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1. Introduction 
The Nantucket Regional Transit Authority (NRTA) is the only public transportation provider for the Island of Nantucket, 
providing transit service to both year-round residents of the Island and many seasonal tourists. NRTA operates ten 
(10) fixed routes, five (5) year-round routes and five (5) seasonal routes, between 7:00AM and 11:30PM. NRTA also 
operates Your Island Ride, a year-round demand response service that serves older adults and those with disabilities. 
In the coming months, NRTA will also be debuting a new on-demand microtransit service, known as the Wave On 
Demand.  

NRTA is in need of a new bus maintenance and storage facility to serve as a critical hub for maintaining and 
supporting NRTA’s growing fleet, including current and future electric vehicles. The current facility is leased from the 
Town of Nantucket (the Town). The lease is currently set to expire at the end of 2027 and the Town has indicated it 
will not be renewed. As such, NRTA needs to identify an alternative location on the Island and to develop a new 
facility design. NRTA has made progress with the Town in identifying land for the new facility, hereafter referred to as 
the “bus garage.” The following report provides a review of existing conditions, and a summary of the proposed site, 
evaluating the feasibility of a bus garage that would fit NRTA’s immediate and long-term needs, as well as a basic 
conceptual plan depicting the necessary space and function of the garage. 

2. Existing Conditions  
NRTA currently operates out of two (2) facilities in Nantucket: a bus storage and maintenance garage located at 11 
New South Road near the Nantucket Memorial Airport, and a separate administrative office space at 20R S. Water 
Street (Figure 1). Both locations are leased from the Town, though NRTA maintains direct capital responsibility. On 
August 26, 2025, a site visit was conducted to examine the existing bus garage as well as the 2.6 acres of land 
identified by the Town as potentially available to NRTA to construct a new garage. The evaluation of the existing site 
conditions focuses on the existing bus garage, identifying any current limitations or issues that have impeded efficient 
operations, and of the proposed eight (8) lots available as identified by the Town.  

Figure 1. Existing NRTA Facilities 



Operations & Maintenance Facility Feasibility 
& Conceptual Plan 

DRAFT Nantucket Regional Transit Authority  
   

 

 
Prepared for:  Nantucket Regional Transit Authority (NRTA)   
 

AECOM 
2 

 

2.1 Current Site 
& Facility  
The current site is located in a 
commercial industrial zone and 
abuts the Nantucket Memorial 
Airport, which is located on the 
northwest edge of the property. The 
site is 0.92 acres and contains the 
bus garage structure and an 
adjacent parking lot (Figure 2). The 
bus garage structure is a single-
story building built in 1996 and is a 
section of a larger facility that is 
shared with the airport’s fire 
department. There is approximately 
7,100 sq. ft. of combined 
maintenance and administrative 
space, with approximately 14,300 
sq. ft. of combined bus storage and 
parking space. All buses, for both 
the fixed route and demand 
response fleets, are currently stored 
outside, uncovered. 

The bus garage’s Transit Economic Requirements Model (TERM) rating is three (3), on a scale of one (lowest) to five 
(highest). The maintenance area of the garage does not have climate control. Insulation was installed after the fact to 
help with heat loss during the colder months. The maintenance area also lacks a proper exhaust system. Currently, 
the electrical capacity of the garage is less than 200-amps, and therefore cannot support the necessary charging 
needs for NRTA’s existing battery electric fleet. There is one (1) Level 2 charger located on the exterior of the facility 
that is used to charge battery electric buses (BEBs) (Figure 3). NRTA owns several additional Level 2 chargers that 
remain uninstalled due to lack of sufficient power. To combat the limitations of the electric supply challenges, NRTA 
has secured two (2) dual head Level 3 portable chargers. These propane-powered portable chargers are stored on-
site on trailers in the adjacent parking lot (Figure 4). For diesel powered vehicles, fueling is done on-site at a diesel 
fuel station located at the back of the parking lot (Figure 5). Gasoline powered vehicles, which are primarily used for 

Figure 4. Diesel Fueling Infrastructure 

Figure 2. Aerial View of Current Bus Garage 

Source: Nantucket GIS, Town and County of Nantucket, 2025 
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Figure 3. Level 2 Charger on Exterior 
of Bus Garage 



Operations & Maintenance Facility Feasibility 
& Conceptual Plan 

DRAFT Nantucket Regional Transit Authority  
   

 

 
Prepared for:  Nantucket Regional Transit Authority (NRTA)   
 

AECOM 
3 

 

paratransit services, are not refueled on-site. NRTA has an 
agreement with the Nantucket Fire Department, where it brings 
its gasoline vehicles to the Nantucket Fire Station for fueling.  

In its current configuration, the bus garage cannot support 
buses greater than thirty (30) feet in length. The bus garage has 
only one (1) point of entry and exit for vehicles. There are no 
formal maintenance bays but instead a common work area 
where vehicles are staged for various maintenance activities 
(Figure 6). This generalized area includes two (2) sets of 
portable lifts that allow for medium- to heavy-duty maintenance 
activities that require lifting the vehicle and additional space that 
allows for light maintenance activities that do not require a lift. 
Additionally, NRTA purchased a platform hydraulic lift for 
conducting alignments on its vehicles, as there is no place on 
the Island that offers this service. The existing bus garage offers 
no defined area or storage solution for parts and tools other 
than a mezzanine that is located above the singular bathroom 
(Figure 7). Most tools are stored in the common work areas. 
Tires are also stored on-site inside the garage, as NRTA cannot 
lease tires due to an Island limitation. As such, NRTA must have an on-site stock, contributing to the garage being 
cramped. NRTA is required to wash their vehicles once per week, however, the garage does not have a proper wash 

bay but instead has a bus wash area located at the back of 
the facility, outside (Figure 8). The bus wash area is 
outdoors and uncovered, making bus washing in the winter 
months challenging. The space is cramped and inefficient, 
and the drain clogs very frequently.  

While the NRTA’s primary administrative functions are 
conducted at the 20R S. Water Street location, the bus 
garage does contain administrative space for NRTA’s 
operating company. The administrative area is located in 
the southeast corner of the bus garage. There is one room 
that allows for the necessary administrative functions, 
supporting approximately four (4) desks at maximum 
capacity. This area is used by the General Manager (GM), 
the dispatcher and scheduler that are scheduled for the 
day, and as a location for drivers to both check-in prior to 
their shift and take breaks during the day (Figure 9). The 

Figure 7. General Maintenance Area 

Figure 5. Level 3 Dual Head Portable Charger 

Figure 6. Mezzanine Storage Solution Above 
Bathroom/Administrative Space 

Figure 8. Outdoor Bus Wash Area 
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southwest facing wall supports filing cabinets, 
miscellaneous administrative storage, and employee 
food and beverage storage. The room is cramped and 
generally lacks privacy, hampering the staff’s ability to 
conduct their jobs efficiently and essentially acting as a 
“catch all” for all operative functions outside of bus 
maintenance. There is one (1) additional room, which 
is likely a converted closet, that is used for driver 
training purposes, although this is typically limited to 
one (1) driver at a time. There is also only one (1) 
unisex bathroom, for all staff use attached to the 
hallway leading into the administrative space. 

Parking at the current garage is limited, particularly for 
employee parking, despite many summer employees 
choosing to either carpool, take a company shuttle, 
bike, or scooter to work. After bus and service vehicle 
storage, there are limited spaces available for employee vehicles. There is no dedicated visitor parking or parking for 
bikes or scooters. Bus circulation in the parking lot is a significant challenge, as there is only a single parking lot 
entrance. The available turning radius for buses is extremely limited. NRTA has experienced a number of preventable 
accidents that have taken place at the garage as drivers are pulling out for the day or parking for the night.  

2.2 Proposed Site 
Land is constrained on the Island, in part due to the fact that the Island is only 14 miles in length and 3 1/2 miles 
wide, with over 50% conservation land. Land that is not preserved for conservation is already significantly developed 
with high land and property values. This significantly limits developable land and places a premium on parcels that 
are available. Through coordination with the Town, eight (8) parcels, each approximately 1/3-acre in size are being 
discussed for long-term lease to NRTA for their future bus garage (Figure ). The currently wooded lots amount to 
approximately 2.6 acres of developable land (referred to as the Site). The Site fronts on both Industry Rd and 
Madequecham Valley Rd and abuts Island Energy Services on the north as well as a town-owned facility for storing 
water safety equipment to the south. Both roadway frontages consist of gravel/dirt roadways, as only Industry Rd is 
paved for its first ≈500 feet. 

Current data on the Nantucket GIS portal indicates that seven (7) of the parcels within the proposed Site are owned 
by the Town, with the eighth owned by the Nantucket Land Bank. After discussion with the Town, it was determined 

Figure 9. Bus Garage Administrative Space 

Figure 10. Proposed Facility Site Overview 
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that this is incorrect and the Town owns all eight (8) parcels, reducing the amount of risk posed to NRTA in acquiring 
the land. The Site is zoned Commercial Industrial (CI), which is consistent with neighboring parcels. The adjacent 
parcels consist of similar intensive storage and distribution land uses, meaning this type of facility is allowed by right 
and would not pose a risk to the neighborhood continuity.  

2.3 Department of Public Works Facility 
Independent of the effort to relocate NRTA’s bus garage, the Town is in the process of relocating its Department of 
Public Works (DPW) Facility from its current location at 188 Madaket Rd. to a parcel at the end of Shadbush Rd. This 
location is approximately 1/10th of a mile from the proposed NRTA facility Site. The potential for sharing fueling 
facilities located at the new DPW site has been suggested as a measure to allow for more efficient use of the NRTA 
Site. These conversations are ongoing and should be considered in discussions regarding design for the NRTA 
facility progress.  

3. Facility Space Analysis  
Using a custom Microsoft Excel-based decision tree model, an analysis was conducted to identify the space 
requirements to form the basis for the future design of the new bus garage and to estimate the facility footprint. The 
analysis focuses on four (4) primary functions: bus storage, maintenance, administration, and parking and circulation.  

3.1 Bus Storage  
NRTA requires storage for forty-three (43) revenue vehicles (Table 1) and three (3) service vehicles. The revenue 
vehicle fleet ranges in size from small transit buses with a maximum of thirty-five (35) feet in length to standard 
sedans. NRTA’s small transit buses currently are only thirty (30) feet in length, however, the agency is considering 
purchasing between four (4) to six (6) vehicles that are thirty-two (32) feet in length in the future to increase carrying 
capacity, as ridership has grown over the last several years. NRTA is also considering a fleet expansion in the future 
to accommodate additional routes that would support the Town’s desire to reduce parking availability in the Island’s 
historic district. It is anticipated that this would bring an additional five (5) to ten (10) buses into the revenue fleet. 

Table 1. NRTA Revenue Fleet Storage Requirements  

Type of Vehicle Count of Vehicles to Be Stored On-
Site 

Size of Vehicle  

Small Transit Bus 15 Vehicles 8' 6" wide and 30’ to 35’ in length 

Paratransit Bus 9 Cutaway vans, large vans and small buses 20’ to 28' in length 

12 Passenger Van 12 Vehicles 20’ in length 

Mini Van 5 Passenger van that seats 5 

Sedan 2 Standard sedan vehicle 
Source: NRTA, 2025 

It is NRTA’s goal to store its revenue vehicles inside in a heated facility to protect the vehicles from the elements. 
Currently, all vehicles are stored outdoors, which makes it difficult to maintain and clean buses, especially in adverse 
weather conditions. While Nantucket’s climate is not characterized by heavy snowfall, the Island is known for its 
frequent fog, especially in spring and early summer. This fog is often salty due to ocean spray and high humidity 
levels, which can be damaging to vehicles that are left outside, uncovered. However, if space is limited, NRTA is 
amenable to outdoor storage, preferably with the buses covered to allow for weather projection. Should covered 
outdoor storage be pursued, NRTA can also look at the possibility of including solar panels to power lighting, security 
systems, electric bus chargers, and other facility operations. 
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The revenue fleet is powered by gasoline, diesel, and electricity, with eight (8) BEBs charged on-site as of 2025. As 
previously noted, NRTA has several Level 2 chargers that will require installation at the future garage, ideally indoors, 
to support the electric fleet. NRTA intends to keep the portable chargers for redundancy, as they are the only Level 3 
chargers under NRTA’s capital responsibility and allow for a much faster energy transfer than the Level 2 chargers. 
Because the chargers are portable, these can also be used for emergencies (e.g., if a BEB needs to be charged 
while on route). NRTA plans to continue electrifying its fleet over the coming years. However, replacement of gasoline 
and diesel buses will be phased over time, in line with state-of-good-repair (SOGR) best practices, and therefore the 
new facility must consider outdoor on-site fueling infrastructure for all three sources of power. If space is limited, on-
site fueling can be restricted to just diesel operations, and the agency can continue its current practice of fueling 
gasoline powered vehicles at the fire station. There may also be an opportunity to consolidate town-level fueling 
activities with the future DPW facility on Shadbush Rd, which could reduce operational deadhead associated with 
travelling to the fire station.  

3.2 Maintenance 
As the main focus of the facility, the new bus garage must accommodate several essential functional areas to support 
operations and maintenance. These spaces are vital to ensure efficient maintenance workflows, regulatory 
compliance, and a safe, functional environment for staff and vehicles. Key requirements for the future bus garage 
include at least four (4) service repair bays. Of these bays, two (2) should be utilized for vehicles over 30 feet and two 
(2) for vehicles under 30 feet. Currently, NRTA is routinely performing maintenance activities on at least three (3) 
buses at all times. Adding a fourth bay for maintenance will provide the agency with greater flexibility should an 
emergency need be identified, as well as support limited body repair functions as needed.  

The facility must also include a proper wash bay, to improve on the agency’s ability to keep vehicle exteriors and 
undercarriages clean. The wash bay should be equipped with a dedicated mechanical room, to separate and protect 
the equipment for the wash system from the wet environment of the wash bay itself. While a chassis wash is 
preferred, NRTA is amenable to including this as part of the overall bus wash system. Operational needs call for a tire 
change/storage room to store tires on-site, a paint booth large enough to support the painting of a body panel, and a 
lube/compressor room. A parts room, with integrated office and storage space, should also be included. If space is 
limited, the office function can be eliminated, so long as the parts room is equipped with a service window to allow 
mechanics to easily request and return necessary parts. Additional function needed is an inspection bay, to allow for 
space to complete vehicle inspections, as there currently is only one location on the Island for inspections, for both 
personal and commercial vehicles. The inspection bay does not have to be its own dedicated bay but can be 
combined with the service bays for improved efficiency in allotted space. Lastly, the garage will require dedicated 
storage for tools, batteries, and portable equipment, as well as a general storage space to overflow materials, 
seasonal supplies, and infrequently used items. If space is limited, these storage functions can be combined and/or 
included as a mezzanine.  

To support the maintenance staff, a dedicated office space for the Maintenance Supervisor is required, a function not 
available at the current bus garage. Additionally, the new bus garage should include at least one female and one 
male locker room, with a restroom and shower, for maintenance staff and bus drivers.  

3.3 Administration 
NRTA’s administrative needs are focused on functional space to support staff on-site. The future bus garage will not 
be a public facing facility and therefore will not support any passengers. As such, there is no need to consider any 
public vestibules or passenger sitting areas. The bus garage does need to support the following administrative 
functions:  

• General administration and operations management  

• Dispatching and scheduling  

• Fare counting  

• Driver breaks / training 
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Private office space is required for the GM of the operating company, as well as at least two (2) other offices for 
dispatching and for scheduling. The dispatch office should each only support one (1) station, as there is only one (1) 
dispatcher and one (1) scheduler working at a time. The remaining staff, or the equivalent of about three (3) to four 
(4) desks, can utilize a shared space for general administration. Other requirements for the administrative space of 
the future bus garage should include dedicated space for a mechanical room and supply room. Though NRTA is 
currently fare free, there is also still a need for dedicated space to be situated for fare counting. The agency does still 
have currency and coin counting machines and a farebox collection vault that will need to be housed on site of the 
new bus garage, should NRTA reinstate fare collection in the future. The new Wave On Demand service is also 
expected to collect fares.  

A clear need for the future bus garage is space for a conference room and/or driver break area that can support up to 
ten (10) people. This space can be multi-purposed and should allow for scheduled meetings, rest periods, and 
informal collaboration, as well as dedicated space to conduct required trainings for drivers. The area could also 
support a kitchenette for meal preparation and storage, as well as an area to set food/beverages when needed for 
conference functions.  

3.4 Parking and Circulation  
Space for parking should be allotted for a minimum of twenty-five (25) employee parking spaces. Despite having a 
staff of fifty-five (55), many of these employees are seasonal, and do not come to the Island with a vehicle. These 
employees carpool, utilize the operating company shuttles, or bike/scooter to work. As such, the parking spaces are 
based on the needs of year-round, full-time employees. Additional parking considerations should account for two (2) 
visitor parking spaces and one (1) handicap parking space, as well as bike racks or space for scooters. Circulation 
must account for the turning radius of a maximum thirty-five (35) foot bus, allowing for efficient movement through the 
yard to lower the risk of preventable accidents occurring on site. There should also be a dedicated space to allow 
employees to complete the required pre-trip inspection process, prior to pulling out for revenue service. The amount 
of space required for this is based on the number of vehicles in peak pull out (Table 2). 

Table 2. Vehicles in Peak Pull Out 

Type of Vehicle Number of Vehicles in Peak Pull Out 

Small Transit Buses 10 

Paratransit Buses 4 

12 Passenger Vans 8 

Mini Vans 2 

Sedans 2 
Source: NRTA, 2025 

3.5 Summary of Facility Needs 
To analyze NRTA’s functional needs, an Excel-based decision-tree model was used to determine the space required 
for each function of the garage. Three (3) overarching space scenarios were created for NRTA’s consideration (Table 
3). These scenarios are based on the assumption that the administrative and maintenance space needs are fixed, but 
that the bus storage space can be adjusted based on storage method.  

Table 3. Bus Storage Scenarios 

Scenario Bus Storage Method Description  

Scenario 1 Inside Buses are stored inside, with 650 to 1,755 square feet needed per bus depending 
on size and vehicle circulation  
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Scenario Bus Storage Method Description  

Scenario 2 Outdoors – Covered  Buses are stored outside, but are covered by a canopy, with 560 to 1,600 square 
feet needed per bus depending on size and vehicle circulation  

Scenario 3  Outdoors – Uncovered  Buses are stored outside, uncovered, and are simply parked in a parking space, 
with 540 to 1,560 square feet needed per bus depending on size and vehicle 
circulation  

The scenarios were used to generate three (3) estimates for the amount of space required, in square feet, per 
function (Table 4). Each function’s space needs were entered into the decision tree model to generate an area 
subtotal, inclusive of a 5 percent grossing factor for the bus storage and administrative spaces and 35 percent 
grossing factor for the maintenance space. The model is customizable, and adjustments were made to the 
dimensions of each functional space based on discussion with NRTA. Non-bus parking is determined by the number 
of total parking spaces needed, as well as space for pre-trip inspection. Circulation space is calculated as a 100 
percent factor of the area needed for all functions.  

Table 4. Estimated Facility Space Needs by Scenario 

Function Scenario 1  

(sq. ft.) 

Scenario 2 

(sq. ft.) 

Scenario 3 

(sq. ft.) 

Bus Storage Space 35,439 31,590 30,820 

Administrative Space 2,499 2,499 2,499 

Maintenance Space  9,478 9,478 9,478 

Non-Bus Storage Parking 
Space 

13,092 13,092 13,092 

Subtotal  60,508 56,659 55,890 

Circulation Space  60,508 56,659 55,890 

Grand Total  121,016 113,319 111,779 

Scenario 2 was selected by NRTA as the most logical facility layout to pursue. There is a more minimal footprint 
compared to the indoor storage scenario, which can save on construction costs. While the buses are not stored 
inside, they would still be covered and relatively protected from the elements. The canopy also allows NRTA to 
pursue on-site energy generation via solar panels in the future.  
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4. Site Evaluation  
A desktop analysis of the proposed site was conducted to determine if there are any fatal flaws that would preclude 
NRTA from proceeding with further assessment and preliminary design efforts. The evaluation focuses on 
determining if the site has optimal geometry, developing an environmental profile of the site, an assessment on the 
availability of current utility infrastructure, and the identification of any potential impacts to construction costs and 
timelines. 

4.1 Site Geometry 
The Site is approximately 2.6-acres, rectangular in shape, and consists of eight (8) independent parcels. The Site is 
wooded and substantially flat, sitting at approximately 50 feet above sea level. As noted, the Site is within the 
Commercial Industrial (CI) zone, which is consistent with the proposed land use. While the zoning regulations 
indicate a maximum impervious area of 50 percent, NRTA received confirmation from the Town that they would not be 
held to this standard and are able to develop a larger portion of the site, which is required to meet NRTA’s needs.   

Table 5. Zoning Standards for the Commercial Industrial Zone 

Standard Requirement 

Front Setback 20 ft. 

Side/Rear Setback Side: None; Rear: 10 ft. 

Minimum Road Frontage 75 ft. 

Impervious Surface Ratio 50% 

Maximum Building Height 30 ft. 

Source: Town of Nantucket Bylaws 

4.2 Environmental Profile  
As part of this feasibility study, a preliminary environmental review was completed to identify any potential barriers to 
the Site’s development. This analysis does not preclude the necessity of a more thorough environmental review, as 
may be required as part of either state or federal review requirements. The results of this review are summarized in 
Table 6 below. 

Table 6. Environmental Components 

 Site Directly Impacted Impacts Proximal to Site 

Wetlands and Wetland Soils No No 

Title 5 Buffer No No 

Surface Water Protection Area No No 

Wellhead Protection Area No No 

Storm Surge and Inundation No No 

FEMA National Flood Hazard Layer (1% 
and .2% Annual Change Flood Hazard) 

No No 
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 Site Directly Impacted Impacts Proximal to Site 

Areas of Critical Environmental Concern 
(ACECs) 

No No 

NHESP Priority Habitats of Rare Species Yes Yes 

NHESP Estimated Habitats of Rare 
Species 

No Yes1 

Shallow Bedrock No No 

DEP Tier Classified 21E Sites NA  

DEP Bureau of Air and Waste Large 
Quantity Generators of Hazardous Waster 

NA Yes2 

Source: MassGIS 

4.3 Utility Infrastructure 
The Site was also evaluated for its proximity to utility infrastructure, including access to water, sewer, electricity, and 
telecommunications, to ensure feasibility and cost-effectiveness of future development, summarized in Table 7. 
Electrical service on the island is provided exclusively by the Nantucket Electric Company, doing business as 
National Grid. While there is no natural gas available on the Island, the Site is directly adjacent to the tank farm 
owned and operated by Island Energy Services, which supplies heating oil, propane, and gasoline to the Island. A 
water main runs along Bunker Rd, which connects to both Industry Rd and Madequecham Valley Rd, placing the Site 
within the apparent service area of the Wannacomet Water Company. However, the Site is not currently located within 
the Nantucket Sewer District. The existing bus maintenance facility, which resides within the same CI zoning area, 
also does not have access to the sewer district and operates on a septic system. Telecommunications infrastructure 
is provided island-wide by Comcast.  

Table 7. Accessible Utilities  

Utility Provider Accessible to Site? 

Electricity Nantucket Electric Company (dba National Grid) Yes 

Heat Island Energy Services Yes – heating oil, propane  

Water Wannacomet Water Company Yes 

Sewer Town of Nantucket No 

Telecommunications Comcast  Yes  

Source: MassGIS, 2021; Nantucket GIS, Town and County of Nantucket, 2025; MassGIS, 2019 

4.4 Impacts on Construction Costs & Timeline 
To complete the analysis of the feasibility of the Site, several factors were evaluated for the potential to generate 
impacts on the cost and timeline for constructing the new bus garage. Potential impacts are summarized in the list 
below:  

• Though determined to be relatively level, the Site is completely wooded. A significant amount of site clearing is 
needed prior to construction for the removal of trees, shrubs, and other vegetation, which may add time and cost 

 
1 Within 1,000 ft. 
2 Within 1,000 ft. 
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to the initial development phase. Additionally, all wood and/or debris must be transported off Island, which is 
another cost NRTA may need to bear.  

• Construction of paved areas for vehicle movement will also need to be accounted for as additional paving of 
Industry Rd to the Site are required. Industry Rd is currently paved up to right before the Site, alongside the tank 
farm owned by Island Energy Services, but the remaining roadway until the intersection with Shadbush Road is 
still gravel. There is only one paving contractor on the Island, which could lead to complications with the 
construction schedule, should the contractor have limited availability.  

• Supporting fueling infrastructure for both gasoline and diesel can become costly, particularly when considering 
the additional safety elements that are required for each individual fuel island. With the development of the 
parcel at the end of Shadbush Rd for the new DPW site, which is anticipated to store and fuel the municipal 
fleet, there is a possibility for shared fueling infrastructure between NRTA and DPW. This could lower up-front 
capital costs, while also lowering operational costs by reducing vehicle deadhead. Collaborative planning 
between departments may also open opportunities for centralized fuel management and improved efficiency 
across municipal operations. However, the timeline for the construction of the DPW facility is unclear, and it is 
possible that it will not line up with NRTA’s needs.  

• Because of the size constraints of the Site, it is likely that there is not enough area on site for surface-level 
drainage features such as swales or retention basins. As a result, the drainage will need to be designed below 
grade to manage stormwater effectively within the limited footprint.  

• The environmental review completed as part of this feasibility study was completed at a high-level using readily 
available data sources to identify potential sensitive resources or other barriers to potential development. As part 
of a future preliminary design/design phase, a more detailed assessment will be required to determine the true 
presence of wetlands or hazardous materials. The findings of that analysis may impact site viability and/or the 
cost of the proposed facility.  

• Because the Site is not located within a Nantucket Sewer District, it will require the installation of a septic 
system. The layout of the current bus garage, also not located on the town wastewater system, is constrained 
by the septic system, as NRTA cannot build or pave on top of the leach field. For the future site, NRTA may need 
to consider a higher-cost design that utilizes tanks designed to withstand vehicular loads and can be installed 
under paved areas, accessible via manholes. This alternative could help optimize site layout while still 
complying with environmental and health regulations.  

• Because the Site is undeveloped, it will require all basic utility work. However, additional utility work will be 
necessary to support the electrification of NRTA’s fleet by bringing 3-phase power to accommodate the high 
energy demands of BEB charging infrastructure. This will also require a new transformer, the installation of 
underground conduits, and above ground installation of bollards to protect the chargers from accidental vehicle 
impact. NRTA has already investigated the possibility of bringing more power to their current facility and found 
that the quote was much higher than anticipated. As such, it can be expected that securing the necessary power 
to support fleet electrification will be a significant cost consideration. 

• Construction costs on Nantucket are expected to be elevated due to the Island’s unique logistical constraints, 
including limited access to materials, reliance on off-Island shipping, and a smaller pool of available labor. Labor 
is anticipated to primarily come from off-Island, which can increase costs. However, due to the location of the 
Site in a CI zone, construction will not be limited to the off season. This flexibility allows for a more efficient 
construction timeline and may help mitigate some of the cost pressures associated with building on the Island. 
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5. Conceptual Plan  
Using the information collected during the facility space analysis, a schematic site layout has been developed for the 
proposed bus garage under Scenario 2 as a single-story structure. This layout serves as the foundational visual 
representation of the garage’s design and functionality and is designed with flexibility in mind, acknowledging the 
need for future growth and adaptation as NRTA’s operational needs evolve. The layout also shows that a bus garage 
that meets the needs of NRTA is feasible at the Site offered by the Town. Please note that the square footage values 
referenced in the concept plan include some rounding and breaks out the fueling and bus wash as separate items 
while the cost estimate in Section 5.1 does not. 

Remaining page is intentionally left blank.  
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Figure 11. NRTA Facility Concept Overview 
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Figure 12. NRTA Facility Site Flow 
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Figure 13. NRTA Facility Oblique Angle 
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Figure 14. NRTA Facility Side Angle 
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5.1 Estimated Cost of Construction 
The estimated construction cost generated from the facility space analysis provides estimates for the following cost 
categories: 

• Site Work: Costs associated with site clearing, utility work, landscaping, and paving efforts required for parking 
and bus circulation, based on the square footage needs identified for the total site area and for parking. 

• Building Area: Costs associated with the construction of administrative and vehicle maintenance areas, based 
on the total square footage required. 

• Vehicle Storage Area: Costs associated with the construction of the vehicle storage bays, based on the total 
square footage required.  

• Equipment: Costs associated with the equipment necessary to furnish a bus garage facility, such as office 
furniture, maintenance and storage equipment, and fuel and wash equipment.  

• Soft Costs: Soft construction costs, including design and construction contingencies, fees, land acquisition, and 
surveys, tests, or reports.  

Table 8 shows an early estimated cost of $34,662,000 for the construction of a new bus garage under Scenario 2. 
This estimate is reflective of 2025 construction costs in Massachusetts. A 10 percent location factor increase has 
been applied to the baseline unit costs to account for the higher cost of labor and transportation of materials to the 
Island. Escalation and land acquisition are not included at this time. Land acquisition still needs to be coordinated 
with the Town to determine if the land would be purchased, leased, or donated. Escalation can be better defined 
when a clearer construction timeline is determined. The line item for the utility work to support NRTA’s electrification 
work is based on a recent quote NRTA received from Nantucket Electrical for similar services at their current facility. 
Based on that quote, a unit cost was developed and applied to 50 percent of the total site area. The unit cost 
accounts for costs associated with excavation and the installation of a transformer, concrete bases, strut assemblies, 
bollards, and conduits.  

Table 8. Estimated Cost of Construction  

 Line Item Unit Unit 
Cost 

Quantity Notes Cost (rounded) 

Site Work          

Site Clearing sq. ft. $2.00  115,323  Total Site area $231,000 

Utility Work – Basic  sq. ft. $1.00  115,323  Total Site area $115,000 

Utility Work – Electrification sq. ft. $19.00  57,662  50% of total site area $1,096,000 

Landscaping sq. ft. $2.20  17,298  15% of total site area $38,000 

Security sq. ft. $2.40  17,298  15% of total site area; perimeter 
cameras 

$42,000 

Parking spaces sq. ft. $20.00  13,092  Based on parking area; new asphalt $262,000 

Circulation sq. ft. $20.00  56,659  100% Circulation factor; new asphalt $1,133,000 

Roadway sq. ft. $20.00  17,600  Paving of Industry Rd $352,000 

Subtotal for Site Work      $3,269,000 

Building Area         

Total Administrative Area sq. ft. $825  2,499  Includes grossing factor $2,062,000 

Total Maintenance Area sq. ft. $360  9,478  Includes grossing factor $3,412,000 

Subtotal for Building Area    $5,474,000 

Bus Storage Area       

Total Bus Storage Area sq. ft. $175 31,590 Includes fueling and grossing factor $5,528,000 
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 Line Item Unit Unit 
Cost 

Quantity Notes Cost (rounded) 

Subtotal for Bus Storage Area   $5,528,000 

Equipment         

Admin. 
Furniture/Equipment 

sq. ft. $45  2,499  Based on typical office systems 
furniture 

$112,000 

Maint./Storage Equipment sq. ft. $56  7,102  Includes lifts, shop, storage equipment $398,000 

Fuel & Wash Equipment sq. ft. $111  8,310  Based on square footage of wash/fuel 
bay 

$922,000 

Subtotal for Equipment      $1,320,000 

SUBTOTAL     Rounded $15,591,000 

     
Soft Costs         

Design Contingency % 20%   $3,118,200 

Construction Contingency % 20%   $3,741,840 

General Conditions % 10%   $2,245,104 

General Requirements % 10%   $2,469,614 

Bonds and Insurances % 5%   $1,222,459 

Contractors Fee & Profit % 10%   $2,838,822 

Land Acquisition sq. ft. $0.00 115,323 Anticipated as a long-term lease 
negotiated between NRTA and the 
Town of Nantucket  

$0 

Architectural/Engineering 
Fees 

% 10%    $3,122,704 

Surveys/Tests/ Reports % 1%    $312,270 

Escalation %    
 

$0 

Subtotal for Soft Costs      $19,071,000 

TOTAL COST ESTIMATE   Rounded $34,662,000 

 

6. Conclusion & Next Steps  
In summary, the Site presents NRTA as a suitable opportunity for the development of a new bus garage, particularly 
given its location within a CI zone and its proximity to accessible utility infrastructure. It is anticipated that NRTA would 
need all eight (8) lots offered by the Town to develop a facility that meets current and growing fleet needs. While 
challenges such as elevated construction costs and limitations related to septic and electrical service must be 
addressed, these are manageable with thoughtful planning and investment. The conceptual layout demonstrates that 
the Site can accommodate NRTA’s operational needs, including future fleet electrification, while maximizing space 
efficiency and aligning with local zoning and environmental considerations. With strategic coordination and phased 
implementation, the Site can support long-term growth and resilience for NRTA’s services on Nantucket. The facility is 
currently drawn as a single-story structure. However, it is possible that a mezzanine, for additional storage, or a 
second story, for additional office space, could be considered either NRTA or Town needs. Further investigation 
should be pursued in future design efforts. 

It is recommended that NRTA convene discussions with the Town and the Department of Public Works (DPW) to 
discuss the feasibility of shared fueling infrastructure for the DPW and NRTA fleets, particularly if the timelines for 
construction are in alignment and can allow for a seamless transition of the fleet’s fueling needs. These conversations 
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should address the feasibility of utilizing one of the maintenance bays as an inspection bay that can be used to 
conduct inspections on the municipal fleet or for the potential of shared office space.  

Funding for future design and construction of the facility can be pursued under several state and federal programs. 
NRTA is already partnering with the Massachusetts Department of Transportation (MassDOT) Rail & Transit Division 
(RTD) to acquire funding for the next stage of the project lifecycle, having submitted an application for funding to 
complete preliminary engineering and design work under the Federal Transit Administration (FTA) Rural Tribal 
Assistance Program (RTAP), which provides grants to help advance infrastructure projects in rural areas. This 
program could also be pursued for funding for the completion of any necessary environmental review. RTAP requires 
no cost sharing or non-federal match, meaning no additional state or local funds would be needed to pursue these 
funds. In the past, NRTA has successfully partnered with MassDOT in pursuing Section 5339 Buses & Bus Facilities 
(B&BF) and Low or No Emission (LowNo) grant funding for the replacement of aging diesel vehicles. This joint 
program has a 25% set aside for rural areas and could reasonably be pursued again, this time for final design and for 
the construction of the facility itself. Because the facility will support BEBs, the application could be submitted under 
both BB&F and LowNo, increasing NRTA’s chances in securing funding. This program does have a local match 
requirement of at least 20%, which could be reasonably met using state capital funding reserved for RTAs, known as 
RTACAP. Section 5339 monies can also be pursued for the purchase and installation of solar panels installed on the 
canopies and/or the roof of the building. Last, the FY26 state budget included supplemental appropriations to support 
transit improvements across the Commonwealth, including electrical infrastructure to facilitate charging of electric 
buses. Should these funds be appropriated again in future budget cycles, NRTA can use this avenue to support the 
facility project.  

It is also important to recognize that the construction of the bus garage is anticipated to be at least partially funded 
through Federal sources. The use of federal funds negates several actions, such as a complete National 
Environmental Policy Act (NEPA) review is required prior to land acquisition to ensure potential environmental 
impacts are thoroughly assessed and mitigated. Because this project is for the full design and construction of a brand 
new facility on undeveloped land, it would not qualify for a Categorical Exclusion (CE) under NEPA. As such, it should 
be expected that NRTA will need to conduct an Environmental Assessment (EA) to determine if the facility 
construction will have a significant environmental impact. In later phases, such as during the installation of solar 
panels, it is likely that the project will qualify for a CE under FTA regulation, and therefore, additional environmental 
review would not be required. Beyond environmental review, some of the proposed uses of the facility, such as 
expanding the use of the inspection bay to the municipal fleet or the sharing of office space, triggers some provisions 
around incidental and/or shared use. As these plans become more formalized, it is incumbent upon NRTA to ensure 
that project funding partners (e.g., MassDOT and FTA) are aware of these uses during the execution of the grant 
agreement and subsequent reporting.  

Upon reaching the preliminary design phase of this project, there are several considerations that should be evaluated 
and planned in more detail, particularly regarding the necessary BEB infrastructure required to support NRTA’s 
electrification efforts. Key focus areas include layouts for charging equipment and considerations for any functional 
space needs associated with the integration of fire safety measures necessary for high-voltage battery systems. 
Additionally, the design should consider the possibility of phasing construction to align with funding availability and 
operational priorities. For example, the first phase would support the construction of the maintenance and storage 
areas, while the second phase would support the addition of the administrative area. A third phase could support 
more tailored or function-specific design and construction, such as for the addition of solar panels or a dedicated 
battery storage system.  
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