early 2012, the Primary Team gathered information, analyzed
existing conditions and trends, and obtained reports, studies
and transit-related plans and documents from local, state, and
national sources.
In addition (in order to gain insight, expertise, and broader
community input), a multi-disciplinary Advisory Team was
established to advise the Primary Team during the planning
process. The Advisory Team, consisting of over two dozen
members, had a broad base of knowledge, experience, and
perspectives. The preface of this Plan contains a listing of the
Primary and Advisory Team members and their affiliations.

AGENCY

Greensboro, NC
Durham, NC
Savannah, GA
Lubbock, TX
Lincoln, NE
South Bend, IN
Evansville, IN
Rockford, IL
Wichita, KS
Fort Wayne Citilink

In order to gain a better understanding of how our community’s
service provision compares with other peer communities, a
“Peer and Trend Analysis” was conducted by McDonald Transit
Associates. The purpose of the peer and trend analysis was to
compare Citilink’s fixed route bus and demand response systems
to other transit systems of comparable size and service areas.
The knowledge and information gained from this peer review
aided the planning team in the development of the goals and
policies in this Bus Fort Wayne Plan aimed at expanding services,
and improving productivity and efficiency related to urban
public transit.
Although it can be difficult to find an exact match for any
system, transit systems can be included in a peer group based on
comparability in a variety of categories. Primary considerations
in selecting the peer transit systems for Citilink included:
•
Service area population
•
Population density
•
Geographic service area (in square miles)
•
Climate similarities
•
Presence of higher learning institutions
•
Presence or absence of a regional transportation system
•
Revenue service vehicle numbers
•
Ridership

Service Area	
Population

Service Area	
(Sq. Miles)

Pop. Density
(Sq. Miles)

Vehicles Operated	 Revenue Miles
in Max Service₁
Operated (million)₁

235,262
187,000
232,048
199,564
254,794
154,346
122,961
274,998
386,046
248,637

118
93
438
64
90
68
45
138
149
61

2,132
2,126
1,321
1,876
3,022
2,787
2,987
2,680
2,300
2,300

80
73
89
93
59
55
34
47
147
39

Transit Lobby Day at the Indiana State House, 2013.

3.39
3.92
3.11
2.21
1.8
1.98
1.35
1.91
3.7
1.66

SOURCE: McDonald Transit Associates
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The specific factors used to compare Citilink with the other peer
transit systems included the following:
•
Passenger Trips
•
Revenue Miles
•
Revenue Hours
•
Trips per Revenue Hour
•
Trips per Revenue Mile
•
Operating Costs per Revenue Hour
•
Operating Costs per Revenue Mile
•
Operating Costs per Boarding
•
Fair box Revenue
•
Demand Response Service Comparisons

Private bus shelter, Lake Avenue
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Citilink’s performance compared to the peer group is typical
of results found in similar studies. Explainable differences exist
in all major categories. Overall performance trends show that
Citilink is a system that is improving efficiency and effectiveness
internally over time despite funding and economic issues.
Compared to other systems, areas for policy makers to make
changes to influence results are identified. Those changes should
only be made after careful consideration of local policy and
circumstances. Investing in new services and effective marketing
can improve effectiveness measures. An improving economy and
willingness to make tough decisions about service provision can
further help to increase ridership and system performance (See
Appendix B –Community Survey & Peer Analysis).

Potential (Choice) Rider Survey
In an effort to gain insight into the thoughts, opinions, and levels
of understanding from local Fort Wayne/Allen County residents
who would not typically use public transit, a “Choice Rider” Survey
was developed. The survey was designed to assess factors that
would encourage transit ridership, reasons that discourage
ridership, familiarity with and overall perceptions of Citilink and
other public transit providers, the effect of rising gas prices on
choosing to ride the bus, and other issues related to ridership.
This electronic survey was targeted to major local employment
centers, including hospitals, schools, and universities, City and
County governments, apartment complexes and large hotels.
A total of 1,231 surveys were returned, tabulated, and analyzed.
One of the questions in the survey asked the respondents if they
would consider riding the bus on a free trial basis for a predetermined time frame to determine rider impressions, and then
meet as a focus group to discuss observations. Several survey
respondents participated in this experience.
The findings of this survey, as well as a summary of comments
received from the focus group discussion, located in Appendix B,
were useful in gauging public knowledge, perception and what
factors influence the use of public transit. The information was
very useful in shaping the goals and policies of the Education &
Outreach and the Network chapters of this Plan.

Organization of the Plan
The goals, objectives, and specific strategies of this Bus Fort
Wayne Plan have been developed and organized into four main
sections: Public Transit Network & Service, Education &
Outreach, Legislation, and Implementation. Each section
(except Implementation) has a Goal, which is supported by
Policies and Action Steps. These Goals and Policies are intended
to be adopted by the Fort Wayne City Council and approved by
the Urban Transportation Advisory Board.

Bus Fort Wayne Plan

Public Transit Network & Service Chapter
Goal:	Enhance and maintain the public transportation
network and levels of services to increase ridership and
connectivity within the community.

Lynchpin/Keyflow Creative

Overall Goal:
Lay the foundation to grow and improve the community’s public
transit systems in order to increase public transit ridership, and
to establish public transit as a viable, preferred transportation
choice.

Education & Outreach Chapter
Goal:	To promote and encourage a positive perception of
public transit services that results in broader transit use
in the community.

Legislation Chapter
Goal:	To encourage and support legislation and policy
adoption that enables the implementation of the Bus
Fort Wayne Plan.
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CHAPTER TWO:

Public Transit Network
and Services

The primary goal of the Bus Fort Wayne Plan is to increase
the use of public transit within the community. The use of
public transit is affected by many factors, including gasoline
prices, the economy, convenience and effectiveness of service,
understanding and perception of the transit system. Many of
these factors were revealed in responses to the Choice Rider
survey and focus group discussions. Analyzing public input was
important in establishing the goals and policies of this Plan as
they shed light on the underlying perceptions and opinions of
transit ridership.
Public transit ridership, especially on urban fixed routes, is
very often dependent on and determined by the personal
perspectives and assumptions of the rider. As described in the
book Human Transit – How Clearer Thinking about Public Transit
Can Enrich Our Communities and Lives, author Jarrett Walker
refers to seven broad expectations that potential riders have of a
transit service that they would consider using:
1.	Does it take me where I want to go? Does it stop near to
me, and near my destination? Can I get there from here?
2.	Does it take me when I want to go? What is the maximum
waiting time? Is it running when I need it?
3.	Is it a good use of my time? (Travel time is short. Travel time
is useful.)
4.	Is it a good use of my money: What is the fare? How much
will it cost?
5.	Does it respect me in the level of safety, comfort, and
amenities provided (security, courtesy, cleanliness, etc.)?
6.

Can I trust it — does it run predictably day after day?

7.	Does it allow me the freedom to change my plans:
Is it here, whenever and wherever I need it?
Is the network easy to remember?
Is the network easy to learn what I need to know?.
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These seven customer demands of useful public transit
service were also supported by responses from the
Choice Rider survey and focus group comments.
It is reasonable to assume that the more of these
customer expectations that can be met by a public
transit system, the higher the use and ridership will be.
However, meeting all of these customer demands can be
quite challenging for public transit providers, especially in
low density mid-sized communities such as Fort Wayne.

“If I didn’t try to eavesdrop
on every bus ride I take or
look for the humor when I
go for a walk, I would just be
depressed all the time.”
			

— Lynda Barry

An adequate, reliable, and continuous source of funding
is one of the major challenges in providing better transit
service. Increasing transit routes, service frequency,
hours of operation, and pedestrian infrastructure is costly.
Securing increased and reliable funding is the top priority
for Fort Wayne and Allen County public transit providers.
Another challenge for fixed route public transit providers
is whether to provide equal coverage of service levels
to the entire community, or to focus resources on
maximizing and increasing ridership. Because of our
community’s varying levels of population densities,
combined with specific areas of popular transit rider
destinations, density is a significant factor in deciding
how best to provide transit service in our community. In
order to provide efficient fixed route transit service, the
service area should have a population density of at least
five persons per acre. Many areas of Fort Wayne do not
contain this level of density making efficient fixed route
service provision difficult.

SOURCE: Human Transit — How clear Thinking About Public Transit Can Enrich Our Communities and Lives.
Jarrett Walker. Island Press. December 2012.
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The decision to provide equal coverage to the entire community
arises out of an equity concern, i.e. everyone pays taxes and
therefore all parts of the community deserve service regardless
of how few people use it. The equal coverage argument also
addresses meeting the needs of people who are especially reliant
on transit, whether due to age, disability, poverty, or some other
condition.
Conversely, the maximum ridership goal has the aim of
producing the highest possible ridership within a given transit
service budget. In areas where demand is high, the ridership
goal provides very intense service. But in areas where demand
will always be low, transit agencies may choose to provide a
different level of service, such as demand response service or
longer headways on fixed route service.

Top: Fort Wayne bus service, circa 1948.
Bottom: Downtown Fort Wayne Trolley Service, circa 1940.

Every transit system serves areas where ridership is high and
other areas where it’s lower. Given a fixed service budget, is it
more appropriate to serve all parts of the community equally,
or to maximize ridership along the highest use routes? Should
areas of higher ridership deserve better and/or enhanced
levels of service? Decisions as to how best to provide public
transit service within the community can be difficult for elected
officials, transit agencies, and the boards who oversee them.
However, given the ten–year goal of growing and improving
the community’s public transit system, these criteria must be
discussed and decisions made.
The following policies and action step recommendations were
developed to improve and expand public transit service in
our community by increasing service frequency and hours
of operation (especially in areas of high ridership potential),
decreasing waiting time, improving service dependability and
reliability, increasing safety and accessibility, and expanding
regional transit service.

Network and Services Goal:

	Enhance and maintain the public transportation
network and levels of services to increase ridership and
connectivity within the community.

Policies and Action Steps:
Policy 1:
	Allocate various levels of transit resources and
services within the community so that they
proportionally serve primary destinations and
population densities.
One of the primary goals of this Bus Wayne Plan in general, and
in this Network and Services Chapter in particular, is to increase
overall public transit ridership. The best way to efficiently
maximize ridership is to focus resources where there is the most
ridership demand, i.e., carry as many riders as possible within
budget constraints. Fixed route service delivery works most
efficiently in areas of highest rider demand and potential. More
often than not, these are typically areas of high population
densities and in areas containing primary destination points, i.e.,
employment centers, medical facilities, schools, and commercial
concentrations.
Allocating a reduced, yet proportional level of transit resources
to areas of Fort Wayne and Allen County that are less-densely
populated and unlikely to result in high ridership, does not
translate into a lack of transit service delivery. Although these
areas may have proportionally less frequent service delivery
compared to high ridership areas, some fixed route service could
be available. In addition, in areas with limited fixed transit routes,
and in areas without fixed routes, demand-response transit could
still be available.
Action Step A:
Establish written criteria to be used in making route service
delivery decisions that are based on population densities,
ridership generation, high demand destinations, and areas of
high density growth potential.
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Policy 2:

Policy 3:

	Seek funding and resources to establish and maintain
30 minute service frequency as the minimum baseline
for all fixed bus routes within the next 5 years.

	Work toward the provision of 15 minute service
frequency for fixed bus routes in high density/primary
rider destination areas within the next 10 years.

Of the seven customer demands of useful transit service
previously described in the narrative of this chapter, frequency
of service has a direct role in meeting four of them. A healthy
public transit system must be available when customers desire
it; it must be a good use of their time; it must be reliable and
predictable; and it must not have undue route delays. Improved
service frequency is a critical factor in meeting rider demands and
increasing overall choice ridership. However, service frequency
can be expensive. Doubling frequency from 60 minutes to 30
minutes can significantly increase, and even double operating
costs. Yet the potential to substantially increase ridership is great
as more frequent service provides the community with a more
reliable and convenient transportation choice as an alternative to
the automobile.

As in Policy 2, the more frequent the service, the better the public
transit system is at meeting the needs of riders, and the more the
potential there is of increasing ridership. Although establishing
15 minute service frequency can be expensive and not practical
along all fixed routes, it may be feasible and achievable along
heavily used routes in high density areas along routes to and
from primary destinations. Working towards and establishing 15
minute service frequency greatly reduces customer waiting time
and allows for a true, practical, and convenient alternative to the
automobile. Providing 15 minute service frequency goes a long
way in meeting the seven customer demands of useful transit
service.

Action Step A:
Initiate an advocacy campaign for local, state, and federal
resources to obtain reliable and consistent operating and
capital funding.
Action Step B:
Establish 30 minute service frequency on designated, feasible
routes.
Action Step C:
Continue to monitor on-time performance, and consider
implementing measures such as reducing the frequency of bus
stops and eliminating “flag stops” along higher use routes.

Action Step A:
Establish the criteria and resources needed in order to determine
routes eligible for 15 minute service.
New Citilink Central Station, opened September 2012.

Policy 4:
	Work toward the maintenance, expansion and
extension of service hours and days for urban,
rural, and county-wide transit providers.
Similar to Policies 1 and 2, not only is increasing the frequency of
service headways important, but the days and hours of operation
are also important in attracting and increasing transit ridership.
As previously stated, a healthy public transit system must be
available “when” customers desire it, including early in the
morning, later at night, and on Sundays.

“. . . There was no need for
driving: I took the subway,
cabs and the bus.”
			

— Jordana Brewster

Action Step A:
Establish the criteria, feasibility, and resources needed in order to
maintain, expand, and extend service hours and days.
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Policy 5:
	Increase ridership by maximizing the use of available
urban, rural, and other county-wide transit resources
to improve the predictability, connectivity, and
reliability of service.

“Bus stop, wet day,
she’s there, I say
Please share my umbrella
Bus stop, bus goes,
she stays, love grows
Under my umbrella.”
			

— The Hollies
Lyrics to Bus Stop

The provision of quality public transit service and the ability
to attract riders and grow the system can be challenging. It is
important for public transportation providers to recognize and
continue to use existing resources as efficiently and wisely as
possible. Establishing strong partnerships and connections
between urban and rural transit providers will result in better
service throughout the County.
Action Step A:
Explore partnership opportunities between urban, rural, and
other county-wide transit systems to provide route service
between Allen County communities and the Fort Wayne Citilink
fixed route service area.
Action Step B:
Maintain consistent on-time departure and arrivals throughout
the Citilink fixed route system, as well as all community and
regional transit providers.
Action Step C:
Pursue and support continued advancements in provider and
rider technology which will provider easier knowledge and
understanding of destinations, schedules, fares, and overall
transit service delivery.
Action Step D:
Investigate the feasibility of traffic signal prioritization for high
use routes and key transfer points.
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Policy 6:
	Provide safe pedestrian access
to all fixed route bus stops.
Public transit falls under the umbrella of the community’s “Active
Transportation” initiative. In addition to this Bus Fort Wayne
Plan, this initiative includes the implementation of the Walk Fort
Wayne and the Bike Fort Wayne Plans, as well as plans for trails
and complete streets, which, together, promote transportation
options for pedestrians, bicyclists, and transit users of all ages and
abilities.
The use of public transit, especially on fixed routes, always
involves some level of physical activity to simply arrive at a bus
stop and exit at any given destination. As such, the ability of
transit users to safely and efficiently access bus stops is a critical
component of healthy transit system. Handicapped accessible
sidewalks leading to bus stops, along with the entire physical
infrastructure needed to accommodate safe pedestrian access
to the transit network, is essential in providing adequate public
transportation.
Action Step A:
Support the implementation of the goals, policies, and
recommendations of the Walk Fort Wayne Plan.
Action Step B:
Continue to monitor, maintain, and provide safe transit
infrastructure, including ADA ramps, bus stop waiting pads,
connecting sidewalks, appropriate lighting, bus stop signage,
and bus shelters in areas lacking such infrastructure.
Action Step C:
Continue to explore and pursue local, state and federal funding
opportunities for public transit infrastructure improvements.

Policy 7:
	Pursue and support a regional/multi-county
transit system.
One of the long term goals of many area transit providers is
system growth, and along with that, improved coordination and
connectivity throughout the region. Fort Wayne/Allen County,
and its surrounding counties, represents a growing metropolitan
area. Advocates of regional economic development and quality
of life improvements stress the importance of a coordinated,
cohesive, and connected infrastructure and transportation
system. Public transit can be an important part of, and play a key
role in, a coordinated regional economic development/quality of
life vision.

Amount of space required to transport the same number
of passengers by car, bus, or bicycle.
(Poster in City of Muenster Planning Office, August 2001)

The Northeast Indiana Regional Partnership, formed in 2006,
was established to help build a globally competitive economy
in Northeast Indiana. The Partnership focuses on generating
business leads and building regional capacity through effective
regional collaboration, including transportation. Partnerships
and coordination among regional transit providers should
be supported, with the goal of providing regional transit
connectivity, both within and between the region, including
Allen, Whitley, DeKalb, Noble, Huntington, Wells, and
Adams Counties.
Action Step A:
Investigate and pursue partnership opportunities among
existing transit providers within the region to discuss and set the
groundwork for coordinated transit opportunities.

If 78 individuals each drove separately, the combined congestion and environmental impact is far greater than if they collectively travel
by mass transit; yet by comparison, the same group of individuals can travel by bicycle to their specific destinations with greater ease and
substantially less carbon footprint!

Action Step B:
Investigate the feasibility of continued rural public transit in Allen
County to determine the actual and potential market demand for
service, sources of funding; and who would/could be the most
appropriate and efficient provider.
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CHAPTER THREE:

Education and Outreach
“If Rosa Parks had not refused
to move to the back of the
bus, you and I might never
have heard of Dr. Martin
Luther King.”
			

— Ramsey Clark

A well-balanced transportation system should address the
central priority of expanding ridership beyond the existing base
of citizens who are dependent upon public transit due to the
inability to drive or afford a personal vehicle. Improving and
growing public transit use in Fort Wayne/Allen County requires
reaching out to the majority of the community that is not
currently utilizing public transit in its multiple forms, whether
fixed route or more flexible demand response service. These
non-transit dependent commuters are currently utilizing other
means to travel about the community due to their ability to
choose their travel mode, typically automobiles.
Transit has proven to be beneficial to the community as a
whole through providing job access, air quality improvement,
consumer savings, enhanced use of urban space, and other
factors. However, consumers of goods and services tend to make
market choices on the basis of personal benefit and advantage,
not the benefits that their actions will have to the community
as a whole. The decision to use public transit is a personal one.
Therefore, advocates of expanded public transit must develop
successful strategies to persuade consumers to consider that
the use of transit is a rational and often better choice than using
their car.
This effort may be aided by recent market factors indicating a
rising public preference for transit options. Citilink ridership has
risen steadily over the past 15 years, from 1.2 million in 1995
to 2.1 million in 2012, the most recent year for which data is
available. This is a ridership increase of 39% during a period
when Allen County’s population rose by about 15.3%, which is
less than half the rate of increased ridership. There are clearly
market forces driving a rising transit demand that exceeds the
natural increase from population gains alone.
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One of the market forces is fuel pricing. In 2012, The Center for
Business and Economic Research (CBER) at Ball State University
published a study of the effects of gasoline prices on both shortterm and long-term transit ridership. It is self-evident that rising
fuel prices bring about a rise in bus ridership. The study was a
refined effort to determine what the degree of ridership response
might be to different fuel price scenarios.

More recently, Citilink has also benefitted from favorable image
enhancement with its new Parkview MedLink route, serving
the new north Parkview Regional Medical Center campus area
from the currently-served East State Boulevard/Randallia Drive
facility. In each case, the new high profile services have been
accompanied by parallel Citilink efforts at enhanced publicity
and promotion.

The CBER used fuel pricing forecasts from the Federal Energy
Information Administration to study ridership response in the
face of low, moderate, and high fuel prices. Even high gasoline
prices in the short run were not indicated to significantly affect
transit ridership. However, the long run picture appeared to be
different. The study indicated that under conditions of even low
rider responsiveness to projected fuel price increases, Indiana
can expect to see ridership increases of about 50 percent by the
year 2050. Under conditions of higher gas price increases and
high ridership response, the study saw potential transit ridership
increases of well over 300%. In other words, fuel price increases
appear likely to accelerate ridership increases.

Despite the expanded and positive profile for the Citilink system,
there continues to be a large population of non-riding residents
within the urban area. This population of potential riders appears
to carry with it a set of core views about transit ridership that
must be addressed in any marketing and outreach effort.
The Choice Rider survey undertaken was part of this
planning process.

In recent years, Citilink has increased its own public outreach,
marketing, and branding efforts. From brochures, to commercials
and public media service ads, to posters and more recently the
use of social media, Citilink’s outreach and branding efforts have
increased along with an expanded route network. The new
Citilink Central Station has received widespread and positive
media reporting. Citilink’s profile – and thus its marketing
potential - has also been enhanced by recent services such as its
campusLink circulator route serving IPFW, Ivy Tech, and nearby
shopping and residential areas with high student presence.

The survey demonstrated that a majority of respondents have
never ridden a bus. Answers to open-ended questions revealed
an often distorted view of buses and the people who use them.
It is no surprise, therefore, that the most frequently cited reason
for not being inclined to ride the bus (53% of respondents)
was a lack of familiarity with bus routes and schedules.
Correspondingly, the most frequently cited factor that would
encourage people to ride the bus (56% of respondents) was
simply knowing exactly when the bus would come to the stop.
Another key factor cited by respondents (48.7% of respondents)
is a need for additional routes and stops.
It should also be noted that when given an opportunity to add
comments, a significant number of respondents cited their
specific concern about riding the bus, from cleanliness factors
to fears of crime or sharing the bus with unknown fellow riders.
These fears are largely refuted by the results of Citilink’s own
ridership survey conducted in 2010, which indicated that the
majority of riders are students or people taking the bus to and
from work.
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In developing an education and outreach campaign, it becomes
clear that increasing the ridership of the currently non-riding
public requires an expansive approach to addressing these
negative and false impressions and replacing them with true,
fact-based positive impressions of the existing transit system.
In order to accomplish this, positive messaging and branding
of Citilink and other public transit providers will need to use
multiple layered approaches and must extend far beyond the
Citilink and ACCOA networks themselves. In particular, marketing
of public transit services needs to extend to public and private
sector destinations frequented by current transit riders and nonriding residents.
Achieving this extended outreach will require the development
of partnerships with decision makers at key destination points
such as schools, medical facilities, major commercial areas,
employers, and other destinations. The use of electronic
information boards, posters, and other information outlets should
be explored in collaboration with these locations. Comfortable,
designated bus waiting areas, sheltered from inclement weather,
should be explored at high use stops. The goal and policies for
education and outreach outlined here are intended to promote
the advantages of transit while targeting false preconceptions of
transit use and those who currently depend upon it.

Bottom: Children’s book lending library in cooperation with
Allen County Public Library at Citilink’s Urban League
Transfer Center

28

Education and Outreach Goal:

	To promote and encourage a positive perception of
public transit services that results in broader transit
use in the community.

Policies and Action Steps:
Policy 1:
	Provide educational information and programs that
address common misunderstandings about using
transit, and promotes the economic, health, and
environmental benefits of public transit.
A common characteristic of the general public is a lack of
exposure to public transit travel options. The recent Bus
Fort Wayne Choice Rider Survey revealed a vast majority of
residents (84% of survey respondents) have never taken public
transit in Fort Wayne, and know little about this mode of
travel. Not surprisingly, the survey also revealed that many of
these non-transit users had various misperceptions about bus
cleanliness, safety, and other conditions relating to riding the bus.
Overcoming this lack of exposure by educating, encouraging,
and hopefully convincing the community of the many benefits
of public transit could substantially increase ridership and benefit
the entire community.
Encouragingly, in this same Choice Rider Survey, 91% of
respondents agreed that the community could increase public
transit ridership through increased education and outreach. This
figure provides an indication that people may be receptive to
accurate, reliable information about the favorable cost benefit
of transit ridership compared with the costs of operating and
maintaining an automobile.

The Choice Rider Survey also revealed a general lack of
knowledge and information about public transit services, such as
specific routes, schedules, fare structures, etc. In addition, survey
respondents seemed unaware of the “bigger picture” overall
community benefits of public transit, such as personal health
benefits, reduced congestion, reduced fuel exhaust emissions, or
the community economic benefits of a public transit system.
There exists a real opportunity to increase public transit ridership
through a multi-media education and outreach campaign. This
outreach effort should focus on educating and informing the
community on the real, factual, economic, environmental, and
health benefits of increasing our community’s use of public
transit.
As perceptions about public transit change over time as a result
of aggressive public education and outreach, rising gasoline
costs, or other changing economic conditions, it is important to
routinely monitor and reassess public perception and sentiment.
This can be accomplished through continued surveys, focus
groups, and various social media approaches. Knowledge of
these changing perceptions allows for appropriate changes in
the marketing, education, and outreach strategies.

Citilink’s new Central Station offers convenient bike repair
stations for bicyclists incorporating the bus system into
their transportation means.

Action Step A:
Monitor public perception by conducting routine surveys that
gauge public sentiment regarding transit use and services.
Action Step B:
Incorporate current understanding of public perception
misunderstanding into educational and marketing resources.
Action Step C:
Develop and implement strategies to target “transit messaging” to
specific audiences of potential transit users.
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Policy 2:
	Establish partnerships to develop marketing
programs that enable public transit providers and
their advocates to deliver information and to market
incentives directly to prospective transit riders.
Public transit services are woven into the fabric of a larger and
dynamic community as a whole. Citilink data indicates that over
50% of passengers ride the bus to work, to school, or both, and
ridership is growing. Public transit is more than a service to the
residents who ride to work, school, medical facilities, and other
key destinations. Public transit is a service to those institutions
themselves. Businesses and educational institutions benefit
directly from transit services that bring students, workers, clients,
and customers. It is in their best interest to partner with public
transit providers to enhance ridership along these routes.

“Finding a good bus driver
can be as important as
finding a good musician.”
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— Reba McEntire

A key role that these businesses, health care facilities, and
educational institutions can perform, at very low investment
levels, is to help educate employees, clients, customers, and
students about how to easily use Fort Wayne and Allen County’s
public transit system. Clear posting of schedules, route numbers,
and transfer information on-site at fixed route bus stop locations
can be further supported with the use of electronic messaging.
The use of emerging personal communication technologies
should be encouraged and explained in order to provide route
and schedule information. Educational presentations on site
can be used with employees, students, and customers as an
option where appropriate. Interactive informational kiosks at
destination sites can provide convenient learning environments
that both inform and can reinforce understanding of the City and
County’s transit system and services. These employment and
educational clusters can provide a rich array of educational and
promotional opportunities for exposing employees and students
to the many benefits of using public transit in more general ways
such as shopping or leisure trips.

Increased ridership can also be encouraged through promoting
transit use for major community events. Marketing of special
rates for students, seniors, or those who are willing to try
riding the bus can help promote events themselves as well as
promoting the use of transit on a more routine basis.
Action step A:
Citilink and other public transit providers should identify
prospective employment, health care facilities, education centers,
and business corridors along transit routes, and then work with
firms in those areas to demonstrate the benefits of transit use.

Action Step B:
Work with local partners such as youth service agencies, parks
departments, and schools in Allen County to develop programs
that will teach area youth how to use public transit to get around
the community.
Action Step C:
Partner with local and regional agencies that have overlapping
education interests such as environmental groups, financial
counselors, and health agencies to capitalize on messaging
opportunities that promote public transit use.

Action Step D:
Within existing organizational structures, integrate transit
services/programs into popular community events or activities as
a means of improving public perception.
Action Step E:
Initiate a schedule of special ride days, “bus buddies,” travel
training, etc., coordinating with specific constituent groups such
as AARP, civic groups, and students, to promote transit benefits.
Action Step F:
Vigorously engage mass and social media partnerships to
promote transit benefits and dispel misunderstandings.

“Art has to move you and
design does not, unless it’s a
good design for a bus.”
			

— David Hockney

Lynchpin/Keyflow Creative
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CHAPTER FOUR:
Legislation
“Mom was 50 when my Dad
died. She got on a bus every
weekday for years, and rode
40 miles each morning to
Madison. She earned a new
degree and learned new skills
to start her small business.
It wasn’t just a new livelihood.
It was a new life.”
			

32

— Paul Ryan
U.S. Congressman

As with all of the plans under Fort Wayne’s Active Transportation
vision and initiative (described in the Introduction of this Plan),
local, state, and federal laws and policies provide a framework
for creating a safe, balanced transportation system that
accommodates all modes of transportation. These policies
define and regulate how transportation infrastructure, including
transit infrastructure, should be designed, funded, and provided.
They also establish priorities for funding improvements that can
accommodate pedestrians, bicyclists, pedestrians, and users of
public transit.
When current local laws and policies do not support the
community’s vision, new ones should replace them. And when
they do support the vision, those laws and policies work best
when they are supported by the community, enforced, and
implemented. Changes and improvements to local ordinances
which support transit infrastructure on both public right of way
as well as private property will help to further the efforts of the
community’s active transportation initiative.
The many benefits and rising ridership of public transit have
been articulated in a multitude of studies and are listed earlier in
the Bus Fort Wayne Plan. Among other impacts, public transit is
a proven community benefit that creates jobs, saves household
money, and reduces air pollution and other environmental
damage. Ridership is up, locally and statewide. In addition to
the increased ridership in each public system, the number of
transit systems in Indiana has risen steadily from 18 systems in
the late 1970’s to 66 transit systems in Indiana today.

Despite this steady expansion in riders and systems, funding
of mass transit has not kept pace, and has lagged behind the
funding levels needed to meet rising demand. In 2008, INDOT
published an analysis of mass transit needs, performance, and
issues in Indiana. The study was commissioned by the Indiana
General Assembly in 2007. Among the study’s key findings are
the conclusions that:
•

•

Urban bus and rural transit systems in Indiana are undersized
and not meeting potential demand, nor in the case of urban
areas, designed to attract choice riders.
T he current mix of transportation funding does not generate
sufficient revenue to accommodate the transit investments
to meet unmet demand.

There is currently not a stable, dedicated state funding source for
transit in Indiana, whether the service is fixed-route like Citilink
or demand response based like Allen County Council on Aging
(ACCOA) transportation. In 2011 the Indiana General Assembly
removed dedicated state funding for transit by eliminating
the share of state sales tax allocated to the Public Mass Transit
Fund (PMTF). State mass transit funding is now a discretionary
allocation from the General Fund. Unless regular, dedicated
funding is restored, transit funding will continue to be a general
fund line item, subject to fiscal and political challenges of the
state budget process.

The Greater Fort Wayne Chamber of Commerce
“supports a policy that will ensure Citilink
funding is maintained and protected. The
Chamber supports a workable solution
and funding mechanism for the
Public Mass Transportation Fund.”

These state level funding issues have occurred at a time when
local sources of funding have been challenged by state-imposed
property tax caps and local government budgets are stretched.
Even where a local transit system has taxing authority, the
property tax caps now in place limit the ability to raise transit
levies or increase funding. Legislators and policy makers face
highly demanding budget choices. Creative, multi-faceted, and
stable funding approaches will require partnerships with relevant
elected officials.
In this environment, a sustained relationship with key decision
makers is vital, as no single solution exists to achieve the goal of
stable funding for public transit.
A second critical transit need is to identify new revenue sources
wherever possible. Fare box receipts have their place in any
funding strategy to support and enhance public transit, but there
is a clear ceiling to which rider charges can go before revenue
peaks. A careful mix of state, federal, and local resources will be
necessary to maximize public transit funding. Allocations from a
number of available sources should be explored. It is important
to have dialogue with the General Assembly and encourage
them to support and strengthen public transit.
The City of Fort Wayne, Citilink, ACCOA, and all other
transportation providers within the community recognize that
without collaboratively working together, and without dedicated
state support, the recommendations in this plan would be
difficult to achieve. Advocacy, outreach, and lobbying for state
and regional funding are all essential to meeting the goals in
this plan. The following Legislation Chapter goal, policies, and
specific action step recommendations address coordinated,
collaborative efforts that will help in the implementation of the
Bus Fort Wayne Plan.

Top: City Councilman Geoff Paddock on a Citilink bus.
Bottom: Groundbreaking ceremony of Citilink’s new
Central Station in downtown Fort Wayne.

— Greater Fort Wayne Chamber of Commerce 2011 Legislative Agenda
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Legislation Goal:

	To encourage and support legislation and policy
adoption that enables the implementation of the Bus
Fort Wayne Plan.

Policies and Action Steps:
Policy 1:

Lynchpin/Keyflow Creative

	Encourage the review and update of regulations
and incentives for the incorporation of public transit
facilities and pedestrian connectivity within and
between existing and proposed development projects.
Many existing development projects were not built to
accommodate public transit vehicles and/or do not provide
adequate pedestrian connectivity from public transit stops
making it difficult for providers to provide safe and convenient
public transit services. The integration of public transit
accommodations such as appropriately designed driveways,
designated drop off and pick up areas, shelters, bus pads, and
sidewalk connections into residential, commercial, institutional,
and industrial development projects would assist those who
currently rely on public transit and help to promote the use of
public transit as a viable transportation option. The development
and marketing of incentives such as commercial façade grant
programs is recommended to encourage the retrofit of existing
development projects.
Action Step A:
Work with the Transit Planning Committee (TPC), establish a
team consisting of representatives from the Northeastern Indiana
Regional Coordinating Council, Citilink, ACCOA, Department
of Planning Services, Allen County Highway, and the City of
Fort Wayne Board of Public Works to review and update the
“Coordinating Development and Transportation Services – A
Guide for Developers, Engineers, and Planners” document
with recommended guidelines that should be made into
requirements within appropriate city and county ordinances for
new development and redevelopment projects.
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Action Step B:
Work with the City and County on the development and better
communication of potential grant opportunities for the retrofit of
existing development to accommodate public transit.
Action Step C:
Work with the City and the County to ensure that existing
incentives for property enhancement, new development, and
redevelopment projects include the provision of public transit
accommodations and pedestrian connectivity. Ensure that the
granting of façade grants, brownfield grants, tax abatements, and
other local economic development programs encourages public
transit infrastructure improvements.

Policy 2:
	Encourage the revision of codes and ordinances to
promote infill development and new development that
takes into consideration locations at higher densities to
support public transit.
In order to encourage the use of public transportation, land use
and development patterns must encourage higher densities, a
mix of uses that support a variety of transit users and providers.
The development of Transit Oriented Development (TOD) zoning
districts is one tool that can be used to promote higher densities,
a mix of housing types, appropriate commercial uses, and transit
accommodations along bus routes. Continued promotion of
incentives for infill development, such as commercial façade
grants, tax abatements, tax credits, and brownfield grants are
also recommended as a way to promote higher densities within
urban and suburban areas.
Action Step A:
Work with the Department of Planning Services on the
development of a Transit Oriented Development (TOD) District
designation option to be integrated into revised City and County
Zoning Ordinances. Develop a map of areas that would be
appropriate for rezoning to a TOD District.

Policy 3:
	Develop and support adoption of a Complete Streets
ordinance along with design standards that comply
with Federal ADA standards to ensure that all streets are
built and maintained appropriately to accommodate
pedestrians, bicyclists, motorists, and transit users of all
ages and abilities.
The design and construction of transit and pedestrian
infrastructure should be given full consideration in the planning
and development of transportation facilities, including its
incorporation into state, regional, and local transportation plans
and programs. A Complete Streets ordinance will provide
for safer non-vehicular transportation, as well as a more userfriendly system.
Action Step A:
Gather input from the community and area stakeholders,
including residential and commercial developers, to assist in the
development of a Complete Streets Policy.

Policy 4:
	Promote urban, rural, and regional public transit
through the establishment of partnerships and
legislative relationships at the local, state, and
federal levels.
Ongoing support for the expansion and enhancement of 21st
century urban and regional public transit systems will require a
continual and dynamic process of engagements with key elected
officials and key transit system advocates. Backing and advocacy
from these vital constituents will require outreach efforts that
are both vigorously active and openly welcoming of input and
suggestions for improvement.
Action Step A:
Continue lobbying efforts which promote continued and
increased funding for public transit at the state and federal levels.

Action Step B:
Coordinate with the Bike Fort Wayne and Walk Fort Wayne
implementation teams in the development and adoption of a
Complete Streets ordinance.

Action Step B:
Aggressively lobby and educate state legislators on the
community benefits of public transit; the need for expansion of
service areas and routes, including regional transit; the need for
the ability to request local referenda for increased funding; and
the re-establishment of a dedicated funding source for the Public
Mass Transit Fund (PMTF).

Action Step C:
Investigate best practices on how other communities have
developed and implemented a Complete Streets ordinance.

Action Step C:
Continue to monitor and communicate potential changes in
legislation which impacts public transit.

Action Step D:
Ensure the coordination of a Complete Streets policy with the
development of the ADA Pubic Right of Way Access Guidelines
(PROWAG) transition plan.

U.S. Congressman Marlin Stutzman (left) and
Citilink General Manager Ken Housden.

“Getting older is fine. There is
nothing you can do to stop it
so you might as well stay on
the bus.”
			

— John Byrne

“I’m not a big fan of flying. I
definitely try to take the bus
whenever I can.
			

— Martina McBride
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CHAPTER FIVE:
Implementation
“By 1990 I went back to no
gasoline; I was just riding
around on my bike, taking the
bus. I had a tiny little electric
car that didn’t go very far or
very fast. ”
			

36

— Ed Begley, Jr.

As a part of the City’s “Active Transportation” initiative, the Bus
Fort Wayne Plan — along with Bike Fort Wayne, Walk Fort Wayne,
Trails Fort Wayne, and the Complete Streets ordinance — works
to provide a quality public transportation system which meets
the needs of all users throughout the community and the region.
Combined, these plans and initiatives will provide the services
and infrastructure, and encourage people to walk, ride their
bike, and use public transit as a safe, viable, and economically
beneficial alternative to the automobile.
It is important to state that although Bus Fort Wayne is an
integral component of the Active Transportation initiative and a
key complement to the other plans, the actual “implementation”
of Bus Fort Wayne is uniquely different from the other plans.
The Walk, Bike, and Trails plans have implementation strategies
that primarily focus and rely on staff from the City of Fort Wayne,
Allen County and other governmental agencies. These plans
are also largely based on ten-year strategies which include
projects geared toward building sidewalks, bikeways, trails, and
other pedestrian infrastructure in key areas, specifically designed
for greater connectivity. Implementation of these plans is
considerably “map, network and infrastructure – based.”

The implementation of Bus Fort Wayne, on the other hand,
is not as map- or infrastructure- based, as it is on advocacy,
outreach, legislative support, improved service provision, and
funding opportunities. Public transit relies on infrastructure
(public streets; roads; sidewalk access) that, for the most part,
already exists. In addition, unlike the other active transportation
plans, implementation of the goals, policies, and action steps
of Bus Fort Wayne will not exclusively be the responsibility
of City of Fort Wayne and other Allen County governmental
units. Rather, implementation will require collaborative efforts,
decision making, and actions from state and local government;
local urban, rural, and regional public transit providers; various
transportation planning agencies; public transit advocacy
organizations; and public transit lobbyists.

An important key to implementing the goals and policies of
the Bus Fort Wayne Plan is the continued, persistent dialog and
collaboration among all transit providers. Working together,
developing strong, continuing partnerships will foster a better
public transit system, locally and perhaps regionally.
The following Implementation Matrix contains all of the specific
Action Step recommendations for each of the Network &
Services, Education and Outreach, and Legislation Chapters of
the Bus Fort Wayne Plan, along with the “Responsible Agency,”
and the projected timing schedule for implementation.
It should be noted that wherever “The City of Fort Wayne” is listed
as one of the Responsible Agencies, this would include staff from
Community Development, various Engineering Departments,
and Board of Public Works.

“You can find poetry in your
everyday life, your memory,
in what people say on the bus,
in the news, or just what’s in
your heart..”
			

— Carol Ann Duffy
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Bus Fort Wayne Implementation Matrix
Timing Code
1
2
3
C

Timing Schedule
1 to 2 Years
2 to 5 Years
5 to 10 years
Continuous

Network and Services
Chapter Two

2.1.A	Establish written criteria to be used in making route service delivery decisions that are
based on population densities, ridership generation, high demand destinations, and
areas of high density growth potential.
Responsible Agency:
Citilink; Other Public Transit Providers

Timing Schedule: 1

2.2.A	Initiate an advocacy campaign for local, state, and federal resources to obtain reliable
and consistent operations and capital funding.		
Responsible Agency:
Citilink; Other Public Transit Providers
Timing Schedule: 1
2.2.B

Establish 30 minute service frequency on designated, feasible routes.
Responsible Agency:
Citilink

Timing Schedule: 3

2.2.C	Continue to monitor on-time performance, and consider implementing measures such as
reducing the frequency of bus stops and eliminating “flag stops” along higher use routes.
Responsible Agency:
Citilink
Timing Schedule: 1

“The last job I applied for was
to be a bus driver for the
Chicago Transit Authority
in 1957.”
			

— Vernon Jordan

2.3.A	Establish the criteria and resources needed in order to determine routes eligible
for 15 minute service.
Responsible Agency:
Citilink

Timing Schedule: 3

2.4.A	Establish the criteria, feasibility, and resources needed in order to expand and
extend service hours and days (for urban, rural, and county-wide transit providers).
Responsible Agency:
Citilink; Other Public Transit Providers

Timing Schedule: 1

2.5.A	Explore partnership opportunities between urban, rural, and other county-wide
transit systems to provide route service between Allen County communities and
the Citilink fixed route service area.
Responsible Agency:
Citilink; Other Public Transit Providers

Timing Schedule: 1

2.5.B	Maintain consistent on-time departure and arrivals throughout the fixed route
and demand/response transit systems (for urban, rural and county-wide transit providers).
Responsible Agency:
Citilink; ACCOA
Timing Schedule: C

38

2.5.C	Enhance the ease and ability of transit riders to understand and track bus routes,
bus locations, and schedules.
Responsible Agency:
Citilink; ACCOA

Timing Schedule: 1

2.6.A	Support the implementation of the goals, policies, and recommendations of the
Walk Fort Wayne Plan.
Responsible Agency:
City of Fort Wayne

Timing Schedule: C

2.6.B	Continue to monitor, maintain, and provide safe transit infrastructure, including ADA ramps,
bus stop waiting pads, connecting sidewalks, appropriate lighting, and bus stop signage
and bus shelters in areas lacking such infrastructure.
Responsible Agency:
City of Fort Wayne, Citilink
Timing Schedule: C
2.6.C	Continue to explore and pursue local, state, and federal funding opportunities for
public transit infrastructure improvements.
Responsible Agency:
Citilink; ACCOA; City of Fort Wayne
2.6.D

Timing Schedule: C

Investigate the feasibility of “signal prioritization” for high use routes and key transfer points.
Responsible Agency:
City of Fort Wayne
Timing Schedule: 2

2.6.E	Pursue and support continued advancements in provider and rider technology which will
provide easier knowledge and understanding of destinations, schedules, fares, and overall
transit service delivery.
Responsible Agency:
Citilink; ACCOA
Timing Schedule: 1
2.7.A	Investigate and pursue partnership opportunities among existing transit providers within
the region to discuss and set the groundwork for coordinated transit opportunities.
Responsible Agency:
Citilink; ACCOA; Regional Transit Providers;
Timing Schedule: 3
		
Northeastern Indiana Regional Coordinating Council
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Bus Fort Wayne Implementation Matrix
Timing Code
1
2
3
C

Timing Schedule
1 to 2 Years
2 to 5 Years
5 to 10 years
Continuous

Education and Outreach
Chapter Three
3.1.A

Monitor public perception by conducting routine surveys that measure public sentiment
on transit use and services.
Responsible Agency:
Citilink; ACCOA; City of Fort Wayne
Timing Schedule: C

3.1.B	Incorporate current understanding of public perception misunderstanding into
educational and marketing resources.
Responsible Agency:
Citilink; ACCOA
3.1.C

“Normally I’m really lucky
because I can go down to
my local shops and no one
cares. I take the Tube and the
bus so it’s kind of the perfect
balance.”
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— MyAnna Buring

Develop and implement strategies to market “transit messaging” to specific audiences
of potential transit users.
Responsible Agency:
Citilink; ACCOA; City of Fort Wayne

3.2.A	Citilink and ACCOA should identify prospective employment, health care facilities,
education centers and business corridors along transit routes, and then work with firms
in those areas to demonstrate the benefits of transit use.
Responsible Agency:
Citilink; ACCOA

Timing Schedule: 1

Timing Schedule: 1

Timing Schedule: 1

3.2.B	Work with local partners such as youth service agencies, parks departments and schools
in Allen County to develop programs that will teach area youth how to use public transit
to get around the community.
Responsible Agency:
Citilink
Timing Schedule: 2

3.2.C	Partner with local and regional agencies that have overlapping education interests
such as environmental groups, financial counselors, and health agencies to capitalize
on messaging opportunities that promote public transit use.
Responsible Agency:
Citilink; ACCOA; TPC

Timing Schedule: 2

3.2.D	Within existing organizational structures, integrate tailored transit services, programs,
popular community events, or activities as a means of improving public perception.
Responsible Agency:
Citilink; City of Fort Wayne; Other Public Transit Providers

Timing Schedule: 1

3.2.E	Initiate a schedule of special ride days, “bus buddies,” travel training, etc., coordinating
with specific constituent groups such as AARP, civic groups, and students
to give exposure to transit benefits.
Responsible Agency:
Citilink; Other Public Transit Providers

Timing Schedule: 1

3.2.F	Vigorously engage mass and social media partnerships to promote transit benefits
and dispel misunderstandings.
Responsible Agency:
Citilink; City of Fort Wayne; Other Public Transit Providers

Timing Schedule: 1

Citilink Central Station
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Bus Fort Wayne Implementation Matrix
Timing Code
1
2
3
C

Timing Schedule
1 to 2 Years
2 to 5 Years
5 to 10 years
Continuous

“You wouldn’t want to move if
you sat next to me on the bus.
Or maybe you would.”
			

Legislation
Chapter Four

4.1.A	Working with the Transportation Planning Committee (TPC) establish a team consisting of representatives
from the Northeastern Indiana Regional Coordinating Council, Citilink, Allen County Department of
Planning Services (DPS), Allen County Highway, and the City of Fort Wayne Board of Public Works to
review and update the “Coordinating Development and Transportation Services – A Guide for Developers,
Engineers, and Planners” document with recommended guidelines that should be made requirements
within appropriate city and county ordinances for new development and redevelopment projects.
Responsible Agency:
Northeastern Indiana Regional Coordinating Council;
Timing Schedule: 2		
		
Other Public transit Providers
4.1.B	Work with the City and County on the development and better communication of potential
grant opportunities for the retrofit of existing development to accommodate public transit.
Responsible Agency:
City of Fort Wayne; Allen County DPS; Citilink
Timing Schedule: 2
		
4.1.C	Work with the City and the County to ensure that existing incentives for property enhancement, new
development, and redevelopment projects include the provision of public transit accommodations
and pedestrian connectivity. Ensure that the granting of façade grants, brownfield grants,
tax abatements, and other local economic development programs encourages public transit
infrastructure improvements.
Responsible Agency:
City of Fort Wayne; Allen County DPS
Timing Schedule: C

— Richard Dawson

4.2.A	Work with the Department of Planning Services on the development of a Transit Oriented Development
(TOD) District designation option to be integrated into revised City and County Zoning Ordinances.
Develop a map of areas that would be appropriate for rezoning to a TOD District.
Responsible Agency:
City of Fort Wayne; Allen County DPS; Citilink
4.3.A	Gather input from the community and area stakeholders, including residential and
commercial developers, to assist in the development of a Complete Streets Policy.
Responsible Agency:
City of Fort Wayne
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Timing Schedule: 1

4.3.B	Coordinate with the Bike Fort Wayne and Walk Fort Wayne implementation teams in the
development and adoption of a Complete Streets ordinance.
Responsible Agency:
City of Fort Wayne

Timing Schedule: 1

4.3.C	Investigate best practices on how other communities have developed and implemented
a Complete Streets ordinance.
Responsible Agency:
City of Fort Wayne
Timing Schedule: 1
4.3.D	Ensure the coordination of a Complete Streets policy with the development of the
ADA Pubic Right of Way Access Guidelines (PROWAG) transition plan.
Responsible Agency:
City of Fort Wayne
4.4.A

Timing Schedule: 1

Timing Schedule: C

4.4.B	Aggressively lobby and educate state legislators on the community benefits of public
transit; the need for expansion of service areas and routes, including regional transit;
the need for the ability to request local referenda for increased funding; and the
re-establishment of dedicated funding for the Public Mass Transit Fund (PMTF).
Responsible Agency:
Citilink; ACCOA; Other Public Transit Providers

Timing Schedule: C

4.4.C

Continue to monitor and communicate potential changes in legislation which
impacts public transit.
Responsible Agency:
Citilink; ACCOA; City of Fort Wayne

Timing Schedule: C

Lynchpin/Keyflow Creative

Continue lobbying efforts which promote continued and increased funding for public
transit at the state and federal levels.
Responsible Agency:
Citilink; Other Public Transit Providers
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APPENDIX A:

Glossary of Terms

“I also would have liked the
part of the Bus Driver.”
			

— Kevin McDonald

Active Transportation Initiative: A comprehensive city
initiative that embodies the Bike Fort Wayne, Bus Fort Wayne,
Walk Fort Wayne, and Trails Fort Wayne plans, which promote
sustainable modes of transportation through bicycling, walking
and convenient accessibility to public transportation.

Complete Streets: Highways, streets, or roads that are designed
and operated to enable safe, comfortable, and convenient access
along and across the traveled way for all users, including, but not
limited to, pedestrians, bicyclists, motorists, and transit users of all
ages and abilities.

Allen County Council on Aging (ACCOA): The Allen County
Council on Aging (ACCOA) is a division of Aging & In-Home
Services of Northeast Indiana, providing services to seniors and
rural public transit service in Allen County.

Comprehensive Plan: A document which guides the way
an area should be developed. It includes a compilation of
policy statements, goals, standards, maps, and pertinent data
relative to the past, present, and future trends of a particular
area of the County including, but not limited to, its population,
housing, economics, social patterns, land use, water resources,
transportation facilities, and public facilities. Plan-it Allen, drafted
and approved under the 500 series of IC 36-7-4, serves as the
Allen County / Fort Wayne Comprehensive Plan.

Americans with Disabilities Act (ADA): Civil rights legislation,
effective in July 1992, covering accessibility for individuals with
physical limitations in public places, especially as it relates to
community transportation infrastructure, including crosswalks,
signalization, sidewalks, intersection ramps, etc.
Best Practices: The procedures, policies, methods, or guidelines
that have been analyzed and shown in practice, to be effective.
Bike Fort Wayne: A ten year, action-oriented plan that promotes
a safe and bikeable community by producing policies, projects
and programs that support bicycling as a form of active
transportation.
Bike Fort Wayne: A ten year, action-oriented plan that
promotes a safe and bikable community by producing policies,
projects and programs that support bicycling as a form of
active transportation.
Citilink: The Fort Wayne Public Transportation Corporation,
which provides fixed route and demand response service to the
Fort Wayne and New Haven urban area.

Connectivity: Within the urban and suburban transportation
fabric, the ability to easily and efficiently link all modes of
transportation, including pedestrian, to one another; the ability to
access necessary and desirable destinations via various modes of
transport.
Demand Response System: Any non-fixed route system of
transporting individuals that requires advanced scheduling by
the customer, including services provided by public entities,
nonprofits, and private providers. A “demand response system”
is one where passenger trips are generated by calls from
passengers or their agents to the transit operator, who then
schedules the trip taking requests anywhere from 2 to 30 days in
advance, to pick the passengers up and transport them to their
destinations.
Department of Planning & Policy: A branch of the City of Fort
Wayne’s Division of Community Development. The department
collaborates with other agencies and community stakeholders
to develop and implement plans, strategies, and studies. Services
provided include corridor development, historic preservation,
neighborhood planning, transportation planning, mapping, and
annexation.
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Fixed Route: A system of transporting individuals, including
the provision of designated public transportation service by
public entities and the provision of transportation service by
private entities, including, but not limited to, specified public
transportation service, on which a vehicle is operated along a
prescribed route according to a fixed schedule.
Fort Wayne Trails: The designated active, non-motorized
transportation system in Fort Wayne, Indiana consisting of trails,
paths, multi-use trails, shared-use paths, greenways, and rails-totrails.

Metropolitan Planning Organization (MPO): A federally
required intergovernmental transportation body established
in all metropolitan areas with a population greater than 50,000.
The MPO is responsible for the Regional Transportation Program
(RTP) and the Transportation Improvement Plan (TIP), which are
necessary prerequisites for the receipt of federal transportation
funding. In Fort Wayne, the Northeastern Indiana Regional
Coordinating Council serves as the MPO.
Mobility: The ability to move people, including those with
physical limitations, from place to place.
Mode of Transportation: A general term for various types
and means of moving people and goods from one place to
another. (Via automobiles, walking, biking, trains, buses, planes,
wheelchairs, watercraft, etc.)

Northeast Indiana Regional Partnership: The Northeast
Indiana Regional Partnership was formed in 2006 to help
build a globally competitive economy in a 10-county region
in Northeast Indiana. It is a public-private partnership focused
on generating business leads and building regional capacity
through product development and effective regional
collaboration.
Pedestrian: A person traveling on foot, in a wheelchair, on
skates, skateboard, or walking a bicycle.
Pedestrian Safety Facilities: Designed and built infrastructure
provided for the benefit and encouragement of pedestrian
travel, including bus stops, bus pads, walkways, crosswalks, signs,
signals, illumination, and benches.

Lynchpin/Keyflow Creative

Infrastructure: The utilities and basic services, such as roads,
signs, street lights, and sewers, essential for the development,
operation, and growth of a community.

Northeast Indiana Regional Coordinating Council (NIRCC):
Fort Wayne’s regional Metropolitan Planning Organization (MPO).

Public Mass Transit Fund (PMTF): An Indiana program that
used to receive 0.67% of the state sales and use tax and is now
funded from the State’s General Fund at the discretion of the
legislature with biennial budget processes. Funds are allocated
to public transit agencies using a performance based formula.
Passenger trips, total vehicle miles, and locally derived income
data are utilized to compute the formula allocations.
Public Right-of-Way Accessibility Guidelines (PROWAG):
Established criteria for providing a feature within the public
right-of-way that is physically accessible for those with physical
disabilities.

Multi-modal: An environment or system which has a variety of
transportation options available for any trip, such as being able to
walk, ride a bicycle, take a bus, or drive to a certain destination.
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APPENDIX A: Glossary of Terms

Public Transit: An organized passenger transportation system in
a given area, typically comprising buses, subways, and elevated
trains which provides for the movement of people within a fixed
area using group travel technologies . The essential feature of
public transit is that many people are carried in the same vehicle
(e.g., buses). This makes it possible to move people in the same
travel corridor with greater efficiency, which can lead to lower
costs to carry each person or - because the costs are shared by
many people - the opportunity to spend more money to provide
better service, or both.
Right-of-Way: A general term denoting land, property, or
interest therein, dedicated for public use, usually in a strip of land
acquired for or devoted to the construction of a highway, road,
street, or alley that typically includes the traveled way, shoulders,
roadsides, auxiliary lanes, medians, border areas, park strips,
sidewalks, curbs, gutters, and frontage roads.
Roadway: The portion of the thoroughfare, including shoulders,
intended primarily for vehicular use.
Sidewalk: The portion of the thoroughfare right-of-way,
designed for and used primarily by pedestrians, typically
constructed of a five foot wide concrete passageway.
Trail: A linear route on land with protected status for public
recreation or transportation purposes such as walking, jogging,
hiking, and bicycling,

Transit Oriented Development: A mixed-use residential and
commercial area, designed to maximize access to public transit,
and often incorporates features to encourage transit ridership.
A TOD neighborhood typically has a center with a transit
station or stop (train station, metro station, tram stop, or bus
stop), surrounded by relatively high-density development with
progressively lower-density development spreading outward
from the center.
Transit Planning Committee (TPC): A subcommittee of the
Northeastern Indiana Regional Coordinating Council’s (NIRCC)
Urban Transportation Advisory Board (UTAB) responsible for
coordinating transit planning activities within Allen County,
with a membership comprised of public, private, and non-profit
transportation and human service providers, local jurisdictions,
and consumers.
Urban Transportation Advisory Board (UTAB): An
intergovernmental policy board, established and administered by
the Northeastern Indiana Regional Coordinating Council (NIRCC),
which reviews, makes recommendations, and makes decisions
on transportation plans, projects, and issues within the Fort
Wayne-New Haven-Allen County Metropolitan Planning Area,
with a membership composed of representatives from state and
local governments involved with, and responsible for various
transportation activities.
Vehicle: Any physical device in which, or upon, or by which any
person or property is or may be transported or drawn along a
roadway, including vehicles that are self-propelled or powered by
any means.
Walk Fort Wayne: A ten year, action-oriented plan that
promotes a safe and walkable community by providing policy
direction to decision makers and prioritizing the installation of
new pedestrian facilities along major roadways that provide
connectivity to key destinations.
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“That came from my mother. She was the biggest influence
on my life. I remember once refusing to get on a bus with
her because she was wearing a mink, and I thought we
should be taking a taxi. She just said, ‘Who cares what
people think?’ and I remember sitting on that bus, being
utterly embarrassed, but knowing somehow that she was
totally correct.”
			

— Tony Wilson
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Financial

APPENDIX B:

Community Survey &
Peer Analysis

August 2012
The following summarizations of comments reflect the views
of surveyed individuals who agreed to take trial rides on Citilink
buses and participate in a Focus Group to gauge response from
first-time users of the Citilink bus system. They are organized
into five categories:
•  Financial
•  Convenience
•  Comfort
•  Knowledge
•  Level of Service

SUMMARY: Diverse responses revealed diverse rider
experiences and perceptions. While some believed they could
save money if they made riding the bus a regular routine, others
did not believe there were substantial economic incentives to
riding the bus.

Convenience
SUMMARY: Convenience, and sometimes the lack thereof,
seems to be a significant barrier in attracting choice bus riders,
primarily as it relates to the schedule and infrequency of service.
As would be expected, some first time riders, unfamiliar with
the system, found the experience somewhat confusing and
challenging. Most every rider was pleased with printed materials,
maps, the Citilink website, and Trip Planning software.

Comfort
SUMMARY: There was an overwhelming acknowledgment
from riders, some who were surprised, as to the cleanliness of
Citilink buses. In addition, most riders, with a few exceptions,
found drivers and other riders to be pleasant and helpful. There
were no comments or concerns indicating the riding experiences
were anything but safe, pleasant, and even enjoyable.

Knowledge
SUMMARY: Not surprisingly, knowledge of the Citilink system
was clearly lacking for these first time riders. However, most
riders found all of the available Citilink printed and electronic
information helpful and essential. Several ideas and suggestions
were offered, which can be quite valuable in working towards
system improvements in the future.

Level of Service
SUMMARY: More than anything else, rider responses indicate
the significant importance of overall “Level of Service.” In addition,
rather than complaints about inadequate customer service,
schedules, or lack of information, most focus group responders
offered suggestions for improving the overall level of service.
Many offered very specific ideas that may be useful and fully
implementable.
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CHOICE RIDER SURVEY
QUESTION 1:

	How often do you ride public transit? (Citilink or ACCOA)

84%
8%
5%
1%
2%

Never		
Occasionally
A few times a year
Monthly
Weekly

Collaborative efforts between IPFW and Ivy Tech offer
campusLink free shuttle service for students.

QUESTION 2:

	Which of the following would encourage you to consider riding public transit?
(Check all that apply.)

		
RESPONSES
Discounted daily or monthly passes
Available emergency transportation during work hours
Reduction in my fuel costs
A sheltered place to catch the bus
Higher gas prices
Being able to get work or personal items done during my ride
Knowing exactly when the next bus will come to my stop
Availability of park/bike and ride areas
More frequent service
Additional bus routes
If local events/activities advertised availability of bus service
Other responses (please explain)

RESPONSE
RESPONSE
Percent	Count
37.9
22.6
40.0
36.1
35.0
26.1
56.2
27.1
44.8
48.7
24.2
24.9

466
278
493
445
431
321
692
334
551
600
298
306

“I used to pay for my own
singing lessons and take
myself. Just take the bus
when I was a kid and go.”
			

— Rebecca Ferguson
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QUESTION 3:

	Which of the following reasons describes why you would NOT be inclined to ride public transit? (Check all that apply.)

			
RESPONSES

RESPONSE
RESPONSE
Percent	Count

The process of riding public transit is a foreign concept to me
Overall inconvenience
Unfamiliarity with bus routes and schedules
Uncertainty as to whether the bus will be on time
I do not know where bus stops are located
There is no bus stop near my home or work
There are no sidewalks available to get me to a bus stop
It would take too long to get to work/destination
I use/need my car during the workday
I like my “alone” time in my car
Bus service is not available when and/or where I need it (please explain)
I am not comfortable waiting at bus stops or shelters
I am not comfortable on a bus
I’ve never really considered a bus as a viable transportation alternative
Bus schedules do not coordinate with my work hours
(example: bus arrives too early or too late)
Other (please specify)

20.6
43.5
53.4
47.9
26.2
46.7
14.1
45.9
25.3
13.8
18.4
15.6
11.4
20.2
25.1

254
535
657
590
323
575
173
565
311
170
227
192
140
249
309

21.2

261

QUESTION 4:

	Do you think Fort Wayne could increase public transit ridership with additional public outreach and education in the
following areas? (Check all that apply.)
1400
1200
1000
800
600
400
200
0
		
YES
		
NO
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Bus Riding Basics
(routes, schedules
fares, etc.)

Public Transit as
a cost effective
choice

Public Transit as
an environmentally
friendly choice

How to combine
bike commuting
with public transit

QUESTION 5:

	Would you consider riding public transit if you were more
familiar with routes, schedules, and fares?

67%
33%

QUESTION 6:

	Do you believe you could save considerable money on your
vehicle and fuel costs by taking the bus?

Yes
No

73%
27%

Yes
No

Collaborative efforts among public transit and
commuters encourage biking and help complete
the network’s accessibility.

QUESTION 7:

	With rising gas prices, what is the price per gallon (p/g)
of gas below that would cause you to seriously consider
utilizing public transit over your personal vehicle?

QUESTION 8:

	Would you consider riding the bus on a free trial basis
for a week (or some other time frame) to determine your
impressions and then participate in a focus group
to discuss your observations?

“When I was pregnant, I was
so huge and people on the
bus would get up for me. That
made me feel so precious and
valued and valuable.”
			

33.4% $5 p/g
22.9% $6 p/g
15.2% $4 p/g
8.0%
$8 p/g
7.7%
$7 p/g
12.8% Would
never consider
riding the bus.

56.3%
43.7%

— Mariska Hargitay

No
Yes
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PEER ANALYSIS

2.0
1.5
1.0
0.5
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Wichita, KS

Rockford, IL

Evansville, IN

South Bend, IN

Lincoln, NE

Lubbock, TX

Savannah, GA

Durham, NC

Greensboro, NC

Fort Wayne Citilink

0.0

FIXED ROUTE SERVICE EFFICIENCY
Cost per Passenger Trip, Average $3.80
$8
$7
$6
$5
$4
$3
$2
$1
$0

Wichita, KS

Passenger Trips per Mile, Average 1.6
2.5

Total for both fixed and demand response services

Rockford, IL

FIXED ROUTE SERVICE EFFECTIVENESS

REVENUE MILES
OPERATED
(million) 1
3.39
3.92
3.11
2.21
1.8
1.98
1.35
1.91
3.7
2.60
1.66

Evansville, IN

1

VEHICLES
OPERATED in
MAX SERVICE 1
80
73
89
93
59
55
34
47
147
75
39

South Bend, IN

Greensboro, NC
Durham, NC
Savannah, GA
Lubbock, TX
Lincoln, NE
South Bend, IN
Evansville, IN
Rockford, IL
Wichita, KS
PEER AVERAGE	
Fort Wayne Citilink

POPULATION
DENSITY
(sq. miles)
2,132
2,126
1,321
1,876
3,022
2,787
2,987
2,680
2,300
2,539
2,300

Lincoln, NE

AGENCY

SERVICE AREA
(sq. miles)
118
93
438
64
90
68
45
138
149
134
61

Lubbock, TX

SERVICE AREA
POPULATION
235,262
187,000
232,048
199,564
254,794
154,346
122,961
274,998
386,046
227,447
248,637

Savannah, GA

			

Durham, NC

The following summary tables of a Citilink
peer system review, performed by McDonald
Transit Associates, indicate performance
trends over time. While Citilink is improving
efficiency and effectiveness over time
(despite funding issues), the level of service
is substantially less than what is provided in
communities of comparable size. Citilink’s
smaller bus fleet size is an indicator of
long headways (an hour between buses).
Ridership per mile is lower than the peer
average; and farebox recovery is slightly
lower (base fares were increased in 2008).

Greensboro, NC

OPERATING
CHARACTERISTICS
					

Fort Wayne Citilink

June 2012

FIXED
ROUTE FAREBOX RECOVERY
								
							
FAREBOX
AGENCY
OPERATING COST		
FAREBOX REVENUE		
RECOVERY RATIO
Greensboro, NC
$12,847,695.
$2,595,220.
20%
Durham, NC
15,368,366.
2,418,916.
16%
Savannah, GA
12,649,230.
3,176,236.
25%
Lubbock, TX
7,408,891.
3,116,094.
42%
Lincoln, NE
7,691,426.
1,062,360.
14%
South Bend, IN
8,990,010.
1,299,165.
14%
Evansville, IN
4,871,630.
1,070,791.
22%
Rockford, IL
10,252,525.
1,119,708.
11%
Wichita, KS
9,644,649.
1,453,918.
15%
PEER AVERAGE	
9,969,380.
1,923,600.
19%
Fort Wayne Citilink
9,557,573.
1,115,442.
12%

ACCESS SERVICE EFFECTIVENESS

Rockford, IL

Evansville, IN

South Bend, IN

Lincoln, NE

Lubbock, TX

Wichita, KS

Rockford, IL

Evansville, IN

South Bend, IN

Lincoln, NE

Lubbock, TX

Savannah, GA

Durham, NC

Greensboro, NC

Fort Wayne Citilink

0.00

Savannah, GA

0.05

Durham, NC

0.10

Greensboro, NC

0.15

Fort Wayne Citilink

0.20

Cost per Passenger Trip, Average $25.94
$45
$40
$35 $32.52
$30
$25
$20
$15
$10
$5
$0

Wichita, KS

ACCESS SERVICE EFFICIENCY

Passenger Trips per Mile, Average 0.16
0.25
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APPENDIX C: Adopted Resolution
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