Post-COVID Transit
Lessons Learned — Operations

Rodney Davis, Director of Customer Relations, Hampton Roads Transit (HRT)
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Key Employers

Newport News Shipyard
Norfolk Naval Shipyard
BAE Systems

Colonna’s Shipbuilding
General Dynamics
Smithfield Foods

Sentara

Bon Secour

Riverside Medical

VA Medical Center

Naval Medical Center Portsmouth

Old Dominion

Norfolk State

Hampton

Eastern Virginia Medical School
Christopher Newport

Virginia Wesleyan

Tidewater Community

Thomas Nelson

Tourism / Hospitality
Restaurants

Retail

Hotels

Venues

Naval Station Norfolk
Naval Support Activity
JEB Little Creek

JB Langley-Eustis
Coast Guard



HRT Organization & Key Functions
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Situation March 2020

* News of the pandemic spreads
« COVID inquiries increase
« Schools begin to close

» Operator shortage begins to become critical

CORONAVIRUS PANDEMIC

STAY AT HOME

6 Bay Area counties order nearly 7 million people to shelter in place

4 ‘\ v R | i By Erin Allday
|| % kY~ ix Bay Area counties an-
A i - 3 ounced “shell lace”
\ 2 1ts 1
\ ; / A e
\ . i e inental
| \ T P Ay . - A%
¥ N o) A i 6 =
5 othes
gy

itskind
Unite

tra Costaand Alameda coun-
ties — a combined population

acEd

-
Sfmore than 67 million. 1tis 0 4 ) ) ; Y
tay n placeuntilatleast Apil Vs B e A YY) ‘ﬁn& m'\» LW
7.The three other Bay Area i L | | B @L | Bl =
ounties — Sonoma, Solano \ L L : L

and Napa — did notissuesimi-
far mandates.

outiying aeas
Ayer ) nsnwunmmum

/
BETT el s : oo
dayalso announced a“shelter 1 h'
i place” order for it8 275,000 Y & ::f"n‘.
e eders — whichareall ‘ ’ a S m'\‘"‘:*.r.'.'?:': e,
The orders — whic! .A
simil:rl;wvrded—mljusl. O S A (E E a : el ‘:; 77."“’ s :
Ll which 2 ! o5 E”mm'., %
e ophins  icant YO its — the most i hmpe i ~
et jngln the Uaited 5 ks s e et 2 each, with 234 nev, R o i
won Jlative cased in Tuad the e nd b'_"‘: 'h:"'#o;:m_
fowe et Spett00 5




Key Events

Mar 14, 2020 — HRT Continues Regular Service
Mar 31, 2020 — HRT Switches to Essential Service Plan

April 10, 2020 — HRT Temporarily Halts Fare Collection
May 29, 2020 — Executive Order — Face Covering Required

June 14, 2020 — HRT Returns to Regular Service

July 1, 2020 — End of Free Fare

Feb 1, 2021 — Mask Requirements Tightened

May 9, 2021 — Service Reliability Plan
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Ridership by Mode FY18-FY21

V1,117,564

1,000,000

800,000

600,000

459,758

400,000

302,894

200,000

TzZ-unr
Tz-Aey
TZ-dy
TZ-1eN
12924
Tz-uer
0z-%3@
0T-AON
07-20
0g-das
0z-3ny
oz-Inf
og-unr
oz-Aey
0z-4dy
0z-teiN
02-924
og-uer
61-22Q
6T-AON
6T-10
61-das
6T-8ny
6T-Inr
6T-unr
6T-AeN
61-1dy
6T-1eN
6T-924
6T-uer
81-93Q
8T-AON
81-120
81-das
81-8ny
8T-Inf
gT-unr
8T-Aey
8T-4dy
8T-JeIN
8T-0°4
8T-uer
£1-93@
LT-NON
LT-P0
L1-d3s
L1-8ny
LT-Inf

Paratransit

e FerrYy

e | ight Rail

RS



Operations — Anticipate Operator Unavailability
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Operations — Reduced Service, Free Fare, and Rear Door

Boarding Presents a Variety of Challenges

« Social distancing was difficult to achieve. Some buses were full or near full

» Front doors were prioritized for ADA passengers. Some passengers insisted
on using the front door

« Difficult to count ridership. APCs not NTD certified
» Operators punched “free ride” key to record boardings. Multiple input errors
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Operations — Improved Communication/Notification

System Required

* 60% of operators are relieved
“on the street”

« Some operators do not have
email

» Contact information for some
operators was outdated
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Paratransit — Sustain Approach.

No Need for Service Reduction

« Customer demand decreased
» Did not reduce service, but reduced capacity (Maximum of 3 in cutaway, 2 in van, 1 in TNCC)

11



Planning — Build Reduced Service Plan on the Number of Available

Operators. Adjust to Degree Possible IAW Customer and Employer Needs

 HRT Switches to Essential Service Plan alert (March 31, 2020)
. Robert Hall Shuttle (Routes 13 & 15) alert (April 1, 2020)
* Route 20, 21, 45 Frequency Increase alert (April 2, 2020)
* Route 104, 112 Frequency Increase alert (April 8, 2020)
« Service Adjustments on Route 1 alert (April 13, 2020)

I Essential Service Plan Adjustments

S ) Sl

* cuE s CUSTOMER
- i Robert Hall Shuttle - Essential Service Plan
CUSTOMER Route 104 Frequency Increase - Essential Service Plan Effective: Wednesday, April 1, 2020
P - In order to provide service to and from Fobert Hall during the activation of the
Effective: Wednesday, April 8, 2020 Essential Service Plan, an hourly shuttle will be provided between Military Circle &
- H : H Robert Hall 15 Shuttle), and between Liberty & Seaboard and Robert Hall
Important: HRT Switches to Essential Service Plan The following additional trips will be added to the Route 104 (Monday-Friday mete 13 Sty 13 Shvrle), and berween Liberty & Seaboard and Robert
Effective: Tuesday, March 31, 2020 only). The Essential Service Plan has been modified to accommodate this
Liberty & Seahoard Robert Hall (Route 13 Shuttle)
change. The skustle will operate Monday - Sanmrdzy. The shuttle will Sollow the Route 13 trip arranzement betwesn
In response to the Coronavirus, effective Tuesday, March 31, 2020, HRT will implement the Libesty & Seaboard and Eobert Hall
“Ess¢ talServc Plan.” This means there will be no change to the Sunday schedule. Route 104
Howev bus ro t tha tnonnally perat e Monda; ythro

gl h Saturday will run on an hourly
ease ss

Outbound (NNTC — Net Center)
oute 6:15 AM
route schedule on gohn.com to en: y can arrive o. the ty d t ation. 715 F\Ml

Essential Service Plan Inbound (Net Center to NNTC)
5:45 AM

6:45 AM
T:45 AM
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Planning — Anticipate Shift Changes by Key Employers

 HRT Switches to Essential Service Plan alert (March 31, 2020)

* Newport News Shipyard (NNSY) Reduces Number of Shifts from Three to Two (May 4, 2020)
- U Service adjustments to Routes 103, 64 alerts (May 4, 2020)

Q0 Service adjustments on Metro Area Express (MAX) Routes 966, 967, 972 alerts (May 4, 2020)

0 Service adjustments to Peninsula Commuter Routes (PCS) 403, 405, 414, 415, 430 alerts (May 4, 2020)
- U Service adjustment on Route 961 alert (May 11, 2020)

« End of Essential Service Plan and Return to Regular Service alert (June 14, 2020)

 NNSY Returns to 3-shift Schedule (August 17, 2020)
O Shipyard PCS Routes Return to Regular Service (August 24, 2020)

« Service Reliability Plan alert (May 9, 2021)

Adjustments =
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Planning — Reduced Service Plans

Should Be Loaded in CAD-AVL System

Essential Service Plan was not loaded in the Computer Aided Dispatch-Automatic Vehicle
Location (CAD-AVL) system

* Could not monitor schedules or on-time performance
» Operators used “open mic” to communicate, and relied on timecard for schedule adherence
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Customer Relations — Some Customers Will Claim Medical

Exemption from Mask Regquirement. Need a Mask Exemption Policy.

« Governor Northam Executive Order on Face Covering Requirement alert (May 29, 2020)

O Customers complain about mask requirements
O Customers complain mask requirements and social distancing are not being enforced
O Customers claim exemption from mask requirements because of medical condition

« CDC Mask Requirement alert (February 1, 2021)

0 Customers complain about masks requirements
O Customers complain mask requirements and social distancing are not being enforced
O Customers claim exemption from mask requirements because of medical condition

« Mask Exemption Card Policy (February 1, 2021)
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Fress Maserils public transportation and at transportation RESPONSIBLE DEPARTMENT KEY SUBJECT
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et 53 an TITLE
Press Release o
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—— ; T 1404) 639-3286 Customer Relations Division of Planning & William Harrell, Ray Amoruso, 1 5
Development Department and Operations Rodney Davis, Benjamin Simms
Drion o Presdent Bidn'sExectivsOrder on Promoting COWD-19 Sy Domesc and Department & Dawn Sciortino
International Travel and will require the wearing of masks by all travelers into, within, or out of
the United States, e g on airp\ar_\es. ships, ferries, trains, subways, buses, taxis, and ride-shares. Purpose
y To delineate policy and procedures for the production, issuance, and authorized use of the HRT mask
Medical Exemption Card.

persons to wear a mask when entering or an the premises of a transpartation hub.
This action is to further prevent spread of the virus that causes COVID-19 and ta further support Bottom Line




Security — Some Customers Will Refuse to Comply with

Mask Requirements. Need Additional Security.

Security force expanded (May 27, 2020)

0 Added four roving security guards

Governor’s Executive Order 63 on Face Covering Requirement alert (May 29, 2020)
O Customers complain about mask requirements

O Customers complain mask requirements and social distancing are not being enforced
O Customers claim exemption from mask requirements because of medical condition

CDC Mask Requirement alert (February 1, 2021)
O Customers complain about mask requirements

O Customers complain mask requirements and social distancing are
not being enforced

O Customers claim exemption from mask requirements because
of medical condition

Medical Exemption Card Policy (February 1, 2021)




Mask Exemptions, Complaints & Incidents

Mask Exemptions < 15 Applied
* 4 Approved
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Communications — “On the Ground” Outreach is Necessary When
Business & Retail Landscape Has Changed Significantly

Leveraged Transit Riders Advisory Committee (TRAC)

Communicated changes to key employers ASAP

Commercial landscape changed after one year

« Tremendous variation in business opening and closing times
* “On the ground” outreach was necessary

« Employers said they depend on our services
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Safety & Facllities — Maintain Stocks of Cleaning Supplies. Use

Multiple Vendors. Sustain Midday Transit Center Cleaning

« HRT takes additional steps to Combat Coronavirus alert (March 23, 2020)
U Distributed masks, hand sanitizer, wipes, and disinfectant
0 Enforced mandatory masking
U Propped open interior doors in all facilities
U Installed air ionizers
Q Installed physical barriers
0 Cleaned (electrostatic) all vehicles and facilities nightly

« Transit centers closed for midday cleaning alert (March 24, 2020 — Present)
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