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The year-round Island popula on is concentrated
in the downtown and mid-island regions, alt-
hough there are some pockets of higher-density
residen al  areas  in  Tom  Nevers,  Sconset  and
Madaket. An analysis of socio-economic condi-

ons  showed that mid-island and downtown
have  the  highest  demand  for  service  and  could
support  30-60  minute  bus  service  in  the  o -
season.  The ridership demand projec ons  es -
mated solid ridership in the o -season, indica ng
there is a latent demand for year-round bus ser-
vice on the Island.
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Opera ons Market
In order to evaluate each exis ng route, data on ridership, reve-
nue hours, revenue miles, opera ng cost, and farebox revenue
were collected. NRTA routes perform be er than the state aver-
age for all Massachuse s Regional Transit Authori es (RTA) for
many of the route-level performance indicators used to evalu-
ate transit services as indicated in green below. As a whole the
system outperforms rural transit providers na onwide and
within New England.

NRTA  has  seen  a  surge  in  ridership,  with  a  9.9%  increase  be-
tween 2012 and 2015.  While ridership is higher during the sum-
mer months, during the shoulder seasons the average daily rid-
ership is two mes higher than the daily system ridership of two
other RTAs that have year-round service. With low subsidy cost
per passenger and high farebox recovery ra os, NRTA is a nan-
cially e cient system.

NRTA used a mul faceted approach to gather public
input on the need for and interest in year-round bus
service. The outreach e ort included a series of inter-
ac ve public workshops, pop-up tables, stakeholder

mee ngs and an online
survey. A mailer was
sent to every registered
business and residen al
address on Nantucket
(10,749) using Every
Door Direct Mail with
informa on about the

upcoming events and a link to the survey. Approxi-
mately 50 people par cipated in the interac ve
workshops and another 80 at the pop-up tables. At
the stakeholder mee ng, over a dozen di erent
groups par cipated, represen ng local businesses,
community groups, schools, human service organiza-

ons and religious groups. The par cipants discussed
the poten al for year-round service and what it

would mean to their
employees/patrons/
members.  It  was  a
huge success!

Survey
Highlights

1,132 surveys were
completed

NRTA is a rural system performing like an urban
system—primarily due to the space constraints
on the island leading to denser than tradi onal

rural residen al and commercial development—
as well as the drama c in ux of tourists swelling
the Island’s popula on in the summer months.

Study Descrip on
The purpose of the Nantucket Year-
Round Transit Study is to evaluate the
feasibility of providing year-round xed
route service and to develop recommen-
da ons. Currently xed route transit
service is provided mid-May through
early October. The recently completed
Regional Transit Plan acknowledged the
possible need for year-round bus service
to serve a growing year-round popula-

on. In just four years the island popula-
on has grown by 6.7%.
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Using the results from the public outreach e ort, opera onal analysis and
market analysis, service op ons were developed. These op ons were then
re ned and evaluated by the Steering Commi ee, resul ng in a preferred
alterna ve. The preferred alterna ve includes establishing year-round ser-
vice on the Mid Island Loop, Miacomet Loop and Sconset Via Old South
Route, establishing a new route that operates in the o -season only called
the Old South Rd/Nobadeer Farm Road Route and extending the opera on
of the Madaket longer into the shoulder season (to Columbus Day). Year-
round service would operate 7 days a week for an addi onal 217 days1.  The  cost  to  operate  the  o -season service
would be $813,000 plus the $35,000 needed to extend the Madaket service2.

The projected performance indicators for o -season service show that the system would be produc ve.  In almost all
indicators, NRTA would out-perform the na onal average for rural transit providers.  Passengers per mile are expected
to improve in the o -season which indicates that even with reduced service there is cap ve ridership.  While the o -

season service will not exceed the state RTA
average for many indicators, they are s ll with-
in the top half for most of the indicators (most
averages are skewed by the larger urban RTAs).

Service Indicator -Season
Addi onal days operated 2171

Weekday service hours 7AM-9PM
Weekend service hours 8AM-7PM
Number of routes 4
Vehicle requirement 3
Driver requirement 6.9
Projected daily ridership 610

Possible Service Enhancements

Operate the new route and Sconset via
Old South Road Route with 60 minute
frequencies

Extend weekend service to 9PM

Operate Madaket Route service for the
en re o -season with 3 trips per day

Addi onal Cost

$271,000

$53,000

$62,000

Possible Cost Saving Op ons

Do not extend the Madaket Route

Operate Mid Island and Miacomet
Loops every 60 minutes instead of 30

Operate 4 trips daily on Sconset via Old
South Road Route instead of 7

Cost Savings

$35,000

$271,000

$62,000

Only extend current shoulder3 routes
to begin at the Da odil Fes val and
end a er Christmas Stroll

$524,000

1Current NRTA WAVE bus service is operated 145 days per year.
2The total costs do not include farebox revenue, which would o set some of the cost.
3Ferry Connector, Mid Island and Miacomet Loops, Sconset via Old South Road Route

Route Diagnos cs -
Season

Current
NRTA

MA
Average

Na onal Rural
Average

Farebox Recovery 20% 33% 19% 8%
Passengers per Mile 1.99 1.54 1.56 0.76
Passengers per Hour 15.5 15.9 21.5 10.8
Cost per Mile $12.21  $8.05 $6.57 $3.04
Cost per Passenger $6.14  $5.22 $4.22 $7.42
Subsidy per Passenger $5.65  $3.81 $3.41 N/A

Year-Round Service Projec on
362 days/year
431,000 rides
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INTRODUCTION 
The purpose of the Nantucket Year-Round Transit Study was to evaluate the feasibility of providing year-
round fixed route bus service and to develop recommendations if the service was found to be feasible. 
Currently fixed route bus service is provided seasonally from mid-May through early October. The recent 
Regional Transit Plan1 acknowledged the potential need for year-round bus service to meet the demand 
of a growing year-round population. In just four years the year-round Island population has grown by 
6.7%. This report summarizes the analyses and outreach effort completed as part of this study2 and 
provides recommendations and a service plan for year-round service.  

PUBLIC OUTREACH SUMMARY 
An outreach strategy was 
developed to reach a diverse 
group of stakeholders including 
current NRTA riders, 
representatives of Island 
agencies and organizations, 
year-round residents and 
employees. All outreach 
materials were available in both 
English and Spanish. The 
strategy included: a stakeholder 
meeting, public workshops, pop-
up tables at two busy locations, 
and a survey. 

Stakeholder Meeting 

NRTA reached out to various 
stakeholders, including community, 
business, educational and religious 
organizations, to participate in a meeting 
discussing the transportation needs on 
the Island. During this meeting, the 
stakeholders were presented an 
overview of the study, but the primary 
purpose of the meeting was an 
interactive discussion to understand the 
level of interest in year-round bus 
service and to get an idea of the mobility 
needs on the Island. Sixteen 

agencies/orgranizations/community groups were represented at the meeting. 

                                                           
1 Massachusetts Regional Transit Authorities (RTAs). Regional Transit Plans for each Authority, including NRTA. 
2015. 
2 Additional details regarding the analyses and findings can be found in Appendices A-D. 

Figure 1: Stakeholder Meeting Findings 

Figure 2: Origin-Destinations from Public Outreach 
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Public Workshops 

Two interactive public “open house” workshops were held in mid-January 2016 where attendees were 
encouraged to learn more about the study and provide input through a series of stations. These stations 
provided information about Nantucket, the WAVE, the study’s market analysis, and maps to pinpoint 
important destinations or transit connections. Participants were also provided the opportunity to 
complete the survey designed for the study. Fifty people attended the public workshops. Some general 
findings from these events were: 

• Most of the activity on the Island in the off-season is concentrated in the mid-island area  
• The vast majority of participants referenced a strong need for bus service in the off-season 

Pop-up Tables 

Two pop-up tables were set up in mid-January 2016 at the Nantucket High School and at Stop & Shop on 
Sparks Avenue. The purpose of these tables was to engage community members who otherwise may 
not have participated through the other outreach events. Flyers with information about the study and a 
link to take the online survey were distributed at the tables and paper surveys were available for those 
who preferred to take it in person. In total, 54 people participated at the High School, 27 people 
participated at Stop & Shop, and 81 paper surveys were collected at these events. 

Survey 

In addition to these outreach events, a survey was developed to understand the public’s experience 
with the WAVE, interest in year-round service and other unmet transit needs. The survey was available 
online through SurveyMonkey in English and Spanish, and hard copy surveys in English and Spanish were 
also produced. A post card mailer with a link and instructions to access the survey was mailed to every 
residential and business address (10,749 addresses) on the Island. The survey was also distributed at 
outreach events, advertised in the Inquirer and Mirror, Mahon About Town, and on the local radio 
station, and shared through social media. In total 1,132 responses were received between all outreach 
efforts. Below are some key findings from survey responses. 

 

Figure 3: Survey Finding Highlights 

79% use the WAVE 
during the summer 

68% of current WAVE 
riders take the bus at 

least once a week 

32% of respondents do 
not have a private car to 

get around during the 
off-season 

96% of those who use 
the WAVE during the 

summer would use the 
service in the off-season 

If off-season service was 
available, 22.9% would 
use the WAVE 5+ days a 

week 

47% of respondents who 
don't currently use the 

WAVE would if year-
round service was 

provided 
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Key Findings 

Based on the information gathered during the outreach effort, there is strong public support for year-
round bus service on the Island. Responses from the public outreach events and survey also indicate 
that bus service would be utilized frequently if available year-round.  

OPERATIONAL ANALYSIS SUMMARY 
Since its inception in 1995, NRTA has expanded its service to provide island-wide seasonal fixed route 
transit (the WAVE) through ten routes. Service is funded through a mixture of local, state and federal 
programs for operational and capital assistance. NRTA is also supported through farebox revenue, 
advertising and local business support for the Ferry Connector. 

The WAVE operates ten routes between mid-May and early October 
(approximately 145 days) using 15 of their 19 revenue vehicles in the 
fleet. Of the ten routes, there are three distinct service types: 
commuter routes, community routes, and tourist routes. Some of the 
routes, particularly the tourist routes to the island’s beaches, cease 
service during the shoulder seasons. Table 1 provides an overview of 
each route’s service hours and frequency during the summer and shoulder seasons.  

Table 1: Span of Service Hours by Route 

Route Name 
Summer Shoulder 

Service Span Headway Service Span Headway 

Airport Route 10:00 AM to 6:00 PM 20 min --- --- 
Ferry Connector 7:00 AM to 10:00 PM 20 min 9:40 AM to 9:00 PM 20 min 
Jetties Beach 10:00 AM to 5:45 PM 30 min --- --- 
Madaket Route 7:00 AM to 11:20 PM 30 min 7:00 AM to 11:20 PM 60 min 
Miacomet Loop 7:00 AM to 12:00 AM 20 min 7:00 AM to 11:30 PM 30 min 
Mid Island Loop 7:00 AM to 12:00 AM 15 min 7:00 AM to 11:30 PM 30 min 
Sconset via Milestone Road Route 7:15 AM 7:15 PM 60 min --- --- 
Sconset via Old South Road Route 7:15 AM 12:00 AM 60 min 7:15 AM to 11:15 PM 60 min 

Sconset via Polpis Road Route 10:00 AM to 5:20 PM 1 hr 20 
min --- --- 

Surfside Beach 10:00 AM to 5:40 PM 40 min --- --- 
 

NRTA operates a fleet of 19 buses, all of which are ADA compliant and were manufactured after 2006. 
While some of the vehicles are past their Federal Transit Administration (FTA) defined useful life of 7 
years, they have not exceeded their useful mileage of 200,000 miles, so they are available for year-
round service. NRTA can only operate vehicles under 30’ in length and 96” in width due to roadway 
geometry and local constraints. Based on route service hours, NRTA requires 37 full-time operators 
during the peak summer season between July and Labor Day. During this same period, the daily peak 
capacity for all routes is 8,298 passengers. Thus, while there is ample capacity to handle existing and 
future ridership system-wide, there are still times of day and certain locations when/where capacity on 
a single bus or on a route is an issue.  

Average daily shoulder 
ridership is 2x higher than 

the system ridership of two 
other state RTAs that 

operate year-round service 
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Route Diagnostics 

To evaluate each route, the following information from NRTA’s 
2015 records was used: ridership statistics, revenue hours, revenue 
miles, operating cost, and farebox revenue. In 2015, the WAVE 
carried almost 300,000 passengers, which is an increase of 9.9% since 2012. The Jetties Beach Route, 
Sconset via Milestone Road Route and the Ferry Connector (service initiated in 2014) experienced the 
largest increases in passengers. During the peak summer season, ridership is the highest and averages 
2,900 passengers a day. Ridership tapers in the shoulder season to between 850 and 1,250 passengers 
daily. The drop in ridership is correlated to a drop in service levels. With many of these statistics NRTA 
WAVE routes perform better than the state average for all Regional Transit Authorities (RTAs). As a 
whole the system outperforms rural transit providers within New England and nationwide.  

Table 2: System-Wide Route Diagnostics 

Route Name Farebox 
Recovery 

Passengers 
per Mile 

Passengers 
per Hour 

Cost 
per 

Mile 

Cost per 
Passenger 

Subsidy/ 
passenger 

Airport Route 11.2% 0.75     3.78  $13.51 $18.11 $16.08 

Jetties Beach 34.2% 6.62    23.83  $19.00 $2.87 $1.89 

Madaket Route 35.3% 1.07    13.57  $5.41 $5.04 $3.26 

Miacomet Loop 27.5% 1.57    17.05  $6.31 $4.01 $2.91 

Mid Island Loop 26.1% 2.03    15.76  $8.80 $4.34 $3.21 

Sconset via Milestone Rd 48.6% 1.32    18.56  $4.85 $3.69 $1.90 

Sconset via Old South Rd 57.8% 1.46    23.08  $4.33 $2.96 $1.25 

Sconset via Polpis Rd 31.6% 0.77    11.53  $4.56 $5.93 $4.06 

Surfside Beach 68.8% 2.50    25.85  $6.61 $2.65 $0.82 

Fixed Route System Total 32.6%3 1.54 15.90  $8.05  $5.22 $3.81 

Ferry Connector 90.5%4 0.97     2.33  $28.60 $29.42 $2.79 

Cost Effectiveness 

The farebox recovery ratio for NRTA WAVE is 32.6%, much higher than the statewide average of 19.4%, 
which includes the urban RTAs with higher ridership and funds received through contracts. According to 
the 2014 Rural Transit Fact Book the national average farebox recovery for rural transit service providers 
is 8%, NRTA is five times better than the average. FTA Region 1 
(New England), the average farebox recovery is 6%; Nantucket far 
exceeds this value too.  

For cost per passenger, NRTA is ranked 5th amongst all RTAs in the 
state and of the four predominantly rural RTAs in Massachusetts 
they are ranked second. According to the 2014 Rural Transit Fact 

                                                           
3 This does not include the Ferry Connector service as it is a free service. 
4 The Ferry Connector was funded by a private source in 2015.  

NRTA is a rural system 
performing like an urban 

NRTAs low subsidy per 
passenger indicates a 

financially efficient system 
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Book the national average for cost per passenger for rural transit service providers is 7.42; NRTA is 
41.3% better than the average. In the FTA Region 1, the average cost per passenger is $11.46; Nantucket 
is 118% better than this average.  

The statewide average subsidy per passenger is $3.41, which includes the urban RTAs with higher 
ridership and funds received through contracts such as those with universities. NRTA is ranked 4th 
amongst all RTAs in the state and second amongst the rural providers.  

Key Findings: 

• The performance measures indicate that NRTA operates efficiently and effectively, with service 
statistics better than New England and national averages for rural transit systems.  

• Most of the routes have a farebox recovery ratio of 20% or higher, indicating a financially 
healthy system. 

• The system is operating below maximum capacity on all routes, so there is room to 
accommodate growing ridership.  

TRANSIT MARKET SUMMARY 
To help develop service alternatives, a market analysis was prepared to examine the island’s existing 
conditions and to identify areas of potential transit demand. Analyzing the existing market conditions, 
including demographic, socioeconomic and employment conditions, helps identify areas of the Island 
with populations that may be more willing to use fixed route transit 
service. Factors such as age, household income, employment and 
vehicle ownership are strongly correlated with higher demand for 
transit service.  

Nantucket’s market is heavily influenced by tourism in the summer 
months. Although year-round population is estimated to be between 
11,000 and 15,000, during the peak summer months it can reach as 
high as 50,000. Much of the island’s population is concentrated in 
downtown and in the mid-island region although there are some 
pockets of higher-density residential areas in the Tom Nevers, Sconset 
and Madaket areas. The pattern of development on the Island is 
shaped by the vast amount of land that is protected as open space.  

Certain factors such as age, vehicle ownership, household income and 
employment are correlated with a higher likelihood of using public 
transportation. Understanding Nantucket’s existing market lends itself 
to identifying areas of the island with populations that demand and 
can support fixed route service.  

To locate areas with potential transit demand, “transit scores” were 
calculated to measure how successful a fixed route transit system 
could be in different areas on the Island. The following factors were 
used in this analysis: 

-Overall Population Density 
-Density of the Population under the age of 18 

20.9% of the island’s 
population is under the age of 

18 

13.4% of the island’s 
population is over the age of 

65 

9.2% of the island’s 
population lives below the 

poverty level 

37.5% of households have 
only 1 vehicle 

5.3% of households have no 
vehicle 
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-Density of the Population over the age of 65 
-Percentage of the Population Living Below the Poverty Level 
-Percentage of Zero-Car Households 
 

 
Figure 4: Transit Score Map 

Figure 4 represents the results of the transit score analysis that identifies the areas on Nantucket with 
the greatest probability of transit success. As highlighted in the map, the downtown and mid-island 
areas have the strongest demand for fixed route service. Residents who live in these areas year-round 
would benefit from alternate modes of transportation, including year-round fixed route service. 
 
An additional analysis was prepared to estimate the level of demand for fixed route service including 
capacity, service design, schedules, performance and revenues. A demand model was developed based 
on household vehicle ownership, average walking distance to bus stops and frequency of operation to 
estimate the number of trips during the off-season. The off-season trip estimates are nearly as high as 
the peak season ridership indicating there is a latent demand for year-round transit service.  
 
Figure 5 depicts the estimated level of service demand on the island. This estimation was based on 
population and employment density. As the density increases, the headway for transit service 
decreases. In general, the downtown and mid-island areas can support 30 and 60 minute bus service. 

AECOMAECOM
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Figure 5: Level of Service Demand 

Key Findings: 

• The highest demand for service is in and around mid-island and downtown and along Old South 
Road. 

• Over 40% of the households have one car or less and many have more than one person of 
driving age. 

• The ridership projections for the off-season show that a demand does exist. 

ALTERNATIVE DEVELOPMENT SUMMARY 
A long list of alternatives was developed and evaluated based on information provided through input 
from the public and by information from the operational and transit market analyses. In general, three 
conceptual options were examined for proposed routes. Option 1 would provide full off-season service 
on the Island and service would operate 217 days between mid-October and mid-May with service 14 
hours a day, seven days a week. Option 2 would also provide full off-season service, 217 days between 
mid-October and mid-May and service would operate seven days a week, however weekday service 
span would be 14 hours and weekend service span would be 11 hours. Also in Option 2 there is less 
service frequency on certain routes than in the same Option 1 routes. Option 3 would provide service 
for 84 days during the extended shoulder seasons on the island. Generally, this is between the Daffodil 
Festival in the spring and through the Christmas Stroll in the winter. The routes that were evaluated 
were routes that currently operate during the shoulder season with slight variation of set routes. 
Between the three options and various route alignments, over 20 alternatives were evaluated. Table 3 
presents the summary statistics developed for each of the alternatives.  
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Table 3: Summary of Alternative Development 

 

Option 1

Description
Round-trip 

Mileage
Round-trip 

Time
Frequency 
(Minutes)

Daily 
Service 
Span - 

Weekdays

Daily 
Service 
Span - 

Weekends

Number of 
Daily Trips

Off-
Season 
Total 

Revenue 
Hours

Off-
Season 
Total 

Revenue 
Miles

Off-Season 
Total 

Operating 
Cost

Driver 
Requirements

Vehicle 
Requirements

Projected Off-
Season 

Ridership

Riders 
per Day

Passengers 
per Mile

Passengers 
per Hour

Cost per 
Mile

Cost per 
Passenger

Mid Island Loop 4.1 30 30 14 14 3,038 12,456 288,610$         2.45 1 40,507 187 3.3 13.3 23.17$     7.13$         
Miacomet Loop 7 30 30 14 14 3,038 21,266 288,610$         2.45 1 42,348 195 2.0 13.9 13.57$     6.82$         
Mid Island and Miacomet Loop Combination (new) 6.5 30 30 14 14 3,038 19,747 288,610$         2.45 1 82,855 382 4.2 27.3 14.62$     3.48$         
Old South Road /Nobadeer Farm Turn-Around (new) 7 60 30 14 14 6,076 42,532 577,220$         4.9 2 69,223 319 1.6 11.4 13.57$     8.34$         
Old South Road /Milestone Loop (new) 6.3 60 30 14 14 6,076 38,279 577,220$         4.9 2 72,695 335 1.9 12.0 15.08$     7.94$         
Sconset via Old South Road Route 17.5 60 4 868 15,190 82,460$           0.7 1 60,543 279 4.0 69.8 5.43$        1.36$         
Madaket Route 12.5 60 3 651 8,138 61,845$           0.525 1 6,773 31 0.8 10.4 7.60$        9.13$         
Option 2

Description
Round-trip 

Mileage
Round-trip 

Time
Frequency 
(Minutes)

Daily 
Service 
Span - 

Weekdays

Daily 
Service 
Span - 

Weekends

Number of 
Daily Trips

Off-
Season 
Total 

Revenue 
Hours

Off-
Season 
Total 

Revenue 
Miles

Off-Season 
Total 

Operating 
Cost

Driver 
Requirements

Vehicle 
Requirements

Projected Off-
Season 

Ridership

Riders 
per Day

Passengers 
per Mile

Passengers 
per Hour

Cost per 
Mile

Cost per 
Passenger

Mid Island Loop 4.1 30 30 14 11 2,852 11,693 270,940$         2.3 1 38,027 175 3.3 13.3 23.17$     7.13$         
Miacomet Loop 7 30 30 14 11 2,852 19,964 270,940$         2.3 1 39,755 183 2.0 13.9 13.57$     6.82$         
Mid Island and Miacomet Loop Combination (new) 6.5 30 30 14 11 2,852 18,538 270,940$         2.3 1 77,782 358 4.2 27.3 14.62$     3.48$         
Old South Road /Nobadeer Farm Turn-Around (new) 7 60 60 14 11 2,852 19,964 270,940$         2.3 1 64,971 299 3.3 22.8 13.57$     4.17$         
Sconset via Old South Road Route 17.5 60 3 651 11,393 61,845$           0.525 1 56,824 262 5.0 87.3 5.43$        1.09$         
Madaket Route 12.5 60 2 434 5,425 41,230$           0.35 1 4,515 21 0.8 10.4 7.60$        9.13$         
Option 3

Description
Round-trip 

Mileage
Round-trip 

Time
Frequency 
(Minutes)

Daily 
Service 
Span - 

Weekdays

Daily 
Service 
Span - 

Weekends

Number of 
Daily Trips

Off-
Season 
Total 

Revenue 
Hours

Off-
Season 
Total 

Revenue 
Miles

Off-Season 
Total 

Operating 
Cost

Driver 
Requirements

Vehicle 
Requirements

Projected Off-
Season 

Ridership

Riders 
per Day

Passengers 
per Mile

Passengers 
per Hour

Cost per 
Mile

Cost per 
Passenger

Ferry Connector 3.2 40 20 14 11 2,208 18,253 209,760$         4.6 2 9,735 116 0.5 4.4 11.49$     21.55$       
Mid Island Loop 4.1 30 30 14 11 1,104 4,526 104,880$         2.3 1 14,720 175 3.3 13.3 23.17$     7.13$         
Miacomet Loop 7 30 30 14 11 1,104 7,728 104,880$         2.3 1 15,389 183 2.0 13.9 13.57$     6.82$         
Sconset via Old South Road Route (3A) 17.5 60 60 14 11 1,104 19,320 104,880$         2.3 1 23,436 279 1.2 21.2 5.43$        4.48$         
Sconset via Old South Road Route  (3B) 17.5 60 120 14 11 552 9,660 52,440$           1.15 0.5 19,236 229 2.0 34.8 5.43$        2.73$         
Madaket Route - Pre-season only (April-May) (3A) 12.5 60 60 14 11 368 4,600 34,960$           2.3 1 3,829 46 0.8 10.4 7.60$        9.13$         

Madaket Route - Pre- and post- season (April/May 
and October/November/December) (3B)

12.5 60 60 14 11 1,564 19,550 148,580$         2.3 1 16,272 194 0.8 10.4 7.60$        9.13$         

Madaket Route - Pre- and post- season (April/May 
and October/November/December) (3C)

12.5 60 120 14 11 782 9,775 74,290$           1.15 0.5 5,743 68 0.6 7.3 7.60$        12.94$       

Madaket Route - Post-season to Columbus Day (3D) 12.5 60 60 14 11 368 4,600 34,960$           2.3 1 980 12 0.2 2.7 7.60$        35.67$       
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Key Findings: 

• Year-round service is favorable and it allows the Island residents to have service they can ‘build 
their lives around’ because it is a dependable transportation option every day, year-round. 

• Operating the Mid Island and Miacomet Loops as separate services out-performs combining 
them into a single route. 

• The new Old South Road/Nobadeer Farm Road routing performs similarly regardless of using a 
loop or turnaround. Therefore the turnaround is favorable as it is direct service. 

PREFERRED ALTERNATIVE 
After evaluating the service alternatives and discussing the options with the advisory committee, a set of 
service options was recommended as the preferred alternative. They were recommended for the 
following reasons: 

• The routes serve the areas with highest year-round populations and employment. 
• They currently operate during the shoulder season and can utilize existing stops. 
• The passengers per mile measure would be at least 2. 
• At least 100 riders would be generated per day for each route. 

The preferred alternative, as shown in Figure 6, includes establishing year-round service on the Mid 
Island Loop, Miacomet Loop and Sconset Via Old South Route, establishing a new route that operates in 
the off-season only called the Old South Rd/Nobadeer Farm Road Route and extending the operation of 
the Madaket Route longer into the shoulder season (to Columbus Day). Year-round service would 
operate 7 days a week for an additional 217 days5 (not including holidays). Weekday service hours 
would be approximately 7:00 AM – 9:00 PM and weekend service hours would be approximately 8:00 
AM - 7:00 PM. The cost to add off-season service and to extend the Madaket Route into the shoulder 
season would be $848,000 annually, minus revenue from the farebox. 

 
Figure 6: Preferred Alternative 

  

                                                           
5 NRTA WAVE service currently operates 145 days per year. 

Madaket Route: to  
Columbus Day only 

Sconset via Old South  
Road Route 

Miacomet Loop 

Mid Island  
Loop 

New Old South Rd/Nobadeer 
Farm Rd Route 
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Table 4 lists the options from the 
preliminary service options summarized in 
Table 3. The Miacomet Route would 
continue to leave town using the Broad 
Street stop in front of the Whaling Museum. 
The remaining routes would operate using a 
pulse system on the hour and half hour out 
of the Greenhound Station. This will facilitate 
transfers amongst the routes given the 
reduced service levels. Only three bus bays will be needed at Greenhound; therefore the bus stops along 
Washington Street will not be utilized in the off-season.  

TRANSIT SERVICE PLAN 
Operations 

The Madaket Route would extend service by 28 days until Columbus Day. In the fall shoulder season the 
bus will leave from Broad Street, in front of the Whaling Museum, every hour beginning at 7:00 AM on 
weekdays and 8:00 AM on weekends. Weekdays the last bus would leave Madaket at 8:30 PM and on 
Weekends 6:30 PM. Table 5 provides the operating characteristics of each of the proposed off-season 
routes.  

Both the Mid Island Loop and Miacomet Loop service would operate every 30 minutes on the hour and 
half hour from the Greenhound Stop in the off-season. On weekdays the first bus would leave 
Greenhound at 7:00 AM, the last at 8:30 PM. Weekends they would begin at 8:00 AM with the last at 
6:30 PM.  

The Sconset via Old South Road Route would leave every two hours from the Greenhound Stop on the 
even hours. The first bus would leave Greenhound at 8:00 AM and on weekdays the last would leave 
Greenhound at 8:00 PM and Sconset at 8:30 PM. On weekends the last would leave Greenhound at 6:00 
PM and Sconset at 6:30 PM.  

The new Old South Road/Nobadeer Farm Road route would also leave Greenhound every 2 hours but on 
the odd hour (opposite of the Sconset via Old South Road Route). The first weekday bus would leave 
Greenhound at 7:00 AM and the last would leave Greenhound at 7:00 PM and the Athletic Fields on 
Nobadeer Farm Road at 7:30 PM. On weekends the first bus would leave Greenhound at 9:00 AM and 
the last would leave Greenhound at 5:00 PM and the Athletic Fields at 5:30 PM.  Between the new Old 
South Road/Nobadeer Farm Road Route and the Sconset via Old South Road Route there would be 
service along Old South Road and Nobadeer Farm Road every 60 minutes.  

Table 5: Preferred Route Operating Characteristics 

Route Frequency  First Trip (weekday) 
Madaket Route Every hour (60 Min) 7:00 AM 
Miacomet Loop Every 30 min 7:00 AM 
Mid Island Loop Every 30 min 7:00 AM 
Sconset via Old South Route Every 2 hours (120 Min) 8:00 AM 
New Old South Road/Nobadeer Farm Road Route Every 2 hours (120 Min) 7:00 AM 

 

Table 4: Option for Preferred Routes 
Route Option 

Madaket Route 3D 

Miacomet Loop 2 

Mid Island Loop 2 

Sconset via Old South Route 2/3B 

New Old South Road/Nobadeer Farm Road Route 2 

|
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The projected performance indicators for off-season service show that the system would be productive 
throughout the year (Table 6). These indicators are based off of projected ridership, calculated costs, 
miles and hours, and assumed revenue based on similar systems. In almost all indicators, NRTA would 
outperform the national average for rural transit providers. Passengers per mile and hour are expected 
to improve in the off-season which indicates that even with reduced service there is captive ridership.  

While the off-season service will not exceed the state RTA average for many indicators, they are still 
within the top half for most of the indicators (most averages are skewed by the larger urban RTAs). The 
farebox recovery is expected to be lower during the off-season due to the higher operating costs and 
lower ridership. The anticipated recovery ratio is based off the state average, rounded to 20%.  

Table 6: Performance Indicators 

Route Diagnostics Off-Season Current NRTA State Average 
National Rural 

Average 

Farebox Recovery 20% 33% 19% 8% 

Passengers per Mile 1.99 1.54 1.56 0.76 

Passengers per Hour 15.47 15.9 21.5 10.8 

Cost per Mile $12.21  8.05 $6.57  $3.04  

Cost per Passenger $6.14  5.22 $4.22  $7.42  

Subsidy per Passenger $5.65  3.81 $3.41  N/A 

  

Workforce Requirements 

Extending the Madaket Route will require 2.3 additional full-time operators and one additional vehicle 
through Columbus Day. Operating the full service in the off-season will require 6.9 full-time operators 
and 3 vehicles. Historically there has been a high turn-over rate for operators due to the seasonality of 
the service. Having full-time employees could reduce the turn-over rate and reduce training costs each 
year. In addition to vehicle operators, one manager and one mechanic will be needed.  

 

Figure 7: Employee Requirement 
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Operating Cost Projections 

The cost to operate service is based on a projected cost per revenue hour, which is estimated to be 
$95/hour. This estimate reflects the increased cost associated with operating in the winter and 
providing benefits for a full-time year-round workforce. The cost to operate the off-season service 
would be $813,000 plus the $35,000 needed 
to extend the Madaket service to Columbus 
Day. This cost estimation does not include 
any farebox revenue that would off-set the 
operating cost. The cost of adding off-season 
service would be $848,000 annually, an 
increase in the annual budget for fixed route 
services by 55%. See Table 7 for a cost 
breakdown by route.  

There are possible service enhancements 
and cost saving options that could be incorporated based on available funding. Enhancements to the 
recommendations include extending weekend service until 9:00 PM, operating the Madaket Route year-
round, and improving the frequency on the Old South Road Routes (see Table 8). Cost saving options 
include decreasing frequencies, not extending the Madaket Route in the off-season, or operating only an 
extended shoulder season instead of year-round (see Table 9).  

Table 8: Possible Service Enhancements 

Possible Service Enhancements Additional Cost 

Operate new Old South Road/Nobadeer Farm Road Route and Sconset via Old South Road Route with 
60 minute frequencies, which results in 30 minute frequency along the Old South Road Corridor 

$271,000 

Extend weekend service to 9PM on the Mid Island and Miacomet Loops and on the new Old South 
Road/Nobadeer Farm Road Route 

$53,000 

Operate Madaket Route service for the entire off-season with 3 trips per day $62,000 

 
Table 9: Possible Cost Saving 

Possible Cost Saving Options Cost Savings 

Exclude Madaket Route service extension $35,000 

Operate Mid Island and Miacomet Loops with 60 minute frequency instead of 30 minute frequency $271,000 

Operate 4 trips daily on Sconset via Old South Road Route instead of 7 $62,000 

Only extend current shoulder routes (Ferry Connector, Mid Island and Miacomet Loops, Sconset via Old 
South Road Route) to begin at the Daffodil Festival and end after Christmas Stroll  

$524,000 

 

Fare Policy 

To generate revenue for the service NRTA could apply its current fare policy and offer single fares as 
well as the variety of day passes and discounts currently offered. Since the Old South Road/Nobadeer 

Route Cost 

Madaket Route $35,000 

Miacomet Loop $271,000 

Mid Island Loop $271,000 

Sconset via Old South Route $135,500 

New Old South Road/Nobadeer Farm Road Route $135,500 

Total $848,000 

Table 7: Operating Costs for Recommendations 
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Farm Road Route is a new route, a single-fare could be established. It is recommended that $2 be used 
as this route is very similar to the Airport Route, which is offered in the summer with the same fare.  

It is strongly recommended that the long-term pass structure be altered to reflect year-round service. 
The Season pass should be limited to Memorial Day – Columbus Day and a new year-round pass could 
be offered for $150. The senior/disabled and veteran/active military passes should be offered at year-
round and seasonal rates. The seasonal rate could be $50 and year-round $80. The Commuter Pass cost 
could remain the same but only be valid during the season from Memorial Day to Columbus Day. The 
Nantucket Student Pass could be increased to $80 and be a year-round pass only. The “Other” Student 
Pass could be $80 for the seasonal only and $110 for year-round.  

Figure 8: Proposed Pass Structure 

Pass Type Current Cost Proposed Cost 
Season Pass $90 $90 seasonal 
Commuter Pass $80 $80 seasonal  
Nantucket Student Pass $50 $80 year-round 
Other Student Pass $80 $80 seasonal/ $110 year-round 
Senior/Disabled $50 $50 seasonal/ $80 year-round 
Veterans/Active Military $50 $50 seasonal/ $80 year-round 
Year-Round Pass N/A $150 

 

Capital Requirements 

To operate the off-season service, 3 buses will need to be utilized, with two active spares to maintain 
service in case of a breakdown or routine maintenance. NRTA can utilize their existing fleet and will not 
need to purchase additional vehicles. Waiting shelters and benches should be installed at high activity 
stops, if not already in place, to protect passengers from the winter elements. The current NRTA 
operations and maintenance facility is designed to operate during warm weather only and is not heated. 
Investments will need to be made in the facility to upgrade and provide heat. Vehicles should be stored 
inside whenever possible to protect them from the elements and reduce start-up time in the mornings.  

Ridership Projections 

Average daily ridership is projected to be 610 passengers; this is approximately 72% of the daily 
ridership during the fall shoulder season with just 65% of fall shoulder season service hours. This 
indicates that many of the riders in the fall season are year-round residents. The Mid Island and 
Miacoment Loops are projected to have the highest ridership (Figure 9). The total off-season ridership is 
projected to be 132,370; current annual ridership is nearly 300,000. Based on the projections, off-season 
ridership would account for 31% of overall ridership for NRTA and 38% of service provided.  
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Figure 9: Off-Season Daily Ridership by Route 

 

Implementation Plan 

The implementation of service is dependent on obtaining funding but operationally could begin within 6 
months of obtaining funding. There are steps that need to be taken in order to ensure implementation. 
The steps are outlined below: 

1. Adopt a Year-Round Service Plan 
• Routes 
• Schedule and operating hours 

2. Develop a funding plan 
• Include multiple funding sources to increase likelihood of long-term sustainability 

3. Develop a capital plan 
• Upgrade the maintenance/operations facility 
• Finalize placement and quantity of signs, benches and shelters as needed; considering 

both new stop locations and added shelter/amenities for waiting in inclement weather 
• Order signs, benches and shelters 

4. Develop an operations plan 
• Driver schedules 
• Discuss agreements with local facilities as needed 
• Set up year-round real-time bus information 
• Assign responsibilities for plan components 
• Reach out to stakeholders 

5. Implementation 
• Install signs, benches and shelters 
• Create an off-season rider guide 
• Distribute schedules and other informational materials 
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• Advertise the new service availability 
• Add service information to the NRTA website 
• Hire full-time operators 

Other Needs/Requirements 

In addition to operating the routes year-round there are a few items NRTA will need to address prior to 
starting year-round service in order to maintain service. Many of these items are related to operating in 
cold climates. The remaining items are current practices that will need to change because a shutdown of 
service will not be needed: 

• Establish policies and procedures for cancelling service due to extreme winter weather 
conditions 

• Arrange for plowing the NRTA facility, stops and Greenhound 
• Add shelters/waiting areas or work with local business owners to allow riders to wait inside 

during inclement weather 
• Maintenance for bus stop signs/posts since they will be left out in the winter months 
• Adjust the policy on removing benches at stops 
• Heat the maintenance facility 
• Provide indoor storage for all active vehicles in the off-season to prevent gelling of the diesel 

fuel and eliminating snow removal of vehicles 
• Determine whether to keep Greenhound open and staffed year-round; continue to rent out in 

the off-season or to keep it un-staffed but to allow passengers to wait inside 
• Work with Transloc, the bus tracker, to enable year-round functionality 

There are challenges and decisions to be made with implementing year-round service but there are also 
benefits that extend beyond serving the community. Benefits would include bulk purchasing of parts, 
schedules and other items, eliminating the need to spend staff time removing benches, eliminating the 
costs associated with off-season shutdown and start-up, and the employment of year-round operators 
which reduces the amount spent on training new operators each year.  

Funding Options 

Funding transit service with funds from a variety of sources is fundamental to the sustainability and 
longevity of service provision. To that end, funding opportunities on a local scale are discussed in 
addition to funding programs through the state and federal government. Note that fares generated by 
customers paying to use the service are projected to account for approximately 20% of the annual 
operating costs. Possible funding sources to recover the remaining operating costs (annual) as well as to 
cover the necessary capital costs (one-time or as-needed) include: 

• Local 
• Increase Local Assessment (RTA funding source assessed to Town of Nantucket) 
• Town Meeting (would need to vote an override or warrant article) 
• Implement on-street paid parking  
• Park and Ride Lot (long-term/seasonal passes) 
• Hospitality/other local tax 
• Partnerships 

• State 
• Transit funding (currently level funded for FY2017) 

AZCOMAZCOM
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• Gas tax dedicated to transit (long-term legislative issue) 
• Federal (FTA) 

• 5311 Rural Funds (level or decrease in funding) 
• 5310 Enhanced Mobility for Seniors and Individuals with Disabilities (can be 

used to purchase transportation services from NRTA by non-profit 
organizations) 

Performance Evaluation 

NRTA currently has a set of performance measures with which they track service. Performance 
measures serve as a guide to evaluate the success of a transit service. A new set of performance 
measures will be established for the off-season service and recommendations for benchmarks are 
provided below. One of the most important things to consider when establishing a new service is a 
monitoring program. Once a new route or service has been implemented, it should be monitored for an 
initial period to evaluate its performance. At the onset the routes may not meet the benchmarks set 
forth, but as the service becomes more popular it may. Year-round service should be implemented for a 
period of at least two full seasons in order to garner ridership and to monitor monthly fluctuations. 
While minor changes such as timing can be made to the routes within the initial period, large changes 
should be avoided. On-time data should be checked randomly to ensure that performance remains 
acceptable; a new service that has low on-time performance will have a difficult time attracting and 
maintaining ridership. Approximately halfway through the initial period (one season) a passenger survey 
of the route should be conducted to understand the effectiveness of the route. The routes should 
continue to be monitored as a ‘new route’ beyond two seasons if ridership has had continual growth. 
Once ridership has plateaued the route can be evaluated against the benchmarks below. 

Recommended performance measures to monitor off-season routes could include: 
 

•  Passengers/Hour: Number of total monthly and annual passengers divided by the corresponding 
revenue-hours. 

•  Subsidy/Passenger: Total expenses minus fare revenue divided by ridership. 
•  Farebox Recovery: The percentage of operating costs covered by fares collected, calculated by 

the fares collected divided by the cost to operate the route. 
•  Cost/Revenue-Hour: An excellent indicator of efficiency is cost per revenue-hour of service. Costs 

per hour should be analyzed by route and compared to overall system averages.  
•  Late Trips: The percentage of fixed route trips which operate late or are missed should be 

recorded and reported. The recommended standard for late trips is any trip that is more than 
five minutes behind schedule.  

•  Service/Road Calls: the number of service/road calls divided by the number of revenue miles. 
This measure is typically measured for the entire system and not individual routes. This 
monitors routine maintenance and vehicle performance.  

•  Accidents/100,000 miles: Measure of driver safety. There must be a standard practice for 
defining what an accident is. 

  
The aforementioned performance measures can be used to create benchmarks for service in the off-
season. The benchmarks will help NRTA track progress and set goals for the performance of the routes. 
These benchmarks should be seen as short-term goals that should be re-evaluated at set intervals—at 
least every five years—to ensure that the expectations for the routes are consistently evolving. If a 
specific benchmark has been greatly exceeded during the first two years of operation, the criteria should 
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be changed to provide a progressive target for the service. The following benchmarks for off-season 
service were determined by national best practices, examining peers, current performance and 
anticipated performance: 

• Passengers per hour = 12 or higher 
• Subsidy per passenger is $5 or less 
• Cost per revenue hour of 50% of the off-season average or higher 
• 95% on time on-time performance or better 
• Cost per revenue hour should not exceed $95 by more than ten percent 
• Annual farebox recovery of 20% or greater, with off-season being 8% or greater during the initial 

period.  
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