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Appendix A: Agency Profile and System Overview

A.1 History

Hampton Roads Transit (HRT) serves a 438 square mile area within the Hampton Roads region. HRT consists of six
member cities: Chesapeake, Hampton, Newport News, Norfolk, Portsmouth, and Virginia Beach. The combined
population of the six jurisdictions is approximately 1.15 million;* the 2045 projected population for the

six jurisdictions is 1.53 million, a 13 percent increase over a 30-year period.? Out of the six cities, Chesapeake is
projected to see the largest actual and percentage population increase over that period, with a projected growth
of 78,383 people or 33 percent.? The average population density of the six cities is approximately 3,100 persons
per square mile; however, there is a wide range of population densities in the service area, from over 22,000
persons per square mile in part of Downtown Norfolk to less than 20 persons per square mile in Chesapeake near
the Great Dismal Swamp National Wildlife Refuge. The six cities served by HRT account for approximately 58.4
percent of economic activity in the region.*

The service area is divided by the James River. The service area on the Southside of the river consists
of Chesapeake, Norfolk, Portsmouth, and Virginia Beach, and the service area on the Peninsula or Northside
(between the James River, York River and Chesapeake Bay) is made up of Hampton and Newport News.

All six jurisdictions in the service area are home to United States military installations and various federal facilities,
including: Naval Station Norfolk, Joint Expeditionary Base Little Creek - Fort Story, Naval Air Station Oceana, and
Joint Base Langley-Eustis; there are approximately 150,000 active duty and civilian personnel in the region,

and Norfolk is home to the world’s largest naval base. The command headquarters of the North Atlantic Treaty
Organization (NATO) is also located in Norfolk. Estimated Department of Defense (DOD) direct spending in
Hampton Roads is estimated at $25.3 billion dollars in 2021.°

Originally, two transit systems developed independently on the Southside and Peninsula, Tidewater Regional
Transit and Pentran, respectively. Electric trolleys operated in both areas before the turn of the 20th century

and were gradually replaced by buses between the 1920s and 1940s. Paratransit service began in both areas of the
region in 1979-1980, and ferry service between Norfolk and Portsmouth—operated by Tidewater Regional Transit—
was established in 1983. Late night bus service began on the Peninsula in 1991.

Tidewater Regional Transit and Pentran merged in 1999 to create the Transportation District Commission of
Hampton Roads (TDCHR), which operates as HRT. In 2008, HRT began an eight-route express bus service linking the
seven jurisdictions that were part of the TDCHR at the time. In 2011, HRT completed and opened Virginia’s first
light rail line, The Tide, which provides service connecting Downtown Norfolk to the border of Norfolk and Virginia
Beach. HRT currently operates 69 fixed-route bus services, including four seasonal routes serving oceanfront and
recreational destinations in Virginia Beach.

A.2 Governance

HRT is a local government agency created pursuant to the Transportation District Act of 1964, Virginia Code §§
33.2-1900, et seq. A 15-member board of commissioners (the Commission) governs the affairs of HRT, including its
statutorily mandated functions as a regional transportation authority. The Commission typically meets on the
fourth Thursday of every month and alternates meeting locations between its administrative facilities in

Norfolk and Hampton.® In addition to monthly meetings of the full board, governance and oversight activities of
the Commission are carried out with the advisement of several committees. These include Audit and Budget

1 US Census American Community Survey 2015-2019 5-Year Estimates.

2HRTPO, “Hampton Roads 2045 Socioeconomic Forecast and Transportation Analysis Zone Allocation” Accessed at
https://www.hrtpo.org/uploads/docs/Hampton%20Roads%202045%20Socioeconomic%20Forecast%20and%20TAZ%20Allocation%20Report.pdf

3 bid.

42019 Hampton Roads State of the Region Report, Dragas Center for Economic Analysis and Policy, Old Dominion University, Accessed at
https://www.ceapodu.com/wp-content/uploads/2019/10/SOR%202019.pdf

52022 Hampton Roads State of the Region Report, Dragas Center for Economic Analysis and Policy, Old Dominion University, Accessed at
https://digitalcommons.odu.edu/sor_reports/

6 http://www.gohrt.com/about/governing-board/

Transit Strategic Plan FY 2025 — FY 2034 | Appendix A: Agency Profile and System Overview A-1



December 2023

%—IAM PTON ROADS TRANSIT

Review; Operations and Oversight; Planning and New Starts Development; External and Legislative Affairs; Smart
Cities and Innovation, Paratransit Advisory Committee; Management and Finance Advisory; and the Transit Riders
Advisory Committee.

A.2.1 Membership

The Transportation District of Hampton Roads (TDCHR) has six member cities: Chesapeake, Hampton, Newport
News, Norfolk, Portsmouth, and Virginia Beach. The board is comprised of two commissioners from each of its six
member cities, representatives from the Virginia Senate and the Virginia House of Delegates, and a representative
of the Transportation Secretariat. For commissioners representing member cities, there is one commissioner
appointed by the member city, usually a city council person, and one non-legislative citizen commissioner who
resides in the member city and is appointed by the Governor of Virginia. Terms of commissioners are typically four
years. The Chairman of the Commonwealth Transportation Board (CTB), or their designee, serves as a
commissioner ex officio, with voting privileges. Table A-1 lists current TDCHR Commissioners. Officers of the
Commission, elected at the annual meeting of the Commission to a one-year term, are also noted in Table A-1.

Table A-1: TDCHR Officers

T T T

Virginia Beach

Hon. Amelia Ross-Hammond (Past
Chair)

City Council Appointed

Vacant

June 30, 2024

Newport News

Hon. Patricia P. Woodbury (Chair)

City Council Appointed

Comm. August B. Bullock

June 30, 2024

Hon. Andria McClellan

City Council Appointed

Norfolk

Comm. Kirk T. Houston June 30, 2024

Hon. Don Carey (Vice-Chair) City Council Appointed
Chesapeake

Comm. Stephens Johnson June 30, 2026

Hon. Jimmy Gray City Council Appointed
Hampton

Comm. Roland J. White June 30, 2026

Hon. Shannon E. Glover. City Council Appointed
Portsmouth

Comm. Brad Hunter June 30, 2026
CTB Comm. Jennifer DeBruhl Appointed

Virginia Senate

Hon. Lionel Spruill

Elected Office

Virginia House of Delegates

Vacant

Elected Office

A.2.2 Funding

In addition to agency-generated revenues through passenger fares, advertising, and other contract revenues,
funding for HRT services is provided by federal, state, regional, and local subsidies. Local funding is provided based
on a Cost Allocation Agreement, where service allocation in each city is based on the subsidy it provides after all
federal, state, and farebox revenues are applied.” HRT, as with its predecessor agencies, has had no other
significant revenue source since its founding in 1999. In 2020, however, the Virginia General Assembly passed
historic legislation to establish the Hampton Roads Regional Transit Fund (HRRTF, or the “Fund”). This fund,
comprised of a mix of sources, is expressly dedicated to supporting a regional program of public transportation
that is planned and operated through HRT-the Hampton Roads Regional Transit Program (the “Program”).

When establishing the HRRTF, the Virginia General Assembly emphasized the importance of having effective
multimodal transportation, as it is essential for the region’s economic growth, vitality, and competitiveness. To this

7 TDCHR Cost Allocation Agreement.
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end, the Hampton Roads Regional Transit Program is documented in Chapter 6 of this TSP, as required by and
consistent with the purposes and requirements outlined in the Code of Virginia related to the Program and usage
of the Hampton Roads Regional Transit Fund. Namely, the Program is established to define and supply resources
for the development, operating, and capital needs for both expansion and state of good repair of reliable regional
transit operations. Pursuant to Virginia Code section 33.2-2600.1, et seq., the Program is explicitly for a “core
regional network of transit routes and related infrastructure, rolling stock, and support facilities.” The express goal
of the Program is “to provide a modern, safe, and efficient core network of transit services across the Hampton
Roads region.” The adopted Program is also the foundation upon which any complementary regional transit
planning is built and encompasses the operating and capital costs for transit infrastructure and operations that are
eligible to be funded by the HRRTF.

The HRRTF itself is administered through the Hampton Roads Transportation Accountability Commission. The Fund
is for “the development, maintenance, improvement, and operation of a core and connected regional network of
transit routes and related infrastructure, rolling stock, and support facilities, to include the operation of a regional
system of inter-jurisdictional high-frequency bus service, in a [the] transportation district in Hampton Roads.”

Finally, the Hampton Roads Regional Transit Program documented in Chapter 6 is also aligned to the service
planning principles and framework detailed in Chapter 1 in Section 1.2.2. and Section 1.2.3. This includes top
regional priorities of providing more reliable inter-jurisdictional bus service, with priority on more service
frequency during hours of the day that most commuters are traveling between work and home.

A.2.3 Special Advisory Committees

Transit Riders Advisory Subcommittee

The Transit Riders Advisory Committee (TRAC) is a subcommittee to the TDCHR Executive Committee. The TRAC
may have up to 14 members, including residents from each city in the service area; these residents are HRT
customers. TRAC's function is to:

Provide HRT administration with input and information on issues affecting HRT customers
Suggest ideas for improving operations and services
Provide input into HRT's customer outreach activities

Share information with HRT customers and the community at large about HRT services and avenues for
providing input concerning service improvements.

Paratransit Advisory Subcommittee

The Paratransit Advisory Committee (PAC) is a subcommittee to the TDCHR Executive Committee. The PAC may
have up to 21 members; of those, up to 14 may be consumers, and up to seven may be service provider agency
representatives. The TDCHR defines a consumer as “an individual, or parent, guardian, or caregiver of an individual
with a disability, who is certified eligible for ADA paratransit services and has been using the Paratransit services of
the Commission during the past six months.”® The PAC’s function is to:

B Advise TDCHR on implementation of HRT's Unified Service Plan & Policy for Complementary Paratransit
Services Under the Americans with Disabilities Act

Advise TDCHR on compliance issues relative to the Plan
Share information with HRT customers and community-at-large about HRT's paratransit services
Share information with HRT staff and the TDCHR regarding paratransit customer needs

Provide input to the staff and the TDCHR on quality of service issues relative to paratransit services
provided.®

8 Paratransit Advisory Committee, Accessed at https://gohrt.com/agency/governing-board/pac/
9 Bylaws of the Transportation District Commission of Hampton Roads, Accessed at http://www.gohrt.com/wp-
content/uplaods/2016/01/revised-bylaws.pdf
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Management and Financial Advisory Committee

The Management / Financial Advisory Committee (MFAC) includes a designee of the CTB Chair and staff of HRT and
member cities. Members serve as liaisons between the agency and City Managers of the component governments.
Some of the key functions of MFAC include:

B To serve as an advisory body to make general or specific recommendations to the Commission

B To review the monthly financial statements as they pertain to each component government

B Ensure all financial information is communicated to the City Managers of the component governments on a
regular basis

B To assist HRT in the development of transit services and programs that will complement component
government plans and projects

B To facilitate development of HRT annual budgets in coordination with the component government budget
development process

B To provide input to the Chief Financial Officer on improving HRT’s financial and accounting practices.

A.3  Organizational Structure

A.3.1 Organization

TDCHR staff provide management and administrative support and serve to achieve the agency’s goals and
objectives. TDCHR staff includes the President and Chief Executive Officer (CEQ), the Commission Secretary,
Internal Auditor, and the Chief Financial Officer/Commission Treasurer.

The General Counsel and Internal Auditor serve at the pleasure of the Commission and have direct access to the
Commission as required. On daily business matters, they report to the President and CEO. Additionally, the
following HRT staff report to the President and CEO:

Deputy Chief Executive Officer

Chief Safety Officer

Chief Financial Officer

Chief Transit Operating Officer

Chief Planning and Development Officer
Chief Information and Technology Officer
Chief Communications and External Affairs Officer
Chief Engineering and Facilities Officer
Chief Human Resources Officer
Corporate Counsel

Manager of Internal Audit.

Table A-2 provides an overview of these staff and associated departmental responsibilities. Figure A-1 illustrates
the organizational structure.
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Department Title “ Department Responsibility

Executive
Department

President & CEO

William Harrell

Internal Auditor

Malika Blume

Deputy CEO

Brian Smith

TDCHR Secretary

Luis Ramos

Table A-2: HRT Executive Team and Departments

Responsible for oversight of all functional areas within HRT. This includes leadership and unity of effort to achieve the vision and
mission of the agency, as well as:

Internal Audit: Provides assurances on HRT’s governance, risk management and control processes to help the organization
achieve its strategic operational, financial and compliance objectives.

Management Services: Supports agency-wide programs and strategic activities, including the Capital Improvement Plan,
Grants Administration, Title VI, DBE, Hampton Roads Regional Transit Program administration, records management,
strategic planning, and performance tracking and reporting. Team members also support special projects and assignments
on behalf of the Executive Department.

Government Affairs: Facilitates the development and implementation of the legislative policy agenda for the TDCHR.

Technology

Chief Information
& Technology
Officer

Michael Price

Office of the CIO/CTO (Support Services): Directs and coordinates agency-wide information resource planning to ensure
that agency information technology (IT), information management (IM), and IT security resources are selected and
managed to provide maximum value to the agency. The CIO/CTO has oversight responsibility over the entire Technology
Department IT portfolio and has operational responsibilities consisting of local area networks, wide area networks,
desktops and backend services for all HRT modes. The CIO/CTO also promotes entrepreneurship, innovation, investment
and alliances to address transit issues by creating technology solutions. The CIO/CTO is also implementing a holistic
cybersecurity plan to strengthen HRT's security framework. The CIO/CTO also directly maintains the Technology Project
Management Office (TPMO), Fare Technology Operations Office (FTOO) and the Information Technology Security Office
(ITSO).

Technology Project Management Office (TPMO): Serves as the primary point of contact for all technology-related project
requests. The TPMO focuses on prioritizing projects and strategically utilizing resources to move projects to success. This
includes identifying, prioritizing, authorizing, managing, and controlling information technology projects, programs, and
other related work, to achieve specific strategic agency objectives. In addition, TPMO oversees Web Development that
supports and maintains HRT's Website.

Fare Technology Operations Office (FTOO): Serves as the primary administrator and project management office for all fare
and revenue technology systems. The FTOO works collaboratively with Revenue Services, Planning and Fleet Services to
procure and manage all fare collection and revenue systems, equipment, hardware and software.

IT Security Office (ITSO): Responsible for ensuring network and information system security. Goals include establishing a
standard, integrated approach to ensure HRT becomes secure and compliant as well as making sure that everyone who
uses computer or network services understands how to keep their computer, data, and other electronic devices secure
which is critical to keeping the agency and its assets protected.

Technology Infrastructure & Operations Services (TIOS): Provides wired and wireless connections between customer
devices (such as workstations and laptops) and agency networks, providing internet access and HRT IT and OT systems,
services and applications. Network Services assists with knowledgeable technical support to help manage relationships
between HRT and external suppliers such as equipment supply houses and system maintenance vendors. Network Services
also aims to provide reliable, high speed, secure, and accessible network services to sustain HRT business needs. The
Technology Department runs the agency IT Helpdesk that includes support for all agency workstations, laptops, agency-
procured cellular phones, multi-function devices for printing, faxing, scanning and copying. The Technology Department
keeps key software and hardware up-to-date, available and secure.

Intelligent Transportation Systems (ITS): HRT’s ITS division focuses on intelligent vehicles, intelligent infrastructure and
the creation of an intelligent transportation system through integration with and between these two components. ITS staff
manage and support a variety of on-vehicle transit technologies and applications. advanced sensors, computers,
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electronics, and communications technologies as well as management strategies — in an integrated manner — providing
traveler information — to increase the safety and efficiency of the transit system.

B Enterprise Technology Solutions (ETS): Responsible for managing the IT Services portfolio which consists of projects that
have been approved by the CIO/CTO in collaboration with HRT Executive Management. Maintaining business relationships
to ensure awareness of customer needs is the primary focus of ETS. Revenue Systems Support, Database Services, Web
Services, Business Intelligence and Analytics are managed through this division.

B Enterprise Resource Planning (ERP) Services: Responsible for providing implementation services and technical support,
primarily for users of the agency’s ERP systems including: PeopleSoft HCM and payroll, and the new Microsoft Dynamics
365 implementation and finally, the soon to be deployed Enterprise Asset Management System (EAM). ERP Services Staff
specialize in application-level technical services and management of the support process with a focus on results oriented,
quality support and responsiveness.

Works across a range of disciplines to strategically share information about the agency’s products and services using traditional

and web-based platforms. Responsibilities include:

B Marketing & Communications: Works to refine and improve the agency’s brand while supporting HRT departments
through creating, communicating, delivering, and exchanging information.

Marketing & Chief B Fare Media and Advertising Sales: Works to increase the sale of fare media through partnerships with area businesses.
Strategic Communications Alexis Majied Responsible for all internal and external bus and rail advertising, the GoPass 365 program, and fare media sales.
Communications | Officer B Transportation Demand Management (TDM) program (TRAFFIX): Oversees the administration of the regional TDM
program, TRAFFIX, which provides commuter programs for vanpools, carpools, biking, walking, riding transit, and telework
options. TRAFFIX staff work closely with DRPT, VDOT, the military, and various employers and local governments to
administer programs associated with transportation alternatives.
B Public Outreach: Plans, executes, and oversees all public outreach efforts for HRT.
Chief Engineering Responsible for managing and maintaining HRT’s engineering, construction projects and facilities. This includes the
Engineering & and Facilities Sibyl Pappas development, implementation, and continual improvement of HRT’s physical infrastructure. Emphasis is placed on reducing
Facilities Officer costs, minimizing liability, and improving efficiency and quality of services. The Department is organized into five divisions:
Construction; Engineering; Environmental Compliance & Sustainability; Asset Management and Project Management.
Responsible for developing strategic goals and objectives, assessing, and monitoring financial and administrative performance,
safeguarding the agency’s assets, and ensuring the effective use of financial resources. Other responsibilities include:
B Accounting: Provides accurate and timely financial accounting and reporting services. Responsible for the post-award
financial and fiscal reporting functions for all HRT grant awards. Analyzes and prepares monthly financial reports and
Comprehensive Annual Financial Report.
Finance Chief Financial B Budget & Financial Analysis: Prepares and submits the annual operating budget that supports the agency’s goals and
Department Officer Conner Burns objectives. Establishes budgetary guidelines, communicates policies, procedures and best business practices and

monitors compliance with HRT, federal and state policies. Reports statistical data to FTA, DRPT, and the American Bus
Benchmarking Group (ABBG).

B Procurement: Acquires supplies and professional and construction services in accordance with Virginia law and FTA
regulations. Provides support to DBE efforts, helps identify opportunities for cost-savings.

B Revenue Services: Collects, deposits, and accounts for all farebox revenue, is responsible for fare media purchases, and
maintains control over fare media inventory.

December 2023
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Direct the development and implementation of short and long-range service and system plans and programs for public
transportation services and facilities, including HRT’s ten-year Transit Strategic Plan (TSP) as well as the development of the
information for high-capacity transit corridors, bus routes, schedules, and the annual Transportation Service Plans for member
cities in accordance with the Cost Allocation Agreement.

B Service Planning & Scheduling: Provides service planning and scheduling for all bus and trolley services, as well as
strategic planning and quality assurance. Develops new routes and schedules, as well as modifies and redesigns existing
routes and schedules to improve the efficiency and effectiveness of HRT’s service structure. Manages the route planning
process including bus stop locations, identification of locations for passenger shelters, and coordination with local
governments and businesses. Maintains the agency database for bus stops and passenger shelters. Examines ridership
counts, on-time performance data and conducts ride checks to ensure that services are being provided properly.
Coordinates long range planning for future routes and services. Conducts data collection, not only for the National Transit

Planning & Chief Planning and Database, but also for the Planning and Scheduling staff when data is required for scheduling improvements and passenger
Development Development Ray Amoruso loads.
Department Officer B Customer Relations: Provides customer service via the contact center and the transit centers. The contact center is the

central point in which all customer contacts are managed via the telephone, email, and web. Information is entered into a
formal database called the Customer Assistance System (CAS). The database is used to measure customer perceptions
related to Key Performance Indicators.

B NTD Reporting: Responsible for all non-safety monthly and annual reporting to the National Transit Database. Coordinates
with other departments to obtain, analyze, and submit all relevant data. Also responsible for monthly service data
reporting through the State’s Online Grants Administration (OLGA) platform.

B Long Range Planning & Transit Development: Facilitates the planning and management of fixed guideway and High-
Capacity studies, major capital investment planning as well as transit-oriented development projects. Supports the
preparation of requests for federal, state and local funding and manages the planning and environmental assessment for
new rail, bus, ferry, and intermodal transportation. Responsible for conducting the agency-wide origin-destination survey
every 3-5 years.

B Safety: Achieve the highest practical level of safety for all HRT modes of transit to protect passengers, employees,
revenues, and property. HRT has implemented a proactive, agency-wide safety program plan supported by the Federal
Transit Administration (FTA). Responsible for the development and implementation of the Safety Management System for
HRT. Supports HRT Departments in meeting the requirements set forth in the Public Transit Agency Safety Plan.

B Safety Policy: Promotes commitment to safety performance through SMS.

—  Establishes clear safety objectives, and commitment to manage to those objectives.
— Defines methods, processes, and organizational structure needed to meet safety goals.

Chief Safety Dawn Sciortino —  Establishes transparency in management of safety through fully documented policy and processes, employee hazard

Safet . ) . .
v Officer reporting and resolution system, and accountability of management and employees.

—  Facilitates cross-organizational communication and cooperation.

B Safety Risk Management (SRM): Determines the need for, and adequacy of, new or revised risk controls based on the
assessment of system risks. Develops formal process within the SMS composed of: identifying hazards, assessing the risk,
analyzing the risk, and controlling the risk.

B Safety Assurance (SA): Evaluates the continued effectiveness of implemented risk control strategies.

— Safety Management Systems process management functions that systematically provide confidence that HRT meets or
exceed safety requirement.
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—  Ensures compliance with SMS requirements and FTA standards, policies, and directives.

— Provides insight and analysis regarding methods/opportunities for improving safety and minimizing risk through
Information Acquisition, Data Analysis, and System Assessment.

B NTD Safety Submission: HRT is mandated to report monthly to the NTD all Safety and Security accidents and incidents
meeting the NTD thresholds. Reporting is required across all HRT modes, and includes data on fatalities, injuries, safety
events and reliability.

B Safety Promotion: Includes training, communication, and other actions to create a positive safety culture within all levels
of the workforce. Safety promotion activities within the SMS framework include:

— Advocating/strengthening a positive safety culture

—  System and safety communication and awareness

— Matching competency requirements to system requirements
— Disseminating safety lessons learned

B Bus Maintenance Department:

— Fleet Maintenance: Conducts vehicle maintenance services, as well as management of all corporate inventory
functions. There are three maintenance facilities: Norfolk, Hampton and one seasonally operated facility in Virginia
Beach.

— Inventory Services: Responsible for management and operation of two storage and distribution centers, as well as
management of all purchase requisitions, delivery schedules, and storage levels of petroleum products, oils, and
lubricants.

—  Fleet Support Services: Provides maintenance and support for mobile and portable radios, Advanced Communication
System, Wi-Fi on buses, digital security camera systems, fare collection units, isolation boxes, Ticket Vending
Machines, dispatcher consoles, towers, and emergency call boxes. Support Services team members are on-call 24
hours a day to respond to service needs.

— Warranty and Assets: Manages and submits both OEM and vendor warranty claims for bus and rail divisions. Manages
various contracts in bus and rail divisions. Works with various assets to dispose of per HRT policy. Assists in inventory
and control projects and the day-to-day operation of the bus storeroom.

Bus Transportation Service Department:

Chief Operating

Operations Officer

Benjamin Simms | o

— Transportation Services: Supervises more than 500 bus operators, and approximately 46 supervisors and dispatchers
(during seasonal service).

— Bus Training: Responsible for training all Bus Operators and Bus Supervisors on the operation of bus vehicles and
operating rules and procedures.

B Rail Maintenance Service Department:

— Light Rail Vehicle Maintenance: Conducts preventive and corrective maintenance, which is accomplished by a
preventive maintenance program, nightly cleaning and servicing, and from direct feedback received from the
operators on corrective maintenance needs.

— Light Rail Inventory: Ensures material needs for the department are met, including consumable supplies and spare
parts for both LRV maintenance and System’s maintenance divisions.

— Light Rail Systems: Responsible for all maintenance along the Light Rail Right of Way and all HRT Operations Facilities
equipment. Staffed 24 hours a day, 7 days a week.

B Rail Transportation Service Department

Transit Strategic Plan FY 2025 — FY 2034 | Appendix A: Agency Profile and System Overview A-8



% December 2023
HAMPTON ROADS TRANSIT

Department m Department Responsibility

Light Rail Transportation Services: Oversees a department of 23 light rail operators, 12 controllers/dispatchers and
one Manager of Rail.

— Rail Training: Responsible for training all Rail Operators and Rail Controllers on the operation of the rail vehicles and
associated operating rules and procedures.

—  Ferry Services: HRT contracts with Norfolk-by-Boat to provide ferryboat service on the Elizabeth River between
Downtown Norfolk and Olde Town Portsmouth. Ferry service is also provided for special events at Harbor Park
Stadium, home to Norfolk’s Minor League Baseball team. The fleet consists of three, HRT-owned T-class, 150-
passenger ferries that operate with dual control twin diesel engines.

— Paratransit Services: Oversees a contractor to provide these services which operate the same days and hours as the
regular service and are limited to the same areas as HRT’s fixed route bus service. The current fleet dedicated to HRT's
Paratransit service is comprised of 75 Agency-owned lift-equipped passenger vans complemented by 26 mini vans
provided by the contractor along with Taxi/TNC support as needed.

B Support Vehicle Services: Staff maintains a fleet of 134 non-revenue (or support) vehicles used by HRT employees for
company business. The department performs all scheduled maintenance and repairs for the support vehicles and is
responsible for tracking mileage and drivers and ensuring proper usage of fleet vehicles.

B Security: HRT’s President/CEOQ is ultimately responsible for secure operations and communicating security as a top priority
for all employees. The Deputy Chief Transit Operations Officer is the department head, the Security Manager leads the
security department daily and has primary responsibility for implementing the tasks and requirements set forth in the HRT
SEPP and responsible for developing relationships and agreements with external organizations that contribute to the
security program; Manages security services for all HRT facilities, including transfer centers, light rail vehicles, revenue
vehicles, as well as non-revenue vehicles; Security card access, surveillance camera systems, and key and lock systems for
all agency facilities are also overseen by the Security department. Staff works with police departments throughout the
Hampton Roads area.

B Buildings and Grounds: Staff support the ongoing maintenance and care for HRT’s facilities and property.

HRT has over 1,000 employees who maintain the fleet, operate buses and light rail vehicles, and maintain support services to
the organization. Human Resources staff plays an integral role in providing quality supportive and innovative service and advice
to our employees and to our management team while promoting a positive, safe, productive working environment that
supports a work/life balance. Human Resources departments include Compensation & Benefits, Recruitment, Employee/Labor
Relations, Performance Management and Compliance.

Human Chief Human Kimberly
Resources Resources Officer Wolcott

David Burton,

General Counsel Williams Mullen | The Legal Department is comprised of a Corporate Counsel who serves as a member of the Senior Executive Team and is
Legal responsible for providing legal advice and services to the President & CEO, other members of the Senior Executive Team, all

Corpora;te Robert Travers | departments, as well as the Board of Commissioners upon request.

Counse
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Figure A-1: HRT Transportation District Commission of Hampton Roads — Senior Executive Team and Executive Department
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Note: The DBE Liaison Officer, EEO Officer and Title VI Compliance Officer report to the President and Chief Executive Officer for any
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A.3.2 Contracted Transportation Services

HRT owns its ferry vessels and contracts to provide ferryboat service on the Elizabeth River between Downtown
Norfolk and Olde Town Portsmouth, as well as special event services from April-September to Harbor Park
Stadium, home to the Norfolk Tides, Norfolk’s Minor League Baseball team. HRT contracts with Via to provide daily

paratransit operations (Table A-3).

Table A-3: HRT Contracted Transportation Services

“ SO Expiration

Elizabeth River Ferry Norfolk-by-Boat July 11, 2028
Paratransit Operation Via June 30, 20241
Naval Station Norfolk Circulator James River Transportation August 30, 2025
Microtransit Demonstration Project Via June 30, 2023

A.3.3 Labor Unions and Contracts

HRT’s contract with Amalgamated Transit Union (ATU) Local 1177 is approved through June 2024 (Table A-4). ATU
Local 1177 represents full- and part-time operators and permanent full-time hourly maintenance department
employees at HRT, excluding clerical employees, guards, professional employees, or supervisors.!

Table A-4: HRT Labor Unions and Contracts

Contract Contract Length

Agreement between
ATU Local 1177 and July 1, 2021 - June 30, 2024
HRT

Amalgamated Transit
Union Local 1177

A.4 Services Provided and Areas Served

A.4.1 Area Served

HRT serves a 431 square mile area within the Hampton Roads Region. HRT consists of six member jurisdictions:
Chesapeake, Hampton, Newport News, Norfolk, Portsmouth, and Virginia Beach. The population of the six
jurisdictions combined is approximately 1.15 million.?

A.4.2 Services Provided
HRT provides the following service: 3

Local, limited stop, regional express, and seasonal bus (trolley)
Navy Base Circulator (2 routes)

Demand response paratransit

Passenger ferry

Light rail

Transportation demand management vanpools.

Table A-5 details the total vehicles operated in maximum service for each mode in FY 2024.

0 The current paratransit contract has two one-year options available, which could extend the contract to January 31, 2025.

11 Agreement between ATU Local 1177 and HRT, Contract Term July 1, 2021-June 30, 2024. Accessed at https://gohrt.com/wp-
content/uploads/2021/11/CBA-2021-2024-public.pdf

12JS Census American Community Survey 2015-2019 5-Year Estimates.

13 |n addition to the primary services, HRT is currently piloting microtransit services which are running from July 2022-January 2023. After the
pilot period is over, the pilot will be evaluated.
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Table A-5: Vehicles Operated in Maximum Service (November 2023)

Number
of Vehicles

Bus 186
Paratransit 11414
Ferry Boat 2
Light Rail 6
Vanpool 2615

Local Bus Service

As of November 2023, HRT operates 34 local fixed-route service routes—22 routes on the Southside and 12 on the
Peninsula. Fixed-route buses are equipped with bicycle racks and have low floors, ramps, or wheelchair lifts to
assist the elderly and passengers with disabilities. Weekday service runs between approximately 4:30 AM

and 1:30 AM (until 2:00 AM on the Virginia Beach (VB) Wave service in the summer).

Virginia Beach Wave and Bayfront Shuttle

The VB Wave and Bayfront Shuttle consist of four routes that operate seasonal service for residents and
tourists in the Virginia Beach resort area during the summer. The VB Wave (Routes 30, 31, and 34) use replica
trolley-style diesel buses and the Bayfront Shuttle (Route 35) uses 29-ft diesel buses.

Peninsula Commuter Service

HRT’s Peninsula Commuter Service (PCS) is a five-route, limited stop bus service that provides service

to major employers on the Peninsula, including the Huntington Ingalls Shipyard in Newport News. PCS routes offer
commuter service with only one or two trips per day, designed to coincide with shift change times of major
employers.

757 Express Service

HRT’s 757 Express consists of 13 routes that provide regional backbone bus service operating in all six member
cities, mostly along interstate highways. There are 10 routes designed for commuters (formerly known as
MAX); and 5 Peninsula Commuter Service routes that are also 757 Express services. Some 757 Express routes
operate throughout the day; others are designed for commuter service, only operating during peak periods.

Demand Response Paratransit

HRT contracts with Via to provide demand response paratransit service for persons with disabilities. Paratransit
service is offered within three-quarters of a mile of any fixed-route bus service during the same hours of service as
bus operations. Performance tracking for paratransit operations is accessible at HRT’s online Accountability Center

at https://gohrt.com/agency/accountability-center/.

Passenger Ferry

HRT contracts with Norfolk-by-Boat to provide daily service on the Elizabeth River between Downtown Norfolk
and Old Town Portsmouth, using three 150-passenger ferries. Ferry service is also provided to the Harbor Park
baseball stadium between April and September when the Norfolk Tides (Minor League Baseball team) play home
games.

The Tide Light Rail

HRT opened Virginia’s first fixed guideway light rail system in August 2011, called “The Tide.” It operates on 7.4
miles of track in the City of Norfolk, stopping at eleven stations and connecting Downtown Norfolk with the
eastern city boundary of Norfolk at Newtown Road and Princess Anne Blvd. The Tide operates nine light rail

14 The 114 paratransit vehicles include 86 vehicles from HRT’s fleet. Under HRT’s current paratransit operating model, transportation network
companies and taxis fill the gap between the paratransit fleet size and the vehicles operated in maximum service.
15 The 26 vanpool vehicles are operated by a third party and are not part of HRT’s revenue fleet.
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vehicles, powered by an overhead electrical system. Each vehicle can carry up to 160 passengers. Nineteen HRT
bus routes offer direct connections to eight Tide stations, and four Tide stations have a combination of almost 800
free parking spaces.

Transportation Demand Management Vanpools

HRT facilitates commuters’ access to vanpools, carpools, and telework options through TRAFFIX, the region’s
transportation demand management (TDM) program. Through TRAFFIX, commuters can utilize a van owned by a
third-party leasing company. HRT facilitates commuters’ access to vanpools, carpools, and telework options
through TRAFFIX, the region’s transportation demand management (TDM) program. Through TRAFFIX, commuters
can utilize a van owned by a third-party leasing company. In FY 2023, 212 commuters used vanpooling through
TRAFFIX.

A.4.3 Bus Stop and Shelter Placement

Bus Stop Location Guidelines

When establishing new bus stops or replacing existing bus stops, HRT coordinates with local jurisdictions to locate
and identify mutually acceptable locations. Local jurisdictions make the final decisions about bus stop placement
or relocation, as bus stops typically have significant interface with public right-of-way and vehicular traffic. HRT
considers many elements when locating a bus stop:

B Stops should be placed based on population density and/or major passenger generators (i.e. major
employment centers, regional shopping centers, hospitals, etc.)

Distance between bus stops should be a minimum of 1,056 feet (one-fifth mile) and a maximum of 1,320 feet
(one-quarter mile) apart or three to four blocks apart

Presence of sidewalks, marked crosswalks, and curb ramps
Protected crossings at signalized intersections

Connection to nearby pedestrian circulation system
Access for elderly and people with disabilities

Convenient passenger transfers to other routes

Effect on adjacent property owners.

Further guidelines for new bus stops — including bus operations, traffic and rider safety, placement at
intersections, passenger boarding areas, bus stop access, and ADA requirements — can be found in HRT’s “Bus Stop
Location” policy document (PD — 106) (updated June 30, 2023).1°

Shelters

HRT’s Passenger Guidelines in the “Passenger Amenity” policy document (PD — 113) (updated June 30, 2023)
classify different types of transit stops by level of use, and identify the appropriate amenities for each stop type,
including bus stop shelters (Table A-6). Bus benches are typically placed at stops with an average of 25 or more
daily boardings. Stops with 40 or more average daily boardings typically would warrant installation of a bus shelter
unless there are right-of-way constrictions. As part of the 757 Express Program, HRT will also add additional
passenger amenities along Regional Backbone Routes as described in Chapter 6. Some of these locations may not
currently have 40 boardings per day, but with the increased service frequencies it is anticipated that ridership on
Regional Backbone routes will grow substantially.

16“Bus Stop Location” policy document (PD — 106), June 30, 2023.
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Table A-6: HRT Amenity Placement Guidelines’

T Average Daily Bench,
op Type Boardings Trash Can
Standard 0-24 N N
Enhanced 25-39 Y N
25+
Sheltered Priority 40+ Y Y
Transfer Center 5-9 routes Y Y
Transit Center 10+ routes Y Y
. . . Y
Fixed Guideway Tide, Ferry (bench only) N

A.4.4 Bicycle Amenities

All HRT buses and light rail vehicles are equipped with bike racks. Bicycle amenities at HRT transit stops include
bicycle parking, bicycle lockers, on-bus racks, or other infrastructure. The distribution of these amenities may be
based on a number of factors, including bicycle ridership, local infrastructure requirements, and

connectivity. However, bicycle amenities are not currently required at transit stops—for each type of transit stop,
HRT’s amenity guidelines note that the bicycle amenities will vary.

A.4.5 Pedestrian Amenities

HRT’s guidelines for pedestrian amenities, as found in its “Passenger Amenity” policy document (PD — 113), are
classified by the level of transit stop. All HRT bus transit stops are required to have an ADA-accessible alighting pad,
cover ADA accessibility, a minimum sidewalk width of five feet, and basic signage.® At a standard stop, HRT only
requires a sidewalk