MINUTES
PUBLIC TRANSIT ADVISORY BOARD
February 2, 2022
9:00 a.m.
FRED Operations/Training Building (Bowman Center)
11710 Main Street
Fredericksburg, VA 22408
***Effective January 20, 2021, Executive Order 13991 requires a face covering to be worn while inside City of Fredericksburg facilities – even if
you have been vaccinated. A face covering is generally a cloth, bandana, or other type of material that covers an individual’s mouth and
nose.***

Members in Attendance:

Rev. Lawrence Davies, Chair
Leigh Anderson, George Washington Regional Commission
Brandon Brown, Stafford County
Jan Erkert, Fredericksburg Chamber of Commerce
Kim Lett, disAbility Resource Center
Ian Ollis, Fredericksburg Area Metropolitan Planning Organization
Alexander Owsiak, Stafford County
*Kathy Sandor, University of Mary Washington (Participated through electronic
communication in accordance with City policy)
Dr. Roy Weinstock, Community Representative
Rodney White, Spotsylvania County

Staff Present:

Jamie Jackson, Director/FRED
Aidan Quirke, Deputy Director/FRED
Glenn Jenkins, Operations Manager/FRED
Craig Reed, Policy, Planning & Compliance Manager/FRED
Sharon Sullivan, Assistant to the Director/FRED
Wayne Wright, Procurement Specialist/FRED

Others Present:

Tamara Banks, Healthy Generations Area Agency on Aging
Jennifer Falknor, Healthy Generations Area Agency on Aging
JoAnna Roberson, George Washington Regional Commission

Members Absent:

Paul Agnello, Spotsylvania County
Mark Haines, Germanna Community College

The meeting was called to order by Rev. Davies on February 2, 2022, at 9:04 a.m. from the FRED Operations/
Training Building (Bowman Center).
Public Comments: There were no public comments received in advance of the meeting nor any presented at
meeting.
Adoption of Minutes – December 1, 2021: Upon motion by Ms. Erkert and seconded by Ms. Lett, with all
members concurring, the December 1, 2021 PTAB minutes were approved as submitted.
Report of Director of Public Transit
a.) FRED Transit Projects and Initiatives
Mr. Quirke advised that the second round of interviews for the selection of a consulting firm to complete FRED’s
Transit Strategic Plan (TSP) was held in December. From those interviews, a consultant was selected. FRED is
expecting a TSP project launch to occur in March or April 2022. More information will be forthcoming and
provided to PTAB members as it is available.

Mrs. Jackson advised that as a result of $750,000 in funding revenue being allocated to FRED from GWRC,
FRED is looking to finalize the Radio Communications and Emergency Management System project. This project
will allow FRED to connect to the Stafford County tower. This will provide an enhanced radio communication
system. The current service being utilized by FRED will be discontinued in the near future so FRED will need to
find a new provider. The Radio Communications and Emergency Management project will, for the first time,
provide coordination with emergency 911 systems in the region and provide better safety tools to drivers and
passengers in case of an emergency. The security project will also allow radio access to the City of
Fredericksburg’s EMS system. Mrs. Jackson stated this project is continuing to move forward and the PTAB
committee will be kept apprised of the on-going process.
Mrs. Jackson stated the marketing and rebranding project continues to move forward and FRED is close to
receiving the final draft plan. Once finalized, the draft plan will be forwarded to the Partnerships and Marketing
sub-committee members for reference and discussed at a later PTAB meeting.
Mr. Quirke reported that FRED has recently hired two new interns who will be working on compiling data for the
fare free service that will begin on February 28th. Both interns are from PTAB agencies representation – one
from University of Mary Washington (UMW) and one from Germanna Community College. He stated that FRED
has secured contracts for both external and internal advertising on FRED buses from the following companies –
City of Fredericksburg Department of Parks & Recreation; Germanna Community College and State Farm
Insurance.
Mr. Quirke advised the fare free service grant was awarded by the Department of Rail and Public Transportation
(DRPT) for $300,000 that provides revenue for the next two years. FRED was one of three transit agencies who
was awarded the grant monies. Charlottesville and Fairfax transit agencies were also awarded the same grant
to provide fare free service.
Mr. Reed provided an overview of FRED’s FY2023 operating budget (see presentation). The budget
expenditures include funding for the following five categories: Personnel and Benefits; third-party maintenance;
fuel; telecommunications and utilities; and ADP equipment and software. Mr. Reed stated the largest expense
for Capital Items in the FY2023 budget includes six (6) replacement buses; one (1) service vehicle and
Automated Passenger Counters (APCs).
Mrs. Jackson stated the CARES Act funding revenues has been great for the region and localities, allowing the
impact of operating costs to be reduced the locality funding allocations during FY2022.
Committee Reports:
1.) Mission, Goals and Objectives
Dr. Weinstock stated that the committee met in January and included in the agenda packet is a report of midyear activities FRED completed during first half of TY2022. Dr. Weinstock asked for committee comments and
questions on each goal and activity. There were no changes requested from PTAB members on any of the goals
and objectives and provided unanimous consent for the sub-committee to proceed with moving forward with
future reporting.
2.) Services to the Underserved
Ms. Lett advised the Services to the Underserved sub-committee met in January and requested updates on
items of concern that were expressed at the December PTAB meeting. The follow-up items are as follows: Goal
A.12 for the installation of FRED transit shelters and/or benches related to the Transit Strategic Plan (TSP) at
designated locations throughout the service area; the accessibility of bus stops becoming a priority item; the
identification of ownership, liability, maintenance and required modifications to meet ADA conformity; and
development of a statistical quantitative and qualitative database for tracking deviated routes.
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Mrs. Jackson advised that Goal A.12 in regard to FRED transit shelters and/or benches is a specific item of
follow-up with the TSP consultant. Once this information has been developed in regard to the TSP development,
this information will be provided to PTAB members on an on-going basis.
Mrs. Jackson also relayed a FRED bus stop inventory re-cap on ADA compliance regulations is also a priority
for the consultant in the development of FRED’s TSP. Currently, most FRED bus stops are not ADA compliant.
However, most of the existing FRED bus shelters are in compliance.
In regard to data collection for deviated routes, Mr. Jenkins relayed this has recently occurred as the result of
FRED hiring a full-time Dispatcher at the FRED Operations and Training facility. He stated the data collection
process is a new procedure being implemented at FRED. The preliminary data calculations will be provided to
PTAB members at the upcoming April 6th PTAB meeting.
3.) Partnerships and Marketing
Mrs. Erkert advised there were no official report for today’s meeting; however, the sub-committee did meet in
January to discuss ways FRED could promote the upcoming fare free service and the expansion of Saturday
services. The sub-committee requested that FRED provide flyers, brochures, information, etc. in both English
and Spanish versions. Mrs. Jackson advised that FRED currently is working to provide these materials. The subcommittee also recommended that FRED utilize as much social media outreach as they can and likewise for
PTAB members to provide outreach on locality websites, etc. Both Mr. White and Mr. Owsiak advised that
information on the hour earlier start times for designated routes and future Saturday services have been
advertised on Spotsylvania and Stafford County’s website and social media platforms. In addition, Mr. White and
Mr. Owsiak stated they would also request locality staff to run announcements about the fare free service options
that will begin on February 28th. Mrs. Erkert asked that FRED staff contact Mr. Scott Shenk with The Free LanceStar, to run another article about FRED’s recent changes. Members consented that each agency/representative
would also provide information on their local social media platforms and websites.
Currently, FRED routes are referred to as a letter and number route (ex. S5) and for the general public, just
having a route number may be confusing to the citizens who wish to utilize FRED services. Mrs. Erkert asked if
the schedules could also include the name of the route in addition to the route number. Mr. Quirke advised this
is also something in the new scope and with the new re-branding updates that is being addressed and evaluated
as part of that project.
4.) Operations and Oversight
Mr. White advised there was no report for today’s meeting and the sub-committee will be meeting prior to the
April 6th meeting.
Mr. Jenkins reported that FRED ridership has seen a slight decline from comparisons this year to last year. The
decline in ridership is partially attributed to the colder temperatures as people have been staying inside and not
riding transit, not scheduling deviations, etc.
Mr. Jenkins stated that FRED received awards in four of the five regional parades they participated in for
Christmas. The FRED float theme this past year was Candy Land.
Mr. Jenkins added that other than the VRE feeder routes, no other FRED routes have been fully suspended.
However, there are routes that have been modified. FRED is still six (6) full-time operators down and the hiring
process is an on-going process. The shortage of transit operators is not exclusive to only FRED, however other
transit agencies and companies are facing the same issues. FRED has looked at hiring non-CDL licensed
operators; however, this proved to be an unsuccessful effort recently. Mrs. Jackson stated that even with FRED
being short of operators, this has not majorly affected any service routes. FRED has tried to augment service
with supervisors running routes on a daily basis and part-time operators are working extra hours to ensure
routes/schedules are maintained. An updated ridership report will be forwarded to PTAB members after
conclusion of today’s meeting.
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FREDERICKSBURG REGIONAL TRANSIT
PUBLIC TRANSIT ADVISORY BOARD MEETING
FEBRUARY 2, 2022

AGENDA
1.

Call to Order

2.

Public Comment

3.

Adoption of Minutes

4.

Report of the Director of Public Transit

5.

Committee Reports

6.

HGAAA Trainer Report

7.

New Business

8.

Announcements

9.

Adjournment

REPORT OF THE DIRECTOR OF PUBLIC TRANSIT
FRED Transit Projects & Initiatives
• FY2023 Budget
• Transit Strategic Plan (TSP) Update
• Advertisements Update
• Radio Communications and Emergency Management System
• Security/Fiber Project
• Marketing and Rebranding Project
• Internships and University Partnerships
• Fare Free Service – February 28th
• TRIP Grant Overview

FREDERICKSBURG REGIONAL TRANSIT
FY 2023 BUDGET

2/2/2022
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FY 23 BUDGET
OPERATING EXPENDITURES
• PRIMARY MAJOR OPERATING EXPENSES:
• Personnel & Benefits
• Operators, Mechanics, Dispatchers, Administration
• Full-time Employees - Salary & Benefits
• Third-party Maintenance & Supplies
• Fuel & Oil
• Telecommunications & Utilities
• ADP Equipment & Software

2/2/2022
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FY 23 BUDGET
PROPOSED BUDGET
• Total Budget
• $9,143,725
• Capital Outlays
• $1,990,000
• Operations
• $7,153,725

• Wages
• Full Time - $1,891,071
• Includes budgeted OT
• Part Time - $1,371,165
• Benefits
• $1,291,606
• Wage & Benefits % of Operations
• 62%
• Fuel
• $350,000 (4.8%)

2/2/2022
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FY 23 BUDGET
TRANSIT SERVICES
• WEEKDAYS

• Standard Weekday Service
• Jurisdictions
•
•
•
•

Fredericksburg – Five (5) routes
Stafford – Five (5) routes
Spotsylvania – Three (3) routes
UMW – Two (2)

• Hour earlier start continues:
• D1, D2
• F2, F3, F4, F5
• S1, S4, S5

2/2/2022

• WEEKENDS

• Saturday Service

• VRE SERVICE

• Spotsylvania
• VSA and VSB

• City

• VF1
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FY 23 BUDGET
CAPITAL ITEMS
• REPLACEMENT VEHICLES
• Buses (6)
• Service Vehicles
• Expenditures
• - $1,810,000
• EQUIPMENT
• Automated Passenger Counters (APCs)
• Facility Alarm System

2/2/2022
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FY 23 BUDGET
TOTAL PERSONNEL & NEW POSITIONS
Administrative

Mechanics

Full-Time
Part-Time

Fleet Manager
Shop Foreman
Mechanics
Mechanic Asst.

Customer Service
Part-Time

2/2/2022

11
3

Operations

1
1
3 Security
1

Full-Time Operators
Dispatchers
Supervisors
Safety Specialist
Part Time

Full-Time
Part-Time

New Positions
• PT Customer Service
Representatives (2)
• Drivers (2)
• Mechanic
• Supervisor
• Dispatcher
• Security Guard
1 • Safety Specialist

20
2
2
1
45

1

2
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FY 23 BUDGET
REVENUE FROM LOCAL JURISDICTIONS
JURISDICTION

NET PAYMENT

Fredericksburg

$ 594,612

Spotsylvania

$ 148,007

Stafford

$ 150,916

University of Mary Washington

$ 19,206

Total Local Payments

$ 912,740

Local Share of Total Expenses

2/2/2022

10%
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FY 23 BUDGET
LOCAL JURISDICTIONS’ SAVINGS FROM CARES ACT
JURISDICTION

NET PAYMENT

Fredericksburg

$ 169,385

Spotsylvania

$ 127,874

Stafford

$ 128,546

University of Mary Washington

$ 14,195

2/2/2022
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COMMITTEE REPORTS
• MISSION, GOALS, AND OBJECTIVES
• Mid-year Report for Transit Year July 1, 2021 – June 30, 2022

• SERVICES TO THE UNDERSERVED

• PARTNERSHIPS AND MARKETING

• OPERATIONS AND OVERSIGHT

M
I
D
Y
E
A
R
R
E
P
O
R
T

COMMITTEE REPORT
MISSION, GOALS, & OBJECTIVES

COMMITTEE REPORT
SERVICES TO THE UNDERSERVED
• Review of progress on recommendations and requests made at the
December meeting:
• Recommendation 1 – Accessibility of all bus stops as a priority, and
• Recommendation 2 – Identify the ownership, liability, maintenance and
required modifications need to bring bus stops up to ADA standards;
• 5 major bus stop locations were to be evaluated for accessibility within the region for
TY2022 per Goal D in Mission, Goals & Objectives. Has this taken place?
• How many total bus stops are in place that do not meet accessibility standards?
• Have locations been determined for the installation of transit shelters and benches per
Goal A.12?

COMMITTEE REPORT
SERVICES TO THE UNDERSERVED
• Recommendation 3: Because there is no statistical database for deviated
routes, a quantitative and qualitative report is needed.
• How often the service is used
• How many people use the service
• In what locations is service provided
• Cost of deviated service

COMMITTEE REPORT
PARTNERSHIP AND MARKETING
The Partnership and Marketing committee met on
January 12. Discussed ways to promote:
• $0 Fares
• Earlier Morning Service
• Expanded Saturday Service
dependent on staffing)

(Not

started

yet;

The committee recommended numerous ways –
using both Earned Media and Paid Media—to
promote these three initiatives.
The committee also discussed the need for printed
promotional pieces to be available in Spanish and
where they could be distributed.

COMMITTEE REPORT
OPERATIONS AND OVERSIGHT
FY 2022 Ridership Information

COMMITTEE REPORT
OPERATIONS AND OVERSIGHT
CY2021 Ridership by Locality

Quarter
1st Quarter 2021
4th Quarter 2020
Quarterly Percent
Difference
1st Quarter 2020
Annual Percent
Difference

Quarter
3rd Quarter 2021
2nd Quarter 2021
Quarterly Percent
Difference
3rd Quarter 2020
Annual Percent
Difference

1ST QUARTER (JAN - MAR)
Fredericksburg
Spotsylvania
FRED Total
Ridership
Ridership
VRE
Ridership
VRE
34,089
19,163
0
5,475
0
35,625
19,654
0
5,727
0

Stafford
Ridership VRE
8,350
0
8,587
0

- 4%

- 2%

63,380

32,862

998

11,079

1,920

14,685

39

- 46%

- 42%

- 100%

- 51%

- 100%

- 43%

- 100%

- 4%

- 3%

3RD QUARTER (JUL - SEP)
FRED Total
Fredericksburg
Spotsylvania
VRE
Ridership
Ridership
VRE
Ridership
39,967
23,193
0
6,671
0
40,516
23,576
0
6,942
0
- 1%

- 2%

31,846

18,828

+ 26%

+ 23%

- 4%
0

4,821
+ 38%

Stafford
Ridership VRE
9,031
0
9,338
0
- 3%

0

7,753
+ 16%

0

Quarter
2nd Quarter 2021
1st Quarter 2021
Quarterly Percent
Difference
2nd Quarter 2020
Annual Percent
Difference

Quarter
4th Quarter 2021
3rd Quarter 2021
Quarterly Percent
Difference
4th Quarter 2020
Annual Percent
Difference

2ND QUARTER (APR - JUN)
Fredericksburg
Spotsylvania
FRED Total
Ridership
Ridership
VRE
Ridership
VRE
40,516
23,576
0
6,942
0
34,089
19,163
0
5,475
0
+ 19%

+ 23%

22,239

12,822

+ 82%

+ 84%

+ 27%
0

3,716

+ 12%
0

+ 87%

- 7%

35,625

19,654

+ 8%

+ 10%

- 12%
0

5,727
+ 2%

5,607

0

+ 67%

4TH QUARTER (OCT - DEC)
FRED Total
Fredericksburg
Spotsylvania
Ridership
Ridership
VRE
Ridership
VRE
38,485
21,663
0
5,848
0
39,967
23,193
0
6,671
0
- 4%

Stafford
Ridership
VRE
9,338
0
8,350
0

Stafford
Ridership
VRE
9,504
0
9,031
0
+ 5%

0

8,587
+ 11%

0

HEALTHY GENERATIONS AREA AGENCY ON AGING
TRAVEL TRAINER REPORT
 Travel Training
 No Travel Training due to weather
 Outreach
 1 person Discussion on Travel Training at HGAAA
 2 people at Fresenius Kidney Care
 1 person at FXBG CBOC (Community Based Outpatient Care CBOC (VAMC))
 5 people at Big Lots
 1 person at Goodwill - Eagle Village
 Travel Talk Facebook Live
 1/24/22 Topic: Transit Planning- 57 views
 Officially completed Easterseals Project Action Consulting’s Certified Travel Trainer Instruction Course!
 Currently editing the Travel Training Participant Handbook to reflect FXBGO! move to fare-free service.
Does PTAB have any suggestions for Travel Talk? Ready for your own Travel Training Class?
Contact TaMara Banks: tbanks@healthygenerations.org or 540-371-3375

NEW BUSINESS
FY2023 FARE REVIEW AND OPTIONS

ANNOUNCEMENTS

Next PTAB Meeting – April 6, 2022 (In-Person)

FREDERICKSBURG REGIONAL TRANSIT
Mission, Goals, and Objectives*
for Transit Year 2022 (July 1, 2021 – June 30, 2022)
MISSION
It is the purpose of Fredericksburg Regional Transit (FRED) to provide accessible, affordable,
dependable, efficient, environmentally sound, and safe and secure transportation for people who
reside or work or visit within the Fredericksburg, Virginia region (i.e., the City of Fredericksburg and
the counties of Spotsylvania and Stafford).
GOAL A
PROVIDE QUALITY ACCESSIBLE PUBLIC TRANSIT SERVICE TO THE REGION.
Goal A – Transit Year Activities
A.1

Make public transit better meet the needs of transit riders in terms of trip times, convenience
(i.e. time-of-day and day-of-week trips), safety and cost to the individual user.
One-hour earlier route start times went into effect on Monday, October 18th, with nine (9)
routes adding an additional hour of earlier morning service and one route adding an
additional hour at the end (evening) of the route. FRED hired one new operator to offset the
additional ten new hours of both earlier/later start/end times. FRED advertised on multiple
media platforms, at FRED Central, and with information being available for citizens on all
FRED bus routes to make the public aware of the newly implemented route additions. FRED
applied and was approved for the Transit Ridership Incentive Program (TRIP) with the
Department of Rail and Public Transportation (DRPT). The TRIP pilot program will allow
FRED to implement a free fare bus service, that will begin on February 28, 2022.

A.2

Complete the DPRT Transit Strategic Plan (TSP) including a system-wide analysis of transit
routes and services for FRED system.
FRED shortlisted and interviewed two consulting firms from DRPT’s bench contract in the
beginning of January 2022. The Intent to Award was offered to the selected consulting firm
late January 2022; a contract award is planned for February 2022.

A.3

Provide information and perform outreach activities to those who are unserved or
underserved by the existing transit system.
Ongoing cooperation with PTAB committee on Serving the Traditionally Underserved.
Committee held telephonic meeting on November 10, 2021 to discuss ways that FRED can
improve accessibility and identify potential bus stops that would benefit those who are
underserved, who pays for bus stops and the maintenance and liability assumptions of
whether this is a responsibility of FRED, Business Partners, and/or localities and FRED’s
deviation route process. FRED’s newly hired dispatcher is developing a manual database
that will compile initial and on-going data on deviated routes.

A.4

Perform outreach and collect information on the needs of those in the region who are transitdependent.
FRED is working with the University of Mary Washington on a potential student group project
opportunity that will perform outreach and data collection on FRED’s transit population. This
work is anticipated to begin in the beginning of UMW’s Spring semester.

TY2022 Mid-Year Report
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A.5

Publicize service to attract commuters to the FRED system.
Due to staffing shortages and low Virginia Railway Express (VRE) ridership, FRED
continues with its temporary suspension of service to its VRE route connections. Publicity
and outreach will resume once VRE service returns to normal levels.

A.6

Monitor new growth and development within the FRED service area that may have impact
on FRED operations, including access to social services, recreational, employment, tourist
areas and activity centers.
FRED staff has had meetings with City of Fredericksburg Planning staff on Area 1 Plan to
ensure that future transit needs and amenities are included in the plan. Staff continues its
participation in FAMPO’s East-West Corridor Study.

A.7

Educate employees of Partners on how to use the FRED system.
Ongoing. FRED plans to work with employers within the region to help get the word out to
their employees about the new earlier bus route services. FRED continues to work with
partners at HGAAA to share information and get the word out to the public.

A.8

Continue “Smart Benefits Program” (a program developed to cover the cost of mass transit
for some government employees) to our VRE feeder service patrons.
Due to staffing shortages and low VRE ridership, FRED continues with its temporary
suspension of service to its VRE route connections.

A.9

Respond to local government requests to review proffers, rezoning and site development
plans.
Ongoing work in cooperation with FAMPO and local jurisdictions.

A.10

Utilize social and digital media solutions to increase information to the public about FRED
Transit.
FRED provides regular updates through social media platforms Facebook and Twitter. This
includes updates for service changes, impacts, alerts, and general information. The
department continues to promote one-hour earlier bus service and RouteShout 2.0, the real
time bus arrival information for FRED passengers through its social media channels and on
its vehicles. Spotsylvania County has frequently posted and/or reposted information
regarding FRED updates and transit services.

A.11

Distribute and post FRED Transit schedules in public places that are on FRED Transit
routes.
Ongoing work in cooperation with Healthy Generations Area Agency on Aging.
In partnership with HDR, Marketing and Rebranding Project, FRED is working on enhancing
the look of its current transit schedules and to-be-distributed collateral materials.

Goal A – Transit Year Targets
A.12

Installation of FRED transit shelters and/or benches related to Transit Strategic Plan (TSP)
at appropriate locations throughout service area.
Six benches were installed at FRED Central during this period. A new bus shelter will be
installed at Germanna Community College by the end of FY2022.

TY2022 Mid-Year Report
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A.13

Conduct at least ten (10) educational outreach sessions with partners, residents and
business leaders on the benefits and value of FRED, which include “Ride FRED” seminars
to educate the public and partners on how to use the system. Healthy Generations Area
Agency on Aging (HGAAA) can be used as a resource for these sessions.
The following events were conducted from July 1, 2021 – December 31, 2021:
Facebook Live and Pre-Recorded Videos Conducted
Facebook Live and Pre-Recorded Video Views
Outreach Opportunities/Contacts
Special Events (273 – In-Person)
Additional Activities Attended
Service Referrals Received
FRED Route Evaluations Conducted
Individual Travel Training

2
228
20 / 139
7
0
4
2
17

A.14

HGAAA trainer to conduct 75 individual training sessions on how to ride FRED.
See A.13

A.15

Maintain FRED ridership at TY2021 levels as a benchmark in TY2022.
For the period of July through December 2021, FRED’s ridership increased slightly more
than 9,000 trips as compared to the same period in FY2021 (FY2021 – 67,435; FY2022 –
76,482).

A.16

Begin Transit Strategic Plan (TSP) by August 2021.
Received proposals from three firms and selected vendor in December 2021. Anticipate
work beginning during the first calendar quarter of 2022.

A.17

Implement Luminator system by the end of TY2022.
Maintenance staff continues to work with vendor on determination of need. There are
significant delays with parts and part availability which has caused a delay on moving
forward with project elements.

GOAL B
PROVIDE AFFORDABLE PUBLIC TRANSIT SERVICE TO THE REGION THROUGH THE
UTILIZATION OF FUNDING, GRANTS, AND CONTRIBUTIONS FROM LOCAL, STATE AND
FEDERAL FUNDING ENTITIES AND PUBLIC/PRIVATE PARTNERSHIPS.
Goal B – Transit Year Activities
B.1

Continue to maximize all funding opportunities to support jurisdictions ability to deliver
quality transit service in the Fredericksburg region.
FRED continues to utilize CARES act funding to support and offset regular jurisdictional
support. FRED plans to leverage funding from George Washington Regional Commission
(GWRC) in order to fund capital projects, which normally would require a local match for
those efforts.

TY2022 Mid-Year Report
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B.2

Actively seek new public and private Partners through the Public Transit Advisory Board’s
(PTAB) Partnership/Marketing Committee and jurisdictional planners.
Ongoing.
Per PTAB recommendation, FRED staff plan to reach out during the first calendar quarter
of 2022 to Virginia Railway Express (VRE) to ask for non-voting representation on PTAB.

B.3

Conduct annual review of fares and service schedules.
FRED’s strategic plan project will include an analysis of offering free transit services. On
February 28, 2022, FRED will begin fare-free service on a pilot basis. Data gathered during
the pilot will be shared with the strategic plan consultant for inclusion in their analysis.
Accordingly, FRED has deferred preparing an annual review of fares and schedules.

B.4

Collect data on the half-fare program utilization (i.e. number of users, money collected, and
impact on revenues).
The following table presents half-fare and total fares recorded in RouteMatch for the period
of July through December 2021 for fiscal years 2021 and 2022:

Half-fare
All Fares

FY2021
4,687
64,647

FY2022
5,634
74,114

% Increase
17%
13%

Note that half-fare trips increased by 17% when total ridership increased by 13%. This
indicates that riders needing fare assistance grew faster than total ridership. In FY2021,
half-fares accounted for 7% of all trips as compared to 8% in FY2022.
B.5

Request federal and state funding in a timely manner.
FRED applications for FY2023 federal and state funding will be submitted by February 1,
2022.

B.6

Maintain private partnership funding levels through outreach efforts.
Completed for FY22. Private partnerships including University of Mary Washington, Mary
Washington Healthcare, Germanna Community College, etc. have all been retained for
FY22.

B.7

Evaluate zero fare options for transit system by August 2021.
On February 28, 2022, FRED will begin fare-free service on a pilot basis. Data gathered
during the pilot will be shared with the strategic plan consultant for inclusion in their analysis.

Goal B – Transit Year Targets
B.8

Provide annual report to PTAB and City Leadership on fare recommendations for TY2022.
FRED will begin fare-free service on a pilot basis beginning February 28, 2022. Accordingly,
FRED has deferred preparing an annual review of fares and schedules.

B.9

Market bus advertising program to meet the revenue goal of $5,000.
FRED anticipates two bus advertising contracts (State Farm Insurance and Germanna
Community College) during the first calendar quarter of 2022.
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B.10

Implement zero fare pilot program during TY2022.
FRED plans to implement zero fares on a pilot basis beginning February 28, 2022.

GOAL C
PROVIDE RELIABLE TRANSIT SERVICE WITHIN THE REGION.

Goal C – Transit Year Activities
C.1

Continue training Operators on the policies and procedures identified in the revised Operator
Handbook.
Operator Handbook is currently in the process of being updated by the Driver Trainer.

C.2

Collect information provided by RouteMatch (the real-time information system) to include
on-time performance, ridership, route efficiency, and possible schedule adjustments in order
to maintain on-time performance of FRED service within the Fredericksburg region.
The following table presents the on-time performance of transit years 2021 and 2022 for the
period of July through December 2021:
July 1 through Dec 31
FY2021
15 minutes
No. of Stops
%
10 minutes
No. of Stops
%

FY2022

15 minutes
No. of Stops
%
10 minutes
No. of Stops
%

Late

Early

Total Stop On time

37,249
7.04%

5,115
0.97%

529,359

57,437
10.85%

9,191
1.74%

529,359

Late

Early

92.00%

87.41%

Total Stop On time

35,493
6.16%

1,461
0.25%

575,985

67,511
11.72%

5,446
0.95%

575,985

93.58%

87.33%

Overall, there is no significant difference in performance. On-time performance for a 15minute variance increased slightly from 92% to 93.6%.
C.3

Continue the process of service review and service improvement.
Ongoing. Service review and improvements are planned to occur as part of the Transit
Strategic Plan process.
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C.4

Develop plan for service adjustments identified in the planned service analysis for
implementation in the identified project timetable.
The strategic plan will provide the analysis and basis for changes.

Goal C – Transit Year Targets
C.5

Transit fleet will complete at least 95% of its preventative maintenance (PM) vehicle work
on-time and on-schedule.
Ongoing. Currently, the goal is being achieved.

C.6

Replace five buses in existing fleet to reflect vehicle replacement plan.
FRED was approved by DRPT for the acquisition of three (3) replacement vehicles in
FY2022. Vehicles were ordered on July 12, 2021 with an estimated delivery date of
November 2021. The arrival of these vehicles has been delayed due to supply chain issues.

C.7

Implement Angeltrax camera system on all remaining buses by June 2022.
All FRED vehicles due to be retained beyond June 2022 have been equipped with Angeltrax
camera systems. Remainder of FRED vehicles not equipped with Angeltrax will be replaced
at delivery of new vehicles that were ordered July 12, 2021. Delivery of the vehicles and
related equipment has been delayed due to supply chain issues.

C.8

Update Transit Operator Training Program in TY2022.
Operator Training Program is currently in the process of being updated by the Driver Trainer.
Operator Trainer provided training for Operators as an enhancement to the current program.

C.9

Replace two support vehicles.
Two support vehicles were ordered from Colonial Ford Truck Sales on October 29, 2021.

C.10

Begin Hour early service implementation in September 2021.
One-hour earlier route start times went into effect on Monday, October 18th, with nine (9)
routes adding an additional hour of earlier morning service and one route adding an
additional hour at the end (evening) of the route.

GOAL D
INCREASE THE EFFICIENCY OF THE MOVEMENT OF PEOPLE.
Goal D – Transit Year Activities
D.1

Continue to provide FRED service to major employment, healthcare, education, tourism and
social service centers within the Fredericksburg region.
Renewed partnership with Mary Washington Healthcare. FRED staff met to discuss current
and future service options and locations.
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D.2

Continue analysis of performance measures using RouteMatch for existing routes for:
a. Effectiveness, such as route level ridership,
The following table presents the routes with the greatest ridership in each jurisdiction.
Routes With
% of
% of
Total
Greatest
Jurisdiction
System
Ridership
Ridership
Total
Total
City
44,856
F3
8,805
20%
12%
Spotsylvania
12,519 S1A
3,950
32%
5%
Stafford
18,535
D2
6,130
33%
8%
TOTAL
75,910
The S1A and D2 routes account for about 1/3 of the total ridership in their respective
counties. Overall, the F3 route accounts for 12% the total ridership of the transit system.
b. Efficiency, such as cost per trip and cost per revenue hour,
Due to the time lag in receiving, processing, and posting cost data to the accounting
system, reliable cost data for the period July through December 2021 is not yet available.
c. Quality, such as transit times, safety, and reliability
Hour earlier transit times have been provided which improves transit service quality for
customers.

D.3

Provide regional Partners with transit services to encourage and promote economic
development opportunities within their respective jurisdictions.
Ongoing.

Goal D – Transit Year Targets
D.4

Conduct at least six outreach sessions for local businesses, civic groups, schools and other
constituencies to inform them on how to use FRED for their benefit and the benefit of their
employees, customers and clients.
HGAAA resumed in-person outreach sessions and completed twenty (20) sessions during
July through December 2021 period.

D.5

Meet with partner jurisdiction planning and/or economic development departments annually
regarding planned and proposed projects and developments.
Ongoing. FRED has met with Stafford County on a shelter project at Stafford Courthouse,
Spotsylvania County on service expansion due to the development of the VA Clinic, and
City of Fredericksburg regarding transit requests for newly planned developments.

D.6

Implement Marketing and Rebranding Project beginning September 2021.
Marketing and rebranding efforts are ongoing with the Consultant, HDR. A draft Marketing
Plan is currently under review by FRED staff. Collateral material related to bus design for all
jurisdictions has been provided and is currently being finalized.
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D.7

Evaluate bike and pedestrian accessibility at five (5) major bus stop locations within the
region during TY2022.
Ongoing cooperation with PTAB committee on Serving the Traditionally Underserved.
Committee held telephonic meeting on November 10, 2021 to discuss ways that FRED can
improve accessibility and identifying potential bus stops that would benefit those who are
underserved, who pays for bus stops and the maintenance and liability assumptions of
whether this is a responsibility of FRED, Business Partners, and/or localities and FRED’s
deviation route process.

GOAL E
PROMOTE SAFETY AND SECURITY IN MAINTAINING AND OPERATING THE FRED SYSTEM
TO INCLUDE PERSONNEL, RIDERSHIP AND FACILITIES WITHIN THE FREDERICKSBURG
REGION.
Goal E – Transit Year Activities
E.1

Continue to meet Americans with Disabilities Act requirements ensuring that drivers are
properly trained to meet requirements of transporting persons with disabilities, including
wheelchair securement training.
Ongoing.

E.2

Continue safety and security training for FRED employees.
Ongoing. Upon hire, all employees with access to computers are required to complete a
KnowBe4 Security Training program facilitated by the IT department.

E.3

Monitor and review reports related to suspicious activity and incident reports,
counterterrorism, security awareness, and cyber security.
Ongoing.

E.4

Develop transit amenities plan, which includes the installation of shelters, benches and trash
receptacles at appropriate locations in the region and related cleaning and maintenance of
those facilities.
Ongoing. Six benches were installed at FRED Central during this period. A new bus shelter
will be installed at Germanna Community College by the end of FY2022.

Goal E – Transit Year Targets
E.5

Ensure transit security and related staff participate in a minimum of one (1) TSA training per
year.
Ongoing. FRED Security Officer received Private Security Training certification on August
10, 2021.

E.6

Reduce the number of preventable vehicle accidents per 100,000 miles.
There has been an increase in preventable accidents. FRED is working on training and
retraining Transit Operators to meet these targets.
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E.7

Hold a minimum of two safety meetings (or training sessions) to be attended by all drivers.
In process of scheduling a Spring/Summer safety meeting by Transit Driver Trainer.

E.8

Relocate dispatch and operations to the Bowman Center by August 2021.
Completed. The new location has a full-time dispatching office on site that is now fully
functional and operational. FRED hired its first full-time dispatcher.
Complete Fiber & Security project/upgrade by December 2021.
Fiber security proposals were received in November 2021. Currently under review.

E.9

E.10

Implement Motorola Radio project utilizing the radio tower in Stafford County by November
2021.
Ongoing. Motorola Radio project went through the first read of approval by Fredericksburg
City Council on November 23, 2021 and second read on December 14, 2021. Contract is
planned to be awarded in January 2022.

E.11

Complete HVAC upgrades in the maintenance facility by September 2021.
Ongoing. Proposal review process is in progress for HVAC upgrades to FRED’s
maintenance facility.

E.12

Acquire land adjacent to FRED Central for Park and Ride lot by June 2022.
FRED is in the process of receiving narrative appraisal reports on two properties – Route 1
and Rowe Street.

GOAL F
COMPLY WITH CITY, STATE AND FEDERAL POLICIES AND REGULATIONS.
Goal F – Transit Year Activities
F.1

Attend conferences, trainings, and seminars to keep abreast of current regulations.
FRED staff attend Virginia Transit Association (VTA) Annual Conference & Expo in Tyson’s
Corner, VA from September 28 – 29, 2021. FRED’s Fleet Manager and Shop Foreman
attended Community Transportation Association of America (CTAA) 2021 Expo and Trade
Fair in Richmond, VA from November 8 – 10, 2021.

F.2

Prepare and complete audit for the City of Fredericksburg.
Completed in September 2021.

F.3

Perform work identified in FRED’s Disadvantaged Business Enterprise (DBE) Program with
objective of increasing participation by DBEs.
Ongoing. DBE Officer worked with Operations Staff to identify DBEs for radio/emergency
management equipment, ground maintenance, and snow removal.

F.4

Monitor compliance with Public Transportation Agency Safety Plan (PTASP).
Ongoing. Working with DRPT to opt-in to statewide PTASP, which FRED is currently
operating under.
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Goal F – Transit Year Targets
F.5

Monitor compliance with Transit Asset Management (TAM) plan.
Ongoing.

F.6

Complete and submit reports required by state and federal agencies to include:
a. Transit Award Management System (TrAMS) milestones and financial status reports
by January, April, July, and October.
Ongoing. Milestones and financial status reports were submitted on time for Quarter 4
(July – September 2021) in October 2021 and Quarter 1 (October – December 2021)
in January 2022.
b. Federal Transit Administration (FTA) annual National Transit Database (NTD) report by
January 2022.
Our NTD submission for FY2021 was submitted on time, November 18, 2021.
c. Virginia Department of Rail and Public Transportation (DRPT) annual performance data
report by February 2022.
Ongoing.

F.7

Complete all grant applications by February 1, 2022.
DRPT grant application for FY2023 was submitted in January 2022 manually. DRPT’s
statewide system is “down” and applications are only able to be submitted manually at the
time of the due date.

F.8

Meet or exceed FRED’s DBE 2.4 percent participation goal for FY2022 – 24.
Ongoing. FRED’s DBE Liaison Officer received email notification from FTA on August 9,
2021 requesting revisions to FRED’s DBE Goal Methodology. FRED’s DBE Goal was
revised in October 2021 from 2.4 to 5.27 percent. FTA approved FRED’s revised DBE
goal on November 7, 2021.

(1) A review of the progress being made for each of the objectives listed in this Mission, Goals
and Objectives statement is to be completed in the January/February period of the current
transit year.
(2) A report which summarizes the status of each of the objectives listed in this Mission, Goals and
Objectives statement is to be completed by the end of June of the current transit year.
(3) The Mission, Goals and Objectives statement summary report for the current transit year (ending
June 30) is to be adopted by PTAB at the July meeting. A draft of the Mission, Goals and
Objectives statement for the upcoming transit year will be provided to the PTAB members for
their review.
(4) The Mission, Goals and Objectives statement of Fredericksburg Regional Transit for the next
transit year (commencing July 1) is also to be adopted by PTAB at the July meeting.
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