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Chapter 1: Introduction and Executive Summary

1.1 Introduction

During 2003 and 2004, Tom Crikelair Associates developed a Freeport Transit Plan for

-* the town of Freeport and the Maine Department of Transportation. Freeport's Train

Station Committee provided guidance and oversight for this planning effort.

This report presents the findings and recommendations of the study. It includes ten

chapters:

Chapter 1

- Chapter 2

Chapter 3

Chapter 4

Chapter 5

Introduction and Executive Summary
Chapter one presents a summary of the project report, including key
findings and recommendations.

Review of Previous Studies

Chapter two examines recent studies that provide background information
for transit planning in Freeport. The discussion focuses on issues in these
earlier reports that suggest a potential role for alternative transportation
services.

Review of Peer Transit Systems

Chapter three looks at transit services in other communities in an effort to
find ideas that may be relevant for Freeport. Six visitor-related
transportation programs are examined. Items addressed include service
designs, fare policies, marketing strategies, funding arrangements, project
ownership, and operating arrangements.

Transportation Survey of Freeport Visitors

Chapter four presents the results of a visitor survey carried out in Freeport
during July of 2003. The survey was designed to solicit information from
overnight visitors about their travel and parking experiences during their
stay in the Freeport region.

Service Design Alternatives

Chapter five presents ideas for possible shuttle bus services in the town of
Freeport. Draft routes and schedules were designed to meet the needs of
identified market groups. The chapter is designed to show town officials
and interested residents what shuttle services are possible and how much
these services are likely to cost.
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Chapter 6: Three Service Scenarios
Chapter six examines alternative implementation strategies for a shuttle
linking Freeport hotels and inns with downtown Freeport. These
strategies involve choices regarding service frequency, days of operation,
and passenger fares. Three service design scenarios were developed and
analyzed to determine likely costs and anticipated ridership. Two sets of
projections were developed for each scenario - one with a $1 fare, and
another with no fare.

Chapter 7: Management Alternatives
Chapter seven describes possible strategies for managing public
transportation services in the town of Freeport. It identifies five different
organizations that might be candidates for. ownership of a local transit
program. And it discusses in-house and contract alternatives for handling
day-to-day operations.

Chapter 8:  Driveways, Bus Stops, and Parking
Chapter eight identifies possible infrastructure improvements to support
proposed seasonal bus service linking downtown Freeport with lodging
establishments on Route 1 and North Main Street. It examines likely bus
stops along the proposed bus route and related pedestrian safety issues. In
one instances, it suggests a driveway change to facilitate safe and efficient
bus operations.

Chapter 9:  Capital and Financial Plan
Chapter nine presents a five-year capital and financial plan for seasonal
shuttle bus service in the town of Freeport. It includes capital and
operating cost projections for the five-year period FY 2008 through FY
2012, along with estimates of revenues required to pay for the service.

Chapter 10: Public Participation
Chapter ten describes efforts to obtain ideas and input from Freeport
community members. It presents notes from a series of Advisory
Committee meetings held to obtain guidance, suggestions, and reactions
from local residents as the plan was developed. And it summarizes the
results of a public workshop where alternative transit scenarios were
evaluated and discussed.

1.2 Summary of Key Findings
Review of Previous Studies

1. The final report of the Freeport Vision 2010 Initiative estimates that average overnight
visitation in Freeport during July, august, and September may be as high as 656 guests
per day.

1-2



o

2. The Freeport Vision 2010 report says “the lack of convenient, available parking was /S Q “
described as a major problem during peak summer months by almost everyone ! )
interviewed during this study.”

3. The report suggests that a “‘coordinated planning effort” will be needed to make and /
strengthen links between downtown Freeport and the waterfront.

4. Freeport’s 1994 Comprehensive Plan suggests that parking facilities adjacent to the
town Wharf area in South Freeport Village are not adequate for the demands placed on
them by commercial fishermen, recreational boaters, tourists, and neighborhood
residents.

5. The Comprehensive Plan suggests that town committees should “study the feasibility
of remote parking and shuttle vehicle services.”

Peer Transit Systems

6. Ridership productivity appears to be directly related to the frequency of service.
Among peer systems, those with longer waits between buses transported fewer riders per
bour of bus service. The system with the most frequent service experienced the highest
level of ridership demand, as well as the Jowest cost per individual rider.

7. Island Explorer and Mountain Explorer bus rides are free, while riders in Stowe and
Wells pay $1 per ride. For the Island Explorer program in Bar Harbor, free service and
increased frequency appear to have been the keys to attracting automobile owners.

8. Two of the peer systems (Island Explorer and Stowe) receive direct municipal
appropriations. Wells and Bethel rely on area chambers of commerce for subsidies,
although Bethel hopes to obtain municipal funding in the future,

9. The Island Explorer and the Mountain Explorer obtained limited federal rural transit
funding to help pay for operations. Federal operating assistance is not currently available
for Wells.

10. The Island Explorer relies on financial support from Acadia National Park and L.L.,
Bean. The Mountain Explorer receives substantial funding from Sunday River Resort.
Aside from ski resorts, the largest hotel contribution for seasonal service is $7,500,
provided by the Bethel Inn for Mountain Explorer operations. In the Bethel area, several
restaurants contribute $1,000 each. In Bar Harbor, the Jordan Pond House contributes
$5,000 for operation of the Island Explorer.

11. The key marketing tool for the Island Explorer is a full-color tabloid publication
featuring maps, timetables, and articles highlighting “ways to explore” the region. About
150,000 schedules are printed at a cost of roughly $.05 per piece by using a newspaper
press.
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12. The original Bethel Transit Plan recommended that Bethel and Newry enter into an
inter-local agreement to create a new transportation entity to operate local shuttle routes.
Officials at MDOT discouraged the Bethel Transit Committee from following this
approach, and recommended instead that the communities work through their existing
regional transportation provider to implement the service.

Transportation Survey

13. A visitor survey was carried out in Freeport during the week of July 15 through July
21, 2003. The survey was designed to solicit information from overnight visitors about
their travel and parking experiences during their stay in the Freeport region.

15. Completed surveys were turned in by 167 groups, representing a total of 409
individual visitors. Because of a Jow response rate and a limited sample size, survey
results should be used with caution. It is the opinion of the consulting team, however,
that the results do provide meaningful and important information that is relevant for the
task of designing Freeport transit services. Survey respondents identified a wide range of
transportation issues and attitudes that are relevant for transit planning.

16. The average length of stay was 1.8 nights. Sixty four percent of survey groups stayed
only one night in Freeport.

17. Eighty-one percent of survey participants traveled from their lodging establishment
into downtown Freeport via private automobile. Most of the walkers stayed at the White
Cedar Inn, the Harraseeket Inn, or the Village Inn.

18. Seventy-eight percent of survey groups said they traveled to the village center for
daytime shopping and activities. Sixty-four percent traveled into downtown Freeport for
evening dining. Midday and early evenings are the times when visitors are least likely to
find a convenient parking space quickly and easily. This suggests a potential role for
midday and early evening shuttle service.

19. Forty-seven percent of survey groups said it was “difficult” or “very difficult” to find
a midday parking space. Forty percent said it was “difficult” or “very difficult” to find an
early evening parking space. Hotel guests who struggle to find parking provide an
important potential market for a shuttle alternative. Parking appears to be difficult enough
to suggest a transit option, but problems do not appear to be serious enough to guarantee
its success. The frequency of service, the attractiveness of vehicles, the location and
convenience of bus stops, and the fare charged (if any) will be key factors.
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20. Groups were asked if their visit to Freeport would have been more enjoyable with a
frequent door-to-door shuttle service to downtown from their hotel or campground. At
the motel with the highest response, roughly one quarter said “Yes, we would definitely
have liked this.” One quarter said “Maybe, we would have considered using a shuttle.”
Another 25% said “Probably not, we are unlikely shuttle users.” And the remaining 25%
said “No, we have no interest in using a shuttle bus.”

21. Groups were asked if they would consider using the “Downeaster” Amtrak train for a
future visit if the train route is extended to Freeport. Thirty-three percent said “yes,” 18%
said “maybe,” and 33% said “unlikely.” The remaining 16% did not respond to this
question. Nine of the ten groups that had used the “Downeaster” in the past said they
would consider using an extended train for a future Freeport visit.

22. A number of survey respondents complimented the town for its current handling of
traffic and parking. Freeport’s successful efforts to provide short-term parking may limit
the demand for a shuttle alternative. At the same time, a well-designed shuttle could
contribute toward further improvements to the parking and traffic situation.

Service Design Alternatives

23. Service designs were developed to show the town of Freeport what shuttle services
are possible and how much these services are likely to cost. While the service design
chapter presents ideas for consideration by the community, not all of these services are
likely to be implemented by the town.

24. Key potential market groups include visitors who arrive by train and who need
transportation to lodging, shopping, and restaurants, and automobile travelers staying at
local hotels who wish to avoid searching for parking in downtown Freeport. Other
potential shuttle users include local senior citizens and children traveling to the YMCA,
visitors and residents traveling to the waterfront in South Freeport, groups that arrive in
South Freeport by sailboat, participants in L.L.Bean Outdoor Discovery School
programs, and day visitors to Winslow Park, Wolfe’s Neck Woods State Park, and other
local attractions.

25. Designs for four different transit routes were developed. These include a shuttle
linking downtown Freeport with hotels on Route 1 and North Main Street, a shuttle route
between downtown and Wolfe’s Neck, a shuttie linking downtown with South Freeport
and Winslow Park, and a shuttle connecting downtown with Desert of Maine and the
L.L.Bean Outdoor Discovery School facility on Desert Road.

26. The best candidate for Freeport shuttie service appears to be a route that links
downtown Freeport with hotels on Route I and inns on North Main Street. A draft
schedule calls for two buses to serve this route, with 30-minute headways from 9:00 a.m.
to 7:00 p.m. plus hourly departures at 8:00 p.m. and 9:00 p.m. Costs will vary,
depending on whether service continues in the shoulder seasons.
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27. If Route 1 shuttle service proves successful, there may be an opportunity in the future
to combine public routes to Wolfe’s Neck and Desert Road with L.L.Bean Outdoor
Discovery School shuttles.

28. A summer route linking downtown Freeport with Winslow Park and South Freeport is
likely to cost between $26,000 and $52,000 per year, depending in part on whether
evening service is included.

29. An employee shuttle service could operate between downtown Freeport and a future
satellite parking area. Ideally, such a parking lot would be developed on a site that is
adjacent to the proposed Route | shuttle route.

Three Service Scenarios

30. Three service scenarios were developed for a Route 1/North Main Street shuttle. This
included projections of likely costs and anticipated ridership. Two sets of projections
were developed for each scenario — one with a $1 fare, and another with no fare.

31. Freeport’s decision about fares may depend on the goals for the service. If the service
is designed just to accommodate Amtrak travelers, a $1 fare is unlikely to provide much
of an obstacle. However, if the community expects the shuttle to help reduce demand for
parking in the village center by hotel guests with cars, a free service may be more
effective.

32. All three scenarios call for 30-minute service during the peak summer season and 30-
minute weekend-only service during the December Sparkle promotion. The three
scenarios involve different choices for the shoulder season between Labor Day and
Christmas.

33. Scenario A includes summer shuttle only, with no service during the fall and early
winter. Scenario B includes hourly weekend-only service during the fall and early winter.
Scenario C calls for shuttles to operate hourly every day during the shoulder season.

34. The cost for summer-only service is likely to total between $75,000 and $85,000.
Adding weekend-only service during the fall and early winter adds between $19.000 and
$20,000 to the projected cost. Including daily 60-minute service during the foliage and
Christmas shopping seasons adds between $60,000 and $70,000 to the summer-only
option.

35. For all three scenarios, average daily shuttle ridership during the summer season is

projected to range from 130 to 220 per day with a $1 fare. With no fare, average daily
shuttle ridership during summer months is projected to range from 246 to 411 per day.
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36. Participants at a public workshop agreed with the suggestion of an Advisory
Committee member that shuttle service be limited initially to the peak summer season
(plus weekend-only shuttles during the December Sparkle promotion). They felt that the
extra funding needed for fall service might be difficult to obtain from private businesses
at the start of the project. They suggested that the service could perhaps be expanded into
the fall after local businesses had a chance to experience the benefits of a summer shuttle.

37. Community members also felt that it would be better to spend $88,000 and carry
28,000 riders with no fare, than to spend $73,000 and carry 15,000 riders with a $1 fare.
They agreed that fare-free service had a better chance of generating meaningful traffic
and parking benefits for the community, and that it made sense to increase costs by 21%
in order to carry 87% more riders.

38. In accordance with these suggestions, the consultants recommend that Freeport focus
its initia] attention on offering fare-free shuttle service linking hotels and inns with

downtown Freeport every 30 minutes from June 23 though September 1, as envisioned in
Scenario A. A draft map and timetable for this shuttle concept is presented in Figure 1.1,

Management Alternatives

39. Possible owners for a Freeport transit project include (1) the town of Freeport, (2) the
Freeport Merchants Association, (3) a new private non-profit corporation, (4) Regional
Transportation Program, and (5) L.L.Bean. Each of these possible owners could operate
the service directly, or they could contract with another company for day-to-day
operations. Possible service contractors include Regional Transportation Program,
L.L.Bean, and a private for-profit bus company.

40. In Western Maine, Bethel and Newry considered using an interlocal agreement to
form a new transit agency, but the communities were persuaded by MDOT to turn instead
to their designated regional service provider, Western Maine Transportation Services.
The regional provider in Cumberland County is Regional T ransportation Program (RTP).

41. RTP would probably agree to work with a local Advisory Committee to oversee the
design and delivery of seasonal shuttle service in Freeport. This advisory group could
include representatives of the town, the Freeport Merchants Association, area businesses,
and other Freeport residents.

42. Shuttles for Freeport will need to have their own identity, distinct from RTP’s widely
perceived role as a program for senior citizens, people with disabilities, low-income
residents, and social service agency clients.

43. Relying on RTP to implement and operate seasonal Freeport shuttle service would
take advantage of existing contractual arrangements between MDOT and RTP. This
should give Freeport access to federal and state transit grants that are allocated each year
to RTP for rural public bus service in Cumberland County.
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Figure 1.1  Draft Service Concept for a Route 1 Shuttle in Freeport
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44. Rural transit dollars from the Federal Transit Administration can be used to cover up
to 50% of the deficit for rural bus operations. While RTP is unlikely to have enough
FTA funds available to cover half of the cost of Freeport service, it may be possible to
obtain as much as $40,000 or more annually to reduce the cost to local Freeport partners.

45. This approach also draws upon the resources and expertise of RTP’s administrative
and transportation operations staff. It avoids duplication of administrative and operating
functions, including managers, offices, payroll systems, insurance contracts, annual
audits, vehicle maintenance, drug test procedures, and required ADA paratransit services.

Driveways, Bus Stops, and Parking

46. The consultants recommend that a bus shelter be provided at a new bus stop opposite
the new railroad station on Park Street. A low profile bus map and schedule display
should be included at this location.

47. A bus stop on North Main Street could be developed just north of Maple Street. This
would require a modest widening of the current shoulder area, along with relocation of a
short section of sidewalk.

48. The preferred location for the transit hub in downtown Freeport may be in front of the
Abercrombie and Fitch store. This location is currently a no parking zone and would
require minimal improvements. A bus stop sign and low profile display could be
installed at this location. There is a crosswalk at this location for easy pedestrian access.

49. The preferred configuration for serving the Super 8 and Comfort Inn is to link the two
moteis via a short new paved 12’ wide connection between their parking lots. This would
atlow a shuttle bus to exit from Route 1 once and reenter Route 1 once to serve these two

locations.

50. Driveways at the Freeport Inn and Café do not provide adequate turnaround space for
abus. For this reason, the preferred location for a bus stop appears to be along the
shoulder of Route 1 just north of the Freeport Inn driveway. A paved area adjacent to the
shoulder would be required (minimum 8’ by 5°) and a short paved sidewalk connecting to
the restaurant entrance would be desirable.

51. Opportunities to develop a peripheral lot should be explored as part of a long-term
parking strategy for the town of Freeport. One potential location is located at Pine Street
Just off Route 1. This is an open parcel of land that is strategically situated in three ways:
It is close to the downtown center (offering short shuttle rides for employees and train
travelers), it offers convenient interstate highway access, and it is located along the route
of the proposed Route 1 shuttle service.
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Capital and Financial Plan

52. The recommended Freeport Shuttle service will require the acquisition of three buses
— two for regularly scheduled operations and one for use as a spare vehicle. The
community would probably be well served by medium-duty 28-passenger buses similar
to the vehicles used for the Island Explorer project in the Acadia region, Freeport should
consider the benefits of using clean-burning propane fuel for this seasonal transit project.

53. The plan assumes that capital grants from the Federal Transit Administration would
be used to cover 80% of the cost of new buses. It assumes that Maine state bonds would
cover the remaining 20% of the cost of the 28-passener visitor shuttle vehicles.

54. The combined cost for recommended bus stop improvements is approximately
$44,000. Up to $35,000 could be covered by Federal Transit Administration grants. The
remaining $9,000 couid be divided between the town of Freeport ($5,000) and
participating hotels ($4,000). Municipal funds would help pay for improvements on Park
Street, North Main Street, and Main Street, plus a crosswalk near the Casco Bay Inn,

55. The financial plan assumes that shuttle operations would begin with the
commencement of Freeport Amtrak service in the summer of 2008. Start up of transit
operations might be delayed if the extension rail service is postponed beyond 2008, Cost
projections are based on a current unit cost of $45 per hour inflated by 2.5% each year
through FY 2012.

56. The financial plan assumes that Regional Transportation Program would allocate
$45,000 of Cumberland County’s FTA rural transit funding for the Freeport project,
beginning in FY 2008. It projects that this amount would increase by 2.5% each year.
The plan anticipates a one-time $9,600 grant from MDOT for design and development of
initial marketing materials,

57. The plan calls for Freeport hotels to provide annual financial support to cover just
under 25% of the cost of operating the shuttle service. This amounts to $25,000 in FY
2008. With an annual increase of 2.5%, hotel fees will total $27,595 by FY 2012.

58. The plan suggests that L.L.Bean might agree to contribute $20,000 per year to the
project, or roughly 18% of shuttle operating costs. It calls upon the Freeport Merchants
Association to provide $21,000 to cover printing and promotional costs.

39. Five-year revenue and expense projections are summarized in Figure 1.2. Revenues

are projected to exceed expenses during each year of the plan. Actual results will depend
in large part on the level of participation by hotel and other private business partners.
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Figure 9.3  Five-year Revenue and Cost Projections
FY 2007 FY 2008 FY 2009 Fy 2010 FY 2011 FY2012
Operating Costs
Summer Shuttle 0 87,174 89,353 91,587 93,876 96,223
Fall Shuttle 0 0 0 0 0 C
Employee Shuttle 0 0 0 0 0 0
Marketing design 12,000 1,500 1,500 1,500 1,500 1,500
Printing 0 9,000 9,225 9,456 9,692 9,934
Media promotions 0 12,000 12,300 12,608 12,923 13,246
Total costs 12,000 109,674 112,378 115,150 117,991 120,903
FY 2007 FY 2008 FY 2009 FY2010 FY2011 FY 2012
Operating
Revenues
FTA 5311 RTP G 45,000 46,125 47,278 48,460 49,672
FTA Marketing 9,600 0 0 0 0] 0
MDOT 0 0 0 0 0 0
Town of Freeport 0 0 0 0 0 0
Freeport Hotels 0 25,000 25,625 26,266 26,922 27,595
-Other Rt 1
businesses 0 2,000 2,050 2,101 2,154 2,208
L.L.Bean ¢ 20,000 20,500 21,013 21,538 22,076
Freeport Merchants
Assoc. 2,400 21,000 21,525 22,063 22,615 23,180
Other revenues 0 0 0 0 0 0
Total Revenues 12,000 113,000 115,825 118,721 121,689 124,731
Fund Balance
Opening balance Q 0 3,326 6,773 10,344 14,042
Net change 0 3,326 3,447 3,571 3,697 3,827
Ending balance 0 3,326 6,773 10,344 14,042 17,869



Public Participation

60. At the direction of the Freeport Town Council, the town’s Train Selection Committee
provided oversight and direction for this Freeport transit study. Meetings were held at
the Freeport town office at various stages during the development of the project.

61. A public workshop was held on the evening of January 26, 2004 at the Freeport
Middle School. Approximately 15 community members attended, including several
Freeport town councilors and a reporter from the local newspaper.

62. Workshop participants agreed that the best approach to providing a Route 1 shuttle
would be to begin with summer only service. They felt that this lower-cost approach
would increase the likelihood of private business participation. Participants suggested
that businesses might be willing to increase their financial support to add fall service once
they experienced the benefits of summer service.

63. A Freeport city councilor pointed out that free service was more likely to result in
reduced traffic and parking congestion in the downtown center. He suggested that the
benefits of free service were worth more than the limited revenue likely to be collected
from fare-paying riders. There appeared to be consensus support among workshop
participants for free service.

FreeportChl_d.doc
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Chapter 2: Review of Previous Studies

This chapter examines a number of recent studies that provide background information
for transit planning in Freeport. The discussion focuses on issues in these earlier reports
that suggest a potential role in the community for alternative transportation services.

The chapter addresses the following studies, documents, and reports:

Section 2.1  Freeport Vision 2010 Initiative (2002)

Section 2.2 Freeport Comprehensive Plan (1994)

Section 2.3 Freeport Transportation Study (1984)

Section 2.4 Maine Strategic Passenger Transportation Plan (1997)

Section 2.5  Cumberland County Commuter Bus Study (1999) and Alternative Modes
Feasibility Study (1996)

Section 2.6  Freeport Zoning Ordinance

2.1  Freeport Vision 2010 Initiative

The final report of the Freeport Vision 2010 Initiative examines opportunities to
reinvigorate Freeport’s retail core in an effort to increase its retail tax base. Key issues
addressed in the report include

* Freeport’s competitive position relative to other shopping destinations

* Strategies for marketing Freeport’s identify

* Possible municipal / private partnerships to stimulate sales and investment

* Strategies to expand the visitor experience to bring more people to town and to
encourage them to stay longer

A number of possible development and marketing strategies are highlighted in the report.
Proposed improvements include:

* A downtown parking structure

* A new downtown visitor center

* A downtown inn

* Expansion of retail and dining opportunities

* Streetscape enhancements

* Performance and entertainment facilities

* Expansion of outdoor programs and recreational facilities

The report places particular emphasis on the importance of extending the average length
of stay for visitors.
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To better understand visitor behavior, the study included a pedestrian survey carried out
on three days during the Columbus Day weekend of 2001. A number of key findings
may be particularly relevant for transportation planning:

25% of respondents lived in southern Maine, 6% lived elsewhere in Maine, and
69% lived outside of Maine.

One third of tourist visitors (respondents living outside of southern Maine) were
first-time visitors, while two-thirds had made prior visits.

84% of tourist visitors arrived by private car or RV.

One-third of tourist visitors arrtving by car or RV said that parking was hard to
find.

85% of tourist respondents said they were staying away from home overnight.
This represents 63% of all respondents.

25% of tourist respondents said they would spend the night in Freeport. This
represents 30% of respondents planning an overnight stay, and 19% of total
respondents.

98% of respondents said they planned to shop during their visit. 87% planned to
visit L.L. Bean. 55% planned to eat at a table-service restaurant. 15% planned to
visit the waterfront. 3% planned to attend an outdoor program,

When asked what Freeport could do to convince them to extend their next visit, 28% of
survey respondents said improved traffic flow or parking. Nine percent said adding more
restaurants, and 6% suggested expanding nightlife options.

The study examined sales tax data to identify retail sales trends between 1996 and 2001.
During this five-year period, lodging sales increased 88%, while food service increased
23% and other retail sales increased 11%. The report suggests that increases in lodging
can be explained in part by the opening of new Freeport hotels.

The report also describes Outdoor Discovery programs offered by L.L. Bean from their
Freeport store. They include one or two-hour “walk-on” introductory classes and
multiple-day Discovery Schools. Programs are offered in kayaking, fly fishing, and
sporting clays shooting.

The report analyzes overnight lodging demand at five Freeport hotels and estimates that
average overnight visttation during July, August, and September may be as high as 656
guests per day.

The report identifies two locations for possible future development of parking structures.
One lies within the block bounded by Main, Bow, Depot, and Mill Streets. The second is
on School Street adjacent to the railroad tracks. The report also suggests “pedestrian
qualities of Freeport’s downtown should be extended into adjoining areas to better link
edges with the core.”
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While the study recommends increased recreational activities for Freeport visitors, it
acknowledges that Freeport lacks direct access to the Casco Bay waterfront and other
recreation destinations. It points out that routes connecting the existing downtown to the
South Freeport waterfront are not well marked, and that many local residents would
oppose increased automobile and RV traffic on the connecting residential roadways. The
report says:

Without a clear, easily navigated link between downtown/L.L. Bean and the waterfront, it will be
far more difficult to make the ‘recreation connection’ for potential visitors. ... If the objective is to
focus on recreational amenities as a new activity generator for Freeport, better connections to
recreation sites throughout the immediate area should be made.

The report suggests that a “coordinated planning effort” will be needed to make and
strengthen links between the waterfront and downtown Freeport. It suggests that the
town of Freeport “could be instrumental in seeking state and Federal funding for local
transit to move visitors from downtown Freeport to other area recreational locations.”

The report also says “the lack of convenient, available parking was described as a major
problem during peak summer months by almost everyone interviewed during this study.”

2.2  Freeport Comprehensive Plan (1994)

Freeport’s Comprehensive Plan presents programs and policies designed to retain
Freeport’s unique physical and human qualities while addressing commercial and
residential growth. The plan focuses on seven key issues:

Preserving and protecting natural resources, open space, and scenic areas
Managing the impacts of commercial development while encouraging local
business

Managing commercial development on Route 1 South

Encouraging economic diversity

Providing affordable housing

Improving public waterfront access

Improving coastal water quality

Preserving Freeport’s heritage

Managing residential growth in rural areas

B —
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A community attitude survey was included as part of the comprehensive planning effort.
Community residents identified a number of transportation-related issues, including
downtown congestion, downtown pedestrians, parking at the Town Wharf, and the Bow
Street/Main Street intersection.

The Comprehensive Plan describes traffic congestion issues in downtown Freeport and in
South Freeport. It observes that summer traffic in downtown Freeport increases
dramatically by 10:00 a.m. and maintains a high level at least until 6:00 p.m. It also
points out that parking facilities adjacent to the town Wharf area in South Freeport
Village are not adequate for the demands placed on them by commercial fishermen,
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recreational boaters, tourists, and neighborhood residents. According to the report, the
lack of an adequate turnaround at the end of Main Street contributes to traffic circulation
probiems.

The plan identifies an overall transportation policy for the town, with supporting goals
and implementation strategies. These address highways, local roads, bicycle lanes,
pedestrian safety, and parking. The plan says: “Inclusion of alternative transportation
facilities should be considered where appropriate.” It suggests that the town should
“encourage public and shared transportation efforts including the State’s passenger rail
planning efforts.”

The plan identified a the need for shoulders, sidewalks, paths, or other pedestrian
connectors to accompany future development on Route One. It suggests that town
committees should “study the feasibility of remote parking and shuttle vehicle services.”
It also encourages the development of tour bus parking lots.

2.3  Freeport Transportation Study (1984)

A 1984 Freeport Transportation Study addresses current and future parking requirements
in Freeport’s commercial center, along with anticipated traffic flows. The study
recommends the addition of new parking lots, along with revisions to municipal parking
policies.

The 20-year-old study does not include any discussion of shuttle bus service as a future
strategy to reduce congestion and parking demand. It does not examine expansion of
lodging facilities on Route 1 south of Desert Street, nor does it address parking and traffic
concerns at the Town Wharf in South Freeport.

The study includes a number of findings that are reievant for current transit planning
efforts.

1. Short-term parking improvements should result in a net gain of 275 parking
spaces.

2. Short term improvements are unlikely to keep pace with increases in parking
demand. The study suggests that long-range solutions need to be identified.

3. Incremental growth throughout the town center will result in significant turning
delays for traffic entering Main Street from side streets in the downtown area.

4. Average parking durations at L.L. Bean parking lots on Middle and School Streets
were 3.4 and 4.1 hours respectively.

3. Two of the proposed new parking lots are “somewhat removed from the core
area” and a strategy may be needed “to encourage area employees to park at these
locations.”
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24  Maine Strategic Passenger Transportation Plan (1997)

The Maine Strategic Passenger Transportation Plan envisions extension of passenger rail
service from Portland to Brunswick with a scheduled stop in downtown Freeport. The
plan identifies three potential markets:

* Tourists and shoppers
* Mid-coast Maine residents traveling to New Hampshire and Boston
* Limited commuter travel to Portland, Freeport, and Brunswick

The plan includes initial ridership projections suggesting that an estimated 75 passengers
a day would access the Portland-Brunswick segment via Boston to Portland Amtrak
service. It discusses the possible use of supplemental buses to increase the frequency of
train service between Portland and Freeport. It does not address the need for a local
shuttle service to link downtown Freeport with area hotels and campgrounds.

2.5 Cumberland County Commuter Bus Study (1999) and Alternative Modes
Feasibility Study (1996)

A 1999 Cumberland County Commuter Bus Study identifies corridors with market
demand for express commuter bus service. The study recommends that commuter bus
service be implemented in the Bath/Brunswick to Portland corridor. It also suggests that
steps be taken to promote increased use of park and ride lots in Brunswick, Freeport, and
Yarmouth.

A related 1996 Alternative Modes Feasibility Study provided demand and cost estimates
for interurban bus and rail alternatives in nine regional corridors, including Portland-
Freeport-Bath/Brunswick. This study envisions bus service through Freeport every 30
minutes during peak commute hours, and every 60 minutes during the rest of the day,
with service extending from 6:00 a.m. until 10:00 p.m.

Neither study addresses the need for local transportation links within the town of
Freeport.

2.6  Freeport Zoning Ordinance

Freeport’s Zoning Ordinance requires businesses in the Village Commercial I district that
use shared parking to locate employee parking “off site.” According to the ordinance,
such employers “shall maintain and enforce a parking policy which requires employees to
use the designated, off-site parking area.” This language is designed to encourage
businesses to limit use by employees of prime on-site parking spaces. However, the
ordinance does not specify where off-site employee parking should be located, and
enforcement is left to individual employers.

FreeportCh2_2.doc
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Chapter 3: Review of Peer Transit Systems

This chapter looks at transit services in other communities in an effort to find ideas that
may be relevant for Freeport. Six visitor-related transportation programs were examined.
Items addressed include service designs, fare policies, marketing strategies, funding
arrangements, project ownership, and project operations.

The chapter includes seven sections:

Section 3.1  Criteria for identifying peer communities

Section 3.2 Summary of Peer Findings

Section 3.3 Island Explorer (Bar Harbor and Acadia National Park)
Section 3.4 Mountain Explorer (Bethe! and Sunday River)

Section 3.5  Portland Explorer

Section 3.6  Stowe Trolley

Section 3.7  Wells Trolley

3.1 Criteria for Peer Communities

The first challenge was to identify communities reasonably similar to Freeport with
existing shuttle bus programs. The consultants looked for communities that share some
or all of the following characteristics:

Important visitor destinations

Communities without extensive year-round transit operations

Distances between hotels and attractions that are too far to walk

Parking constraints at attractions that present obstacles for overnight guests
Potential for car-free visitation via airlines, tour buses, intercity rail, or bus
Shuttles serving Amtrak stations with travel times under 30 minutes
Transit projects that benefit multiple businesses rather than a single resort
Cost-sharing arrangements without dedicated tax revenues

XN RN -

While Maine programs are of particular relevance and interest, out-of-state programs
were also considered. A few communities that looked promising at first were rejected
upon closer examination. Projects that were rejected include:

*  Western ski resorts like Park City, Utah that benefit from dedicated transit sales
tax revenues. Similar tax revenues are not likely to be available in Maine

*  YARTS (Yosemite Area Regional Transportation System) linking the Merced
Amtrak station with Yosemite National Park. This transit link involves travel
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times of up to three hours. Most existing Amtrak thruway bus programs involve
long distances and long trave! times.

* Williamsburg, Virginia, a tourist destination served by Amtrak and local buses.
Williamsburg has an extensive year-round transit operation. Interestingly, while
Amtrak trains and local buses share a common terminal, most Williamsburg
hotels include no mention of connecting bus service in their web-site promotions.

Three relatively new Maine programs are included, the Island Expiorer in Bar Harbor, the
Mountain Explorer in Bethel, and the Portland Explorer in Portland. A York County
trolley bus program is examined, along with a shuttle bus program in Stowe, Vermont.
Two of the five peers offer scheduled links to Amtrak passenger rail stations (Portland
and Wells).

3.2  Summary of Peer Findings

Key features of the five peer transit programs are summarized in Figure 3.1. Findings
that may be relevant for Freeport include the following:

1. The most likely ownership scenarios are municipal (Stowe), chamber of commerce
(Wells), or non-profit transit agency (Bethel and Bar Harbor). With municipal or
chamber ownership, operations can be contracted to a private operator or a non-profit
transit agency.

2. Bus operations are likely to cost roughly $50 per hour. Costs for contracted services
appear to be slightly higher than costs for programs operated directly by non-profit
agencies.

3. Ridership productivity appears to be directly related to the frequency of service.
Among peer systems, those with longer waits between buses transported fewer riders per
hour of bus service. The system with the most frequent service experienced the highest
level of ridership demand, as well as the lowest cost per individual rider.

4. Two of the peer systems (Island Explorer and Stowe) receive direct municipal
appropriations. Wells and Bethel rely on area chambers of commerce for subsidies,
although Bethel hopes to obtain municipal funding in the future.

3. The Island Explorer and the Mountain Explorer obtained limited federal rural transit
funding to help pay for operations. Federal operating assistance is not currently available

for Wells,

6. Island Explorer and Mountain Explorer bus rides are free, while riders in Stowe and
Wells pay $1 per ride. The Bar Harbor program experimented with fares on an earlier
campground shuttle, and found that usage increased 400% when fares were eliminated.
When a fare was charged, users were nearly all recreational vehicle owners. Free service
and increased frequency appear to have been the keys to attracting automobile owners.
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Figure 3.1

Summary of Peer Transit System Features
Mountain Portland
Island Explorer Explorer Explorer Stowe Trolley | Wells Trolley
Project Non-profit Na?'g-tfgﬁgitt Council of Municipalit Chamber of
ownership transit agency P governments pality Commerce
agency
Operating Non-profit ;Ia?-;;?;ggitt Private charter | Private school g';:_g;?;ﬁgitt
arrangement | transit agency agency bus company | bus company agency
Annual
operating cost $579,000 $134,000 $262,000 $186,500 $129,350
Estimated cost
per hour $46 $48 $51 $63 $50
Estimated
annual riders 281,000 37,500 20,000 47,256 33,852
Estimated cost
per rider $2.06 $3.57 $13.10 $3.95 $3.82
Estimated
riders per 23 14 Less than 4 16 13
service hour
. Not currently;
FTA cqpltal Yes Yes planned for Yes Yes
funding
future
! . 26% 41% o 37%
FT. Afjf:’.;at’”g 5311 Rural | 5311 Rural & ﬂ{a 5311 Rural No
g Transit Transit Transit
Direct o o
municipal $5190 000 No No $3106<f50 No
funding ’ !
Single-ride
fare Free Free $3 $1 $1
Winter;
Season Summer & fall Winter only Year-round limited year- | Summer only
round
Peak 15 minutes 30 minutes 1 hour 20 minutes [35-40 minutes
headways
Amtrak link No No Yes No Yes
Percent of 53% 28% 3.5% 13% 15%
funding from Acadia National dav Ri cipati Mount Well
largest cadia National | Sunday River | participating oun elis
Park Resort hotels Mansfieid Chamber
partner
through Stowe
Lci?;fglﬂ?;‘il $2,000 $7,500 $9,200 Area $1,750
Association
Largest through Stowe
restaurant $5,000 $1,000 $2,400 Area $1,725
contribution Association

3-3



7. The Island Explorer relies on financial support from Acadia National Park and L.L.
Bean. The Mountain Explorer receives substantial funding from Sunday River Resort.

8. Aside from ski resorts, the largest hotel contribution for seasonal service is $7,500,
provided by the Bethel Inn for Mountain Explorer operations. In the Bethel area, several
restaurants contribute $1,000 each. In Bar Harbor, the Jordan Pond House contributes
$5,000 for operation of the Island Explorer.

3.3 Island Explorer (Bar Harbor and Acadia National Park)

3.3.1 Service Area

The Island Explorer provides seasonal bus service for Acadia National Park and
surrounding Mount Desert Island towns, inciuding Bar Harbor. Mount Desert Island has
a year-round population of about 8,000, including roughly 4,000 in Bar Harbor. The area
includes numerous hotels and campgrounds accommodating visitors during the spring,
summer, and fall. The key destination for visitors is Acadia National Park, which reports
an estimated 3 million visits per year.

3.3.2 Markets and Services

The Island Explorer system is designed to reduce parking and traffic congestion in
Acadia National Park and neighboring village centers. Seven bus routes on Mount Desert
Island provide links from hotels and campgrounds to hiking trails, carriage roads, island
beaches, and in-town shops and restaurants.

Groups utilizing the free Island Explorer system include visitors and commuting workers,
plus other year-round and summer residents. Onboard passenger surveys suggest that
roughly 22% of Island Explorer users are year-round or summer residents of Mount
Desert Island.

During 2002, the Island Explorer operated from June 23 through Labor Day. Beginning
in 2003, service will continue through Columbus Day, thanks to a corporate gift from
L.L. Bean for the preservation of Acadia National Park.

Island Explorer buses carried a total of 281,142 riders during the 2002 summer season
(June 23 through September 2). The system averaged 3,905 riders per day, with a one-
day peak of 5,697 riders.

The route that appears to have the most relevance for Freeport is the Eden Street route,
linking Bar Harbor’s village center with nearby Eden Street hotels. This route is
approximately a mile and a half in length. Buses offer front door stops at six major hotels
between 7:15 a.m. and 11:00 p.m. One bus is used to provide 30-minute headways from
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early morning until mid-afternoon. From 3:45 p.m. until 11:00 p.m., two buses are used
and service is provided every 15 minutes.

During 2002, the Eden Street route carried 78,831 riders, for a daily average of 1,095,
Thirty-five percent of Eden Street riders said their primary trip purpose was shopping or
dining.

A Campground route provides links to Bar Harbor from six private campgrounds. Other
routes serve National Park destinations and neighboring towns. Buses provide access to
town piers and other public waterfront facilities in Seal Harbor, Northeast Harbor,
Southwest Harbor, Manset, Bass Harbor, and Bernard.

3.3.3 Fares

There is no fare for use of the Island Explorer shuttle bus system. A portion of Acadia
National Park entrance fee revenue is used in place of fare box revenue. With this
approach, those who visit by automobile contribute toward the cost of addressing
automobile congestion. Donation boxes are available on buses, but contributions are
strictly voluntary.

Prior to inauguration of the full Island Explorer system, a single bus route served
campgrounds on Route 3. When fares were eliminated on this route as an experiment in
1997, ridership jumped by 400%. Prior to elimination of the $3.00 all-day fare, 93% of
bus users were recreational vehicle owners. Automobile drivers began using the system
“in more significant numbers when the service was offered for free.

In 2002, 57% of visitors using the bus system said they traveled to the region in an
automobile without an attached trailer. Twenty percent arrived in a recreational vehicle
or with an attached trailer. The remaining 23% of visitors said they traveled to the region
without a personal motor vehicle. This included 9% commercial airplane, 5% private
sailboat, 3% intercity bus, 3% tour bus, and 2% cruise ship.

3.34 Marketing

The key marketing tool for the Island Explorer is a full-color tabloid publication featuring
maps, timetables, and articles highlighting “ways to explore” the region. About 150,000
schedules are printed at a cost of roughly $.05 per piece by using a newspaper press.

Easels are used to display printed schedules at hotels and campgrounds throughout the
region. Free schedules are available at the Bar Harbor Village Green transit hub in an
outdoor newspaper vending machine. Schedules are also inserted in Acadia National
Park’s visitor newspaper.
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The project has a web site (www.exploreacadia.com) with supporting links on Acadia
National Park’s home page. It also benefits from free public service ads on a local cable
TV channel.

3.3.5 Funding

Propane-powered buses were purchased using a combination of federal CMAQ grants
and National Park Service funds. Local communities helped pay the 20% local share for
the initial fleet of eight CMAQ-funded buses.

Operating costs for the Island Explorer totaled approximately $579,000 for the summer
of 2002. Acadia National Park entry fees covered 53% of operating costs. The Federal
Transit Administration provided 26%, municipalities paid 10%, and local businesses
covered 9% of system operating costs.

The funding breakdown for FY 2003 is as follows:

National Park Service 306,000
FTA /MDOT 150,000
Municipalities 59,000
Local businesses 51,500
Individual donations 10,000
Total 579,000

An additional $250,000 per year in corporate support from L.L. Bean will be made
available beginning with the summer of 2004. These funds will allow the season to be
expanded to include the roughly six weeks between Labor Day and Columbus Day.

3.3.6 Ownership and Management

The Island Explorer is managed and operated by Downeast Transportation, Inc. (DTT),
the private non-profit transit agency that has been providing public bus service in
Hancock County since 1980.

While DT holds title to 18 Island Explorer buses, disposition of this equipment is
controlled by MDOT.

The National Park Service provides operating funding for the project through a
cooperating agreement with DTI. Area municipalities and businesses likewise provide
funding for the project directly to DTI. Corporate funds from L.L. Bean were given to
the non-profit group Friends of Acadia. FOA transfers funds to Downeast Transportation
in accordance with requests from Acadia National Park.
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34 Mountain Explorer (Bethel and Sunday River)

3.4.1 Service Area

The Mountain Explorer provides a shuttle bus link between the town of Bethel and the
Sunday River Ski Resort in Newry. During the 2002-03 winter season, a commuter route
between Sunday River and Rumford was added. Bethel had a 2000 year-round
population of 2,411, while Newry had a total of 344 year-round residents, and Rumford
had 7,742.

The major attraction in the region is the Sunday River Ski Resort. Sunday River features
126 ski trails on eight mountain peaks with 18 ski lifts. In addition, the resort includes
restaurants, hotels, an inn, condominium units, and related facilities. Sunday River is
also a major regional employer.

The town of Bethel includes inns, motels, and bed & breakfast establishments, plus
restaurants, gift shops, two high schools, a movie theater, and other businesses. A variety
of motels, inns, condominiums, recreation centers, shops, restaurants, and pubs are
located along Route 2 and the Sunday River Road between Bethel and the ski mountain.

3.4.2 Markets and Services

The Mountain Explorer began providing bus service between Bethel and Sunday River in
winter of 2000-2001. Free bus service was designed to provide guests staying in Bethel
car-free access to the ski mountain, and guests at Sunday River car-free access to
restaurants, shops, and other attractions located in Bethel and on the Sunday River Road.

In addition, the basic Mountain Explorer route provides commuter transportation for a
variety of seasonal workers, many of whom do not have cars. The Bethel-Sunday River
route also serves high school students traveling to the ski mountain for weekend skiing.

Important markets for the Bethel-Sunday River shuttle service include British skiers and
other international visitors who travel to the region via airplane and charter bus. Area
businesses recognized that European visitors expect car-free transportation to be
available. They also knew that competing ski resorts offer transportation systems to meet
the demands of domestic and foreign skiers.

Bethel-Sunday River service operates every 30 minutes during peak morning and late
afternoon hours. Buses operate every hour during the midday and every 45 minutes at
night.

Beginning in the winter of 2002-03, Mountain Explorer service was expanded to include
daily commuter bus service between Rumford and Sunday River. These commute trips
are designed to increase the supply of available workers for seasonal jobs at the ski resort.
In addition, Sunday River provided housing for some seasonal employees in Rumford.
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During the 2002-03 winter season, the regular Mountain Explorer route transported a
total of 29,800 one-way riders. During the same time period, the Rumford-Sunday River
commuter service carried 7,700 riders. The main Bethel-Sunday River route served an
average of about 280 per day, while the Rumford bus carried an average of about 73 one-
way riders per day.

3.4.3 Fares

The Bethel Area Chamber of Commerce followed the lead of the Island Explorer and
western ski resorts by deciding to charge no fare for rides on the Mountain Explorer,
Project partners cover the full cost of operating the service, allowing visitors, commuters,
high school students, and others to ride for free.

344 Marketing

The primary marketing vehicle for the Mountain Explorer service is a full-color brochure
that displays route maps, timetables, and advertisements from supporting sponsors. The
publication includes information and maps for separate on-mountain shuttles operated by
the ski resort. The project also uses distinctive bus stop signs with the Mountain Explorer
logo.

Many of the lodging establishments located along the route provide information about the
Mountain Explorer in their web sites and in other promotional materials,

34.5 Funding

Operating costs for the Mountain Explorer during the 2002-03 season totaled
approximately $134,000. Roughly 60% of these costs are shared by businesses located
along the route. The remaining 40% is funded using Federal Transit Administration
subsidies available through MDOT,

The Bethel Area Chamber of Commerce plays a major role in organizing and raising
funds for the project. The largest private contributor is the Sunday River Resort, which
provided $30,000 for operations and $7,000 for marketing. The Bethel Inn contributed
$7,500 for bus operations, while six hotels and restaurants provide $2,500 each. Five
smaller inns and restaurants paid $1,000 each, while about 15 businesses paid amounts
less than $1,000.

The Gould Academy also contributed $2,500 to the program. Municipal funds were not
provided during the initial two years, though efforts to add some local taxpayer support
are expected in future years.
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Sunday River covers the full cost of Rumford commuter bus services, The funding
breakdown for the 2002-2003 winter season is as follows:

Federal Transit Administration 55,000
Sunday River 37,000
Other local businesses 39,500
Gould Academy 2,500
Total 134,000

3.4.6 Ownership and Management

The Mountain Explorer is managed and operated by Western Maine Transportation
Services (WMTS), a private non-profit agency that provides a variety of subsidized
transportation services throughout western Maine. The service is operated by WMTS
through a contract agreement with the Bethel Area Chamber of Commerce.

The Bethel Area Chamber of Commerce provides oversight and advice to WMTS
through a volunteer Bethel Transit Committee, The Transit Committee focuses on
service design and marketing to ensure that residents and visitors receive a high quality
service from the transportation agency.

The MDOT is in the process of purchasing three buses for the Bethel-Sunday River
service. No local contribution will be required. These vehicles will be used elsewhere in
- Maine during the summer season. For the Rumford commuter service, WMTS utilized a
bus purchased by the transportation agency with 100% local funding.

The original Bethel Transit Plan recommended that Bethel and Newry enter into an inter-
local agreement to create a new transportation entity to operate local shuttle routes.
Officials at MDOT discouraged the Bethel Transit Committee from following this
approach, and recommended instead that the communities work through their existing
regional transportation provider to implement the service.
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3.5  Portland Explorer

3.5.1 Service Area

The Portland Explorer operates within Portland and South Portland. Portland had a 2000
population of 64,249, while South Portland’s population was 23,324. The Portland
Explorer serves the Portland International Jetport, the Portland Transportation Center
(Amtrak and Concord Trailways), the Scotia Prince, Commercial Street, and the Casco
Bay Ferry terminal. Stops at the Vermont Transit terminal on Congress Street are offered
on request.

The bus includes scheduled stops at the Embassy Suites Hotel and the Hilton Garden Inn
near the Portland Jetport, and the Eastland Hotel on Congress Street in downtown
Portland. It also stops at DiMillo’s Restaurant in the Old Port.

3.5.2 Target Markets and Services

The Portland Explorer operates from 6:40 a.m. until 9:00 p.m. One bus is used to provide
service once per hour.

The service is designed to provide low-cost transportation between the new Amtrak
station and Portland’s waterfront. It also connects various transportation terminals and
Portland hotels. Three participating hotels pay annual fees to help offset the cost of
operating the service.

The Portland Explorer also provides a direct link between transportation modes. For
example, a passenger arriving from Nova Scotia on the Scotia Prince can use the Portiand
Explorer to transfer to the Downeaster Amtrak service at the Portland Transportation
Center. Similarly, individuails who arrive by ferry at the Casco Bay Ferry terminal can
use the bus to travel directly to the Portland Transportation Center or to the Portland
Jetport.

While drivers will drop off passengers in other locations on request, the Portland
Explorer does not make on-demand stops to pick up passengers at non-designated stops.
This policy reflects an effort to provide “express” service to and from transportation
terminals.

Transfer links to Portland’s Metro bus service are available at the Jetport, at the Portland
Transportation Center, and at the Casco Bay Ferry terminal.

The Portland Explorer usually carries between 20 and 40 passengers per day. This works
out to an average of less than 4 riders per service hour. A large percentage of riders are
day-trippers from the Boston area using the service to travel between the Amtrak station
and the Portland waterfront.
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3.5.3 Fares

The one-way cash fare for the Portland Explorer is $3, while a round-trip costs $5. A
one-day pass good for unlimited rides in a single day costs $7.

Project planners initially projected fare box receipts of $109,000 per year. Actual fare
box collections have fallen short, with first-year fare box revenues likely to total around
$20,000.

3.5.4 Marketing

The transportation project is promoted via a pocket-sized map and schedule distributed at
terminals and hotels along the route of the bus. Maps, timetables, and related information
are also available at a Portland Transportation web site, as well as at the Downeaster web
site.

The project purchased six weeks of newspaper advertisements, with display ads
appearing in five regional newspapers. The Portland Explorer is also featured in the
centerfold of Ride Guide for the Downeaster rail service.

. The service is operated currently with a motor coach owned by a private bus company.
~The Portland Explorer logo is displayed using temporary signs attached to the sides of
this bus. Greater Portland Council of Governments hapes to replace this vehicle with a
new propane-powered bus with a more visible Portland Explorer logo and paint scheme.

3.5.5 Funding

Operating costs for the Portland Explorer total $262,000 per year. A federal Congestion
Mitigation and Air Quality (CMAQ) grant covers 80% of this cost. Business sponsors
pay $30,000, while fares cover about $20,000.

CMAQ 212,000
Business sponsors 30,000
Fare box 20,000
Total 262,000

The three participating hotels each pay $9,200 per year, while DiMillo’s Restaurant
contributes $2,400 for the service. '

The original expectation was for CMAQ funding to subsidize three years of Portland

Explorer service. Due to lower than expected fare box receipts, CMAQ funds are likely
to cover less than two full years of operations.
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GPCOG expects to purchase two propane-powered buses for future use on the Portland
Explorer route. GPCOG expects to cover capital costs with a $200,000 Federal Highway
Administration grant, plus a $50,000 contribution from a private propane energy council.

3.5.6 Ownership and Management

The Portland Explorer is a project of the Greater Portland Council of Governments.
GPCOG has responsibility for service design, marketing, fund raising, service evaluation,
and contract administration and oversight. GPCOG uses the Peninsula Transit
Operations Group as an unofficial advisory committee for the project. This group
includes public and private passenger transportation providers within the Portland region.

MGPCOG has also formed a Portland Explorer marketing committee, with representation
from participating hotels, DiMillo’s, the Portland Jet Port, the Northern New England
Passenger Rail Authority, and the city of Portland’s transportation department,

A private bus company, VIP Tour and Charter, operates the Portiand Explorer service for
CPGOG through a one-year contract agreement. GPCOG has an option to renew for up
to 3 years. This contract was awarded to the private bus company through a competitive
procurement process.

CMAQ grant funding can be used for no more than three years. Long-term viability and
ownership of the project is uncertain at this time. GPCOG officials indicate that one
option may be to shift ownership of the service to Portland METRO.

3.6  Stowe Trolley

3.6.1 Service Area

The Stowe Trolley serves the town of Stowe, Vermont and the nearby community of
Morrisville. According to the 2000 U.S. census, Stowe had a year-round population of
4,339, while Morrisville had 5,139.

The Mount Mansfield ski area is located approximately 10 miles west of the center of

Stowe. There are a wide selection of resorts, inns, and restaurants located in the village
of Stowe or along the two-lane highway between the town and the ski mountain.

Morrisville is located about 10 miles north of Stowe and includes regional shopping

centers and a regional hospital.

3.6.2 Markets and Services

The Stowe Trolley offers shuttie bus service between Stowe and Mount Mansfield during
the winter ski season. During peak hours, the service operates every 20 minutes, Hourly
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service is availabie during the middle of the day and during the evening. The service
operates from 8:00 a.m. until 10:30 p.m., serving skiers and local commuters during the
day time, and restaurant and pub patrons during the evening.

The Stowe Trolley operates a year-round shopper service between Stowe and Morrisville.
The bus to Morrisville operates every Tuesday and Thursday and is designed to serve
area senior citizens and other local residents without cars.

Trolley bus tours are offered during the summer and fall. This service is designed to give
visitors to Stowe a car-free view of major attractions in the community and the
surrounding scenery.

Municipal officials report that Stowe Trolley ridership in 2002 totaled 47,256. With bus
operations estimated at 2,500 hours per year, this yields an average of 19 riders per
service hour.

3.6.3 Fares

A one-way ride on the Stowe Trolley costs $1. A one-week pass sells for $5. Tokens
and passes can be purchased from hotel desk clerks, the Stowe Area Association, or the
town clerk’s office. The town also offers a $15 season pass for year-round Stowe
residents.

3.6.4 Marketing

The town of Stowe produces a full-color brochure featuring Trolley maps and timetables.
This publication is distributed by the town, the Stowe Area Association, and individual
hotels and businesses. It is also available on buses and at the ski mountain.

Information about the Stowe Trolley is availabie on the town’s web site. Many visitor-

related businesses include information about the shuttle service in their web sites and
promotional materials.
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3.6.5 Funding

The Stowe Trolley has an annual budget of just under $350,000 per year.

Federal Transit Administration 67,000
Vermont Agency of Transportation 183,000
Town of Stowe 30,000
Stowe Area Association 30,000
Mount Mansfield 25,000
Fares 14.000
Total 349,000

The $30,000 annual contribution from the Stowe Area Association is raised through
assessment to organization members. Large resorts and hotels that benefit directly from
front door Trolley service are also the largest contributors to the Stowe Area Association.

3.6.6 Ownership and Management

The town of Stowe administers the Stowe Trolley program and is responsible for
oversight of the transit service. The town applies to the Vermont Agency of
Transportation for capital and operating grants to support the transit service.

The service is operated for the town by Lamoille Valley Transportation, a local private
school bus and tour company. Bids for operation of the service are solicited by the town
from vendors every 2 or 3 years.

Transit management responsibilities are divided between the town manager, the town
planner, and an administrative assistant. The Stowe Area Association provides assistance
with transit marketing.

The service is provided with buses owned by the town. These vehicles were acquired
with federal grants that covered 80% of the purchase price.
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3.7  Welis Trolley

3.7.1 Service Area

Wells is a York County community with extensive ocean beach frontage. The
community has numerous RV parks, campgrounds, motels, inns, and related seasonal
businesses and attractions. According to the 2000 census, the town of Wells had a year
round population of 9,400.

Downeaster Amtrak trains offer scheduled stops at the Wells Transportation Center. The
transportation center is located near the intersection of Route 9 and the Maine Tumpike,
approximately one mile west of Route 1.

3.7.2 Target Markets and Services

The Wells Trolley links RV parks, campgrounds, motels, and inns with community
beaches and commercial centers., The service is designed to provide visitors and
residents with easy access to these destinations without having to find a parking space or
pay for beach parking.

The Wells Trolley also offers scheduled stops at the Wells Transportation Center
providing connecting service for passengers utilizing the Downeaster Amtrak passenger
rail service. The regular route is extended to the Wells Transportation Center to meet all
Downeaster Amtrak trains that arrive between 9:00 a.m. and 10:00 p.m.

The service operates from 9:00 a.m. until 10:00 p.m. from the last weekend in June
through Labor Day.

Buses operate on an 18-mile round trip route. Ordinarily, three vehicles are used on the
troliey route. A fourth vehicle is available as a spare and for special charters. The fourth
bus is added to the regular route to maintain frequencies when traffic is heavy.

Under medium traffic conditions, the route takes one full hour to complete. This means
that three buses can maintain 20-minute headways on the route. During periods of peak
summer congestion, traffic delays can extend the round trip travel time to nearly two
hours. This can result in wait times between trolieys of as much as 35 or 40 minutes.

During the 2002 summer season, the Wells Trolley carried approximately 33,850 riders.
This works out to an average of roughly 13 riders per service hour.

3.7.3 Fares

The fare for a single ride is $1. A one-day pass costs $3, while a 12 ride ticket sells for
$10. Special passes are available for individuals employed by businesses that sponsor the
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Trolley service. Fare box receipts in 2002 totaled $33,852. Fares covered just over 25%
of the cost of operating the service.

3.7.4 Marketing

The principal marketing tool for the Wells Trolley is a brochure that includes a map of
the trolley route and a listing of all stops. This “Summer Trolley Schedule” is published
and distributed by the Wells Chamber of Commerce. The brochure also lists events in
the Chamber’s Summer Concerts series.

In addition, most businesses served by the Wells Trolley include information about the
service in their web sites and promotional materials.

3.7.5 Funding

Three of the four buses used on the Wells Trolley route were purchased with 80% grant
funding from the federal CMAQ program. The Wells Chamber of Commerce provided
the required 20% local match. The fourth trolley was purchased with 100% Chamber of
Commerce dollars. Because federal funds were not involved, this fourth vehicle is
available for special charter trips. (Equipment purchased with federal DOT grants cannot
be used to compete with private charter bus companies.)

The one-year operating cost for the Wells Trolley is just under $130,000. Supporting
businesses cover 58% of this cost through the purchase of advertisements displayed on
the outside and inside of trolley vehicles. Fare box receipts cover 26% of operating costs.
Wells Chamber of Commerce pays the remaining 16%. :

Trolley ads sold to supporting businesses 75,500

Wells Chamber of Commerce 20,000
Fare box receipts 33.850
Total Operating Funding 129,350

The Wells Trolley offers stops in front of all advertisers located on the trolley route.
Buses do not stop at businesses that do not provide financial support for the
transportation project.

Advertising signs are different sizes and range in price from $1,400 for a 30-inch by 60-
inch exterior sign to $100 for an 8-inch by 32-inch interior sign. Nine different
businesses spend more than $1,000 each on trolley advertising. An additional 18
businesses spend between $500 and $1.000, while an additional 36 businesses spend
between $100 and $500.

Next to the Wells Chamber of Commerce, the largest contribution came from York
Hospital, with a purchase of just under $4,000 in trolley ads during the summer of 2002.
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3.7.6 Ownership and Management

The Wells Trolley project is owned and administered by the Wells Chamber of
Commerce. The Chamber of Commerce contracts with York County Community Action
Corporation (YCCAC) to operate the service. YCCAC provides subsidized
transportation services throughout York County.

YCCAC hires and supervises drivers. YCCAC subcontracts vehicle maintenance to the
Biddeford-Saco-Old Orchard Beach ShuttleBus. The Wells Chamber of Commerce
handles fund raising for the project through advertising sales.

FreeportCh3_3.doc
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Chapter 4: Transportation Survey of Freeport Visitors

This chapter presents the results of a visitor survey carried out in Freeport during the
week of July 15 through July 21, 2003. The survey was designed to solicit information
from overnight visitors about their travel and parking experiences during their stay in the
Freeport region.

The chapter includes twelve sections:

Section 4.1  Methodology and Response
Section4.2  Group Size and Age of Respondents
Section 4.3  Overnight Lodging and Length of Visit
Section 4.4  Residency and Travel Modes

Section 4.5  Trip Purpose

Section 4.6  Travel to Downtown Freeport

Section 4.7  Ease and Convenience of Parking
Section 4.8  Other Local Activities and Destinations
Section4.9  Likely Shuttle Usage

Section 4.10  Use of the Amtrak “Downeaster”
Section 4.11  Visitor Comments and Suggestions
Section 4.12  Observations and Conclusions

A copy of the survey form is included as an appendix to this report.

4.1 Methodology and Response

Surveys were distributed to Freeport lodging establishments on July 14, 2003. Hotel, inn,
B&B, and campground managers were asked to instruct front desk clerks to give a blank
survey to each group as they check in during the week of July 15 through July 21, 2003.
Guests were asked to drop off the completed survey when they checked out or to leave
completed forms in their room.

Members of the consulting team spoke via telephone or in person with most hotel and
campground managers prior to the July 14 distribution date. This was done to explain the
purpose of the survey effort and to remind managers that the interest and involvement of
their front desk staff was needed to generate visitor responses. The survey effort was
explained to Bed & Breakfast owners when survey forms were distributed on July 14.

A supply of survey forms was given to 9 hotels or motels, 3 campgrounds, and 7 bed &
breakfast establishments. Responses were obtained from 9 hotels/motels, 2
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campgrounds, and 4 B&B’s. Completed surveys were turned in by 167 groups,
representing a total of 409 individual visitors.

It is difficult to identify a response rate for the survey effort, because lodging
establishments handled distribution of survey forms. While the consulting team knows
how many survey forms were given to individual businesses, no record was kept of the
number of forms actually distributed to hotel, campground, and B&B guests.

It is evident, however, that the visitor response rate was very low. For example, the
Hampton Inn with a total of 77 rooms generated just 6 completed surveys. The Coastline
Inn with 109 rooms generated 16 completed surveys. The response rate at Comfort
Suites was somewhat higher, with 78 rooms and 23 completed surveys. Among
participating hotels, the best response came from Super 8, with 72 rooms and 26
completed surveys.

If two-thirds of available rooms were occupied, and if rooms turned over 3 or 4 times
during the week, this would suggest a hotel/motel response rate of between 4% and 9%.
The number of responses decreased during the last days of the weeklong survey. This
suggests that front desk staff may have paid less attention to survey distribution toward
the end of the survey period

Recompense Shore Campsites with 100 sites generated 9 completed surveys, while
Desert of Maine with roughly 30 sites generated 4 responses. No completed surveys
were obtained from the campground at Winslow Park. If campgrounds were full and
campsites turned over twice during the week, this would suggest a response rate at the
two participating campgrounds of about 5%.

Most bed & breakfast establishments generated a handful of completed surveys. The one
exception was the White Cedar Inn, which generated responses from 24 different groups.
This results from a special effort on the part of the owners of this B&B to solicit
responses from their guests.

4.2  Group Size and Age of Respondents

Participants were asked to identify the number of individuals in their party. A total of
167 groups filled out the survey form. These 167 groups included 409 individuals. The
average group size was 2.4 and the median group size was 2.0.

Just over half of the groups consisted of two people. Individuals traveling alone
accounted for 14% of survey responses. Twelve percent of groups included three
members, while 22% of participating groups included four or more peopie.

Thirteen percent of group members were retired adults, 63% were non-retired adults,

12% were teenagers, and 11% were younger children. One-third of participating groups
included at least one child.
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4.3  Overnight Lodging and Length of Visit

Individual lodging establishments and the number of participating groups for each
location are presented in Figure 4.1.

Figure 4.1  Distribution of Groups by Lodging Establishment

Lodging Establishment Number of Groups

Super 8 Motel 29
White Cedar Inn 24
Comfort Suites 23
Coastline Inn 16
Freeport Inn 11
Dutch Lighthouse Motei 9
Eagle Motel 9
Recompense Campsites 9
Harraseeket Inn 8
3 Sisters B&B 7
Hampton Inn 6
Casco Bay Inn 4
Desert of Maine 4
Atlantic Seal B&B 3
- Village Inn 1

_-.' Seventy-one percent of participating groups were staying overnight in a Freeport hotel,
motel, or large inn. Twenty-one percent were staying in a small inn or bed & breakfast,
while 8% were staying at a campground.

Two-thirds of the responding groups were staying in hotels or motels located on Route 1
South. Twenty-two percent stayed in hotels or B&B’s located within the village of
Freeport. Wolf’s Neck campers accounted for 6% of responding groups, Desert Road
campers accounted for 2%, and a South Freeport B&B accounted for 2%.

The 159 groups that responded to a question about overnights in Freeport spent a
combined total of 287 nights in local lodging establishments. The average length of stay
was 1.8 nights. Sixty-four percent spent only one night in Freeport, while 18% stayed for
two nights, 13% stayed between 3 and 5 nights, and 5% stayed 6 or 7 nights.

The distribution of combined overnights by day of the week is presented in Figure 4.2.
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Figure 4.6  Ability to Find a Downtown Freeport Parking Space
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Figure 4.7  Convenience of Downtown Freeport Parking Location
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4.8 Other Local Activities and Destinations

Groups were asked what other activities they participated in during their stay in the
region. A number of questions focused specifically on South Freeport.

* 31% said they visited South Freeport for dining. (While this figure may be
accurate, it is also possible that some groups failed to distinguish between
Freeport and South Freeport. And some groups may have been under the
impression that the Muddy Rudder Restaurant and Freeport Inn Cafe were in
South Freeport.)

* 4% said they took a charter boat ride in South Freeport.

* 6% visited Winslow Park

* 2% participated in an L.L. Bean Outdoor Discovery School.

Respondents were asked to identify other Freeport destinations that they visited outside
of the downtown center. The most popular was Wolfe’s Neck Park, identified by 10
survey groups. Other locations named by more than one group included Royal River
Natural Foods (4 groups), the Muddy Rudder Restaurant (3 groups), Brunswick or
Bowdoin College (3 groups), Freeport Inn Cafe (2 groups), and Desert of Maine (2
groups).

4.9  Likely Shuttle Usage

Groups were asked if their visit to Freeport would have been more enjoyable with a
frequent door-to-door shuttle service to downtown from their hotel or campground.

* 44% checked “Yes, we would definitely have liked this.”

* 29% checked “Maybe, we would have considered using a shuttle.”
* 13% checked “Probably not, we are unlikely shuttle users.”

* 15% checked “No, we have no interest in using a shuttle bus.”

These results may have been influenced by what appears to be a high degree of
enthusiasm on the part of some bed & breakfast guests. This is most noticeable with the
White Cedar Inn, where there was a very high response rate, and where 71% of
participating groups said they would definitely have liked a shuttle and the remaining
29% said they would have considered using it.

If survey responses are screened to consider only guests of hotels and motels on Route 1
South, the following results are obtained:

*  39% *Yes, we would definitely have liked this.”

* 28% “Maybe, we would have considered using a shattle.”
* 14% “Probably not, we are unlikely shuttle users.”

* 19% “No, we have no interest in using a shuttle bus.”
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There appears to have been particularly strong support for shuttle bus service on the part
of guests of the Dutch Lighthouse Motel, where 8 of 9 participating groups said they
would definitely have liked a shuttle service.

At other lodging establishments, opinions were more evenly divided among the four
choices. For example, of the 26 responses obtained from the Super 8 Motel, six said
“yes” (23%), 7 said “maybe” (27%), 7 said “probably not” (27%), and 6 said “no” (23%).

At the Comfort Inn Suites, 20 groups responded to the survey. Six said “yes” (30%), 8
said “maybe” (40%), two said “probably not” (10%), and four said “no” (20%).

There were 8 responses from groups at the Harraseeket Inn. At this in-town hotel, one
group said “yes” (13%), three said “maybe” (38%), two said “probably not” (25%), and
two said “no” (25%).

There were 8 participating groups at Recompense Shore Campsites. Two said “yes”
(25%), two said “maybe” (25%), three said “probably not” (38%), and one said “no”
(13%).

4.10 Use of the Amtrak “Downeaster”

Seven percent of participating groups said they have used Amtrak’s Boston-to-Portland
“Downeaster” rail service. Two of these ten groups were from Maine. Other individual
groups were from New Jersey, Nebraska, Maryland, Florida, Puerto Rico, Quebec, New
York, and Pennsylvania.

Groups were asked if they would consider using the “Downeaster” for a future visit if the
train route is extended to Freeport. Thirty-three percent said “yes,” 18% said “maybe,”
and 33% said “unlikely.” The remaining 16% did not respond to this question.

Nine of the ten groups that had used the “Downeaster” in the past said they would
consider using an extended train for a future Freeport visit.

4.11 Visitor Comments and Suggestions

Survey participants were asked if they had any suggestions regarding parking or
transportation in Freeport. A number of people suggested that shuttle bus service would
be a welcome addition.

A visitor from New York State who was staying at the Comfort Inn Suites said: “Shuttle
service sounds like a good idea. On other visits I have found the traffic to really be quite
heavy!! I try to shop early morning, late afternoon or mid-week, not weekends.” Another
New Yorker staying at the White Cedar Inn said: “Shuttle service a must.”
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A visitor from Vermont at the Dutch Lighthouse Motel said: “The shuttle would have
been very helpful. I will be pleased to use it. (I'love to walk, but it's a long way to walk
back with purchases.)”

A visitor from New York who was staying at the Comfort Inn Suites said: “We were just
visiting Bar Harbor & used the free shuttle to go everywhere we wanted to go. Great
idea! Husband gone to Portland, had to call a cab to return from shopping.”

A visitor from Pennsylvania who was staying at the Super 8 Motel said: “We traveled
with motorcycles & had only one vehicle (truck). Some wanted to take the truck to do
things. I would have liked to use the shuttle to go shopping since I didn't have other
transportation.”

Many survey respondents agreed that a shuttle bus could make a positive contribution. A
Massachusetts visitor at the Hampton Inn said: “Shuttles with satellite parking would
help your traffic issues.” A Maryland guest at the Harraseeket Inn said: “Shuttle would
eliminate some of the traffic & parking issues.”

A guest at the White Cedar Inn from Maryland said: “Shuttle bus to extended destinations
will help people get to places other than shopping.” A visitor from Virginia at the
Comfort Inn Suites commented on the “horrible parking conditions in South Freeport.”

- A group from New York at the White Cedar Inn said: “Road to harbor not walker
friendly. Shuttle to/from harbor would ease parking.”

A number of survey respondents complimented the town for its current handiing of traffic
and parking. A visitor from Ontario at the Super 8 Motel said: “Considering the bulk of
day tripping shoppers, I think the town does an excellent Jjob of providing sufficient
parking.” A visitor from New York at the 3 Sisters Inn said: “Great time, very busy
place, so organized for the amount of people.” A visitor from Pennsylvania staying at the
Coastline Inn said: “Few problems in our visits over the years.” Another Coastline group
from Pennsylvania said: “You do a good job as it is.”

A number of survey respondents suggested that Freeport develop a parking garage. A
visitor from New Hampshire at the Harraseeket Inn said: “Build a two or three story
parking garage.” A visitor from New York at the Atlantic Seal Bed & Breakfast
suggested: “A parking garage rather than sprawling lots.” An Oregon visitor at the White
Cedar Inn suggested: “Multi-level garage with trolley service to all points of interest.”

Several visitors suggested that directional signs for parking could be improved. A visitor
from Illinois at the Super 8 Motel said: “It would help if you had more signs on your
main road directing visitors to the parking areas.” A visitor from New York at the
Coastline Inn said: “Parking hard to find and not enough notice on where (lots) are until
last minute.” A group from Pennsylvania at Recompense Shore Campsites suggested:
“Better signs at intersections.”



Other suggestions included:

* More handicapped parking

* More parking on a level with Main Street

* Public transportation to Portland Jetport

* Pedestrianize the main shopping area around L. L. Bean.

* Shuttles with satellite parking

* Putsidewalks so one can walk from hotels on the south end of town

4.12  Survey Evaluation and Conclusions

This final section presents the consulting team’s evaluation of the visitor survey results.
It assesses strengths and weaknesses of the survey effort and provides observations and
conclusions that should prove helpful in the design of transit services for Freeport.

Response Rate and Survey Sample

Surveys appear to have been completed by less than one out of ten visiting groups. The
consultants talked with individual hotel managers after the survey in an effort to
understand this low response rate. Managers reported no difficulties or problems with
survey distribution. It appears that most visitors were simply not interested in
participating. Visitors took the forms with them to their rooms but did not bother to fill
them out.

Completed surveys were turned in by 167 groups, representing a total of 409 individual
visitors. Because of the limited sample size, survey results should be used with caution,
It 1s the opinion of the consulting team, however, that the results do provide meaningful
and important information that is relevant for the task of designing Freeport transit
services. Survey respondents identified a wide range of transportation issues and
attitudes that are relevant for transit planning.

At the same time, it should be remembered that the survey was not designed to yield a
simple prediction of how many people will ride a shuttle service. In general, survey
questions about future use of proposed transit services are notorious for generating
unrealistic responses. Typically, the number of people who say that they will use a bus
service is many times larger than the number who will actually ride.

The Freeport survey questions focused on people’s actual experiences, not on their
hypothetical future actions. Questions about future bus service addressed attitudes
toward a possible shuttle service and avoided asking if respondents would ride.

An important issue regarding the survey sample is whether it was representative of
visitors in general, or whether “self selection” came into play — with only special types of
visitors filling out the survey form. The wide range of attitudes and issues identified by
survey respondents suggests that “self selection” did not skew the results toward
unrepresentative support for transit, with two possible exceptions.

4-12



Responses from two lodging establishments may have been influenced somewhat by the

inn owners’ enthusiasm for the transit planning

effort. This appears to be especially

likely at the White Cedar Inn, where guests were asked by B&B owners to fill out the
survey during breakfast. Guests at this establishment were far more likely to express

positive interest in a future shuttle service
enthusiasm of their hosts.

— perhaps reflecting to some degree the

The active involvement of lodging owners may have generated a higher rate of survey
response, but this may also have influenced the survey results. In general, a smaller

representative sample is more

Another reason for using caution with the
was limited to mid-summer visitors only.

useful than a larger group reflecting special views.

survey results is the fact that the survey sample

In some respects, visitor and travel patterns are

likely to be different during foliage and Christmas shopping seasons.

Observations and Conclusions

The following table identifies survey findings that may be particularly relevant for transit

planning, along with the consulting

team’s observations and conclusions.

In general, the visitor survey suggests that there is some potential for transit service in
Freeport, particularly for visitors traveling between hotels on Route 1 South and

Freeport’s retail center. At

the same time,

significant percentage of visitors will board a bus

survey results provide no guarantee that a
instead of using their cars. The survey

suggests that it is difficult but not impossible to locate midday parking in downtown

Freeport. Even those who €Xpress an interest in a

shuttle alternative can be expected use

a bus only if the ease and convenience of the transit service outweighs the perceived
inconvenience of searching for a place to park.

Survey Result

Comments

22% of groups included 4 or more people.

Larger groups may have greater interest in traveling
to diverse locations. A bus alternative allows
members to travel independently from their group.

The average length of stay was 1.8 nights. Sixty-
four percent spent only one night in Freeport.

Short-term visitors may be less likely to try a transit
alternative. Some visitors may first try to find
parking, switching to a bus only if they have a hard
time parking their cars.

One-third of visiting groups included a Friday or
Saturday night stay.

Limited weight should be given to this survey
result. Summer season service will almost certainly
need to operate daily. Travel patterns in the fall will
be different, most likely with higher numbers on
weekends. The survey does suggest that service
levels during the summer do not need to vary on
week-ends versus weekdays.

Two-thirds of visitors live in New England or mid-
Atlantic states.

Local travelers may be less likely than foreign
visitors to look for a shuttle alternative. But this
same pattern appears in Bar Harbor, where use of
shuttles is strong.

4-13




Seventy-eight percent of participating groups
traveled to the region in a car or truck without an
attached camper trailer,

It can be difficult to convince auto travelers to use
transit. The key issue for people with cars is likely
to be how frequently the service operates.

‘Twenty-nine percent of survey respondents said the
primary purpose of their visit to Freeport was
shopping.

Many summer travelers stop in Freeport as part of a
broader vacation trip. A fall survey would likely
generate a different result. Nonetheless, more than
three-fourths of respondents expect to shop in
downtown Freeport.

Bar Harbor and Acadia National Park were
identified by 20% of groups identifying other
destinations,

Visitors returning from Bar Harbor may have tried
Acadia’s successful transit system and therefore
may be more willing to use a transit alternative in
Freeport,

Seventy-eight percent said they traveled to the
village center for daytime shopping and activities.
Sixty-four percent traveled into downtown Freeport
for evening dining.

Midday and early evenings are the times when
visitors are least likely to find a convenient parking
space quickly and easily. This suggests a potential
role for midday and early evening shuttle service.

Seventy-eight percent of White Cedar Inn groups
walked while 86% of Harraseeket Inn groups said
they walked,

Caution should be used here, because these sub-
groups are small. But this finding suggests a
different type of need and more limited demand for
shuttles for in-town inns and B&B's.

While some visitors arrive in downtown Freeport at
7:00 a.m. or earlier, most arrive after 9:00 a.m. A
significant number of groups stayed in-town as late
as 9:00, 10:00 and 11:00 p.m.

A comprehensive shuttle service could link local
hotels and downtown Freeport from 7:00 a.m. until
10:00 or 11:00 p.m. A less expensive approach
would be to delay the start of service until 9:00 a.m.
and to end operations at 10:00 p.m.

Forty-seven percent said it was “difficult” or “very
difficult” to find a midday parking space. Forty
percent said it was “difficult” or “very difficult” to
find an early evening parking space.

Hotel guests who struggie to find parking provide
an important potential market for a shuttle
alternative. Parking appears to be difficuit enough to
suggest a transit option, but problems do not appear
to be serious enough to guarantee its success. The
frequency of service, the attractiveness of vehicles,
the location and convenience of bus stops, and the
fare charged (if any) will be key factors.

Thirty-one percent said they visited South Freeport
for dining.

Some visitors probably confused Route 1 South
with South Freeport. This finding suggests some
demand for shuttle service to South Freeport, and
some potential for a shuttle linking hotels with the
Muddy Rudder and Freeport Café.

Respondents were asked to identify other Freeport
destinations that they visited outside of the
downtown center.

Six percent identified Winslow Park. This suggests
some demand, but it may not be enough to justify a
separate bus route. Only 1% identified the Desert of
Maine, suggesting only limited demand for a shuttle
to this location.

Groups were asked if their visit to Freeport would
have been more enjoyable with a frequent door-to-
door shuttle service to downtown from their hotel or
campground.

Forty-four percent said: “Yes, we would definitely
have liked this.” But this includes very high
percentages for two lodging establishments.
Probably the most believable split came from guests
at the Super 8 Motel — where roughly one quarter
said “Yes,” one quarter said “Maybe,” one quarter
said “Probably not,” and one quarter said “No.”

A transit service would need to be well-designed,
reasonably frequent, and free to successfuily attract
25% of hotel guests.
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Nine of the ten groups that had used the
“Downeaster” in the past said they would consider
using an extended train for a future Freeport visit.

This suggests that the “Downeaster” Passengers are
a good target group for future train travel to
Freeport.

“We were just visiting Bar Harbor & used the free
shuttle to go everywhere we wanted to go. Great
ideal Husband gone to Portland, had to call a cab to
return from shopping.”

This comment shows two potential transit markets:
visitors who experienced the successful Acadia
shuttle program, and group members that would like
to travel independently from their group.

A visitor from Virginia at the Comfort Inn Suites
commented on the “horrible parking conditions in
South Freeport.” A group from New York at the
White Cedar Inn said: “Road to harbor not walker
friendly. Shuttle to/from harbor would ease

Survey respondents identified parking in South
Freeport as problem. While survey results do not
make clear the level of demand for a shuttle link,
they do suggest a need for some form of parking
relief, '

parking.”

Survey respondents complimented the town for its
current handling of traffic and parking.

Freeport’s successful efforts to provide short-term
parking may limit the demand for a shuttle
alternative. At the same time, 2 well-designed
shuttle could contribute toward further
improvements to the parking and traffic situation.

FreeportChd_4.doc
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Chapter 5: Service Design Alternatives

This chapter presents ideas for possible shuttie bus services in the Freeport region. Draft
routes and schedules have been developed to meet the needs of identified market groups.
The chapter is designed to show the town of Freeport what shuttle services are possible and
how much these services are likely to cost.

While the chapter presents ideas for consideration by the community, not all of these
services are likely to be implemented by the town. Anticipated costs for some routes may
be greater than the anticipated benefits. Some ideas may be candidates for a more distant
future. The town may decide to limit its initial involvement to only one or two routes. It is
also possible that the town might decide to implement no service at all.

Section 5.1 identifies and describes different market segments that could benefit from transit
services in Freeport.

Section 5.2 looks at aiternative strategies for linking Freeport’s downtown center with hotels
and businesses on Route 1 and inns on North Main Street. Sections 3.3 through 5.5
examine outlying locations that may be candidates for shuttle service now or in the future.
These include Wolfe’s Neck, Winslow Park, and Desert Road, Section 5.6 considers shuttle
requirements for a future off-site employee parking area. Section 5.7 discusses the idea of a
shuttle link between Freeport senior citizen apartment complexes and the new Shaw’s
supermarket.

Each section includes a discussion of service design alternatives. Draft timetables and
preliminary cost estimates are presented for selected service options.

The chapter is structured as follows:

Section 5.1  Market Segments

Section 5.2 Route | South / North Main Street

Section 5.3  Wolfe’s Neck

Section 54  Desert Road

Section 5.5  Winslow Park

Section 5.6  Employee Parking Lot Shuttle :

Section 5,7  Links between Senior Citizen Apartments and Shaw’s
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5.1 Market Segments
5.1.1 Route 1 South

A number of potential user groups might benefit from a shuttle alternative linking
downtown Freeport with Route 1 South.

1. Visitors who arrive by train and who need transportation to lodging, shopping,
restaurants, and nearby recreational sites

2. Automobile travelers staying at motels along Route 1 South who wish to avoid
searching for parking in downtown Freeport

3. Freeport residents, especially children and seniors, who need transportation to the
Casco Bay Regional YMCA

4. Residents and visitors who shop at businesses along Route 1 South

5. Train travelers who live in or near Freeport and who may need rides between
Freeport’s downtown railroad station and outlying parking

6. Senior citizens traveling to the new Shaw’s supermarket

1. Visitors who arrive by train

The Northern New England Passenger Rail Authority hopes to extend Boston-Portland
Amtrak service to Freeport and Brunswick. This would give vacationers car-free access to
Freeport for shopping and recreational activities.

The L.L. Bean retail store in Freeport is one of the most popular tourist destinations in the
state of Maine. A direct rail link between Boston and downtown Freeport might inspire
some auto travelers to switch to rail. It may also generate new visits from Boston-area
residents who might not otherwise travel to Maine.

A new hotel has been proposed for a site adjacent to a planned Freeport train station. While
some rail travelers may stay at this facility, others can be expected stay at hotels, inns, and
B&B’s located elsewhere in the community.

Arriving train travelers will need transportation to their hotels. And once they have settled
into their rooms, they will need car-free access to a full-range of Freeport visitor attractions,
especially shopping and dining. They may also want access to waterfront sites and other
recreational opportunities. When it is time to depart, they will once again need
transportation from their lodging establishments to the Freeport train station.

Most of Freeport’s larger motels are located along Route 1, south of the downtown center.
Additional inns and B&B's are located within the village center on or near Main Street.
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Many Freeport restaurants are located in downtown Freeport. Others are located on Route 1
South. Restaurant destinations on Route 1 South include the Thai Garden Restaurant, the
Conundrum Bistro, the Old World Deli, the Freeport Café, and the Muddy Rudder
Restaurant. The Muddy Rudder is located just over the Freeport / Yarmouth town line.

2. Auto travelers with lodging on Route 1 South

Visitors who stay in motels outside of Freeport’s village center typically make short auto
trips into town for dining and shopping. These people give up their convenient motel
parking spaces to compete with crowds of day visitors for in-town parking.

While Freeport has made considerable effort to expand the supply of in-town parking, many
peak season visitors nonetheless experience varying degrees of difficulty finding a
conveniently located parking space, especially during the middle of the day. In a July 2003
survey of Freeport lodging guests, 47% of survey respondents said it was “difficult” or
“very difficult” to find midday parking. One-third of participating groups rated the
convenience of the parking location they found as “fair” or “poor.”

There are eight motels along a five-mile segment of Route 1 between downtown Freeport
and the Freeport / Yarmouth town line. These lodging establishments offer a combined
total of approximately 500 rooms. Accommodations are available in a range of prices, from
luxury rooms and suites to discount chains and old-fashioned motel cabins.

Survey results suggest that most of the groups staying in these motels make one or more
trips per day into downtown Freeport for shopping, dining, and entertainment. More than
half of the survey participants who stayed in motels south of the village center said they
would have considered using a “frequent door-to-door” shuttle service to reach the
downtown center.

Hotel guests may also use a shuttle to reach restaurants located on Route 1 near the Freeport
/ Yarmouth town line. During the peak season, diners sometimes experience difficulty
finding parking spaces at some of these restaurants. Those who consume wine or other
alcoholic beverages may also appreciate a car-free ride between local restaurants and their
hotels.

3. Casco Bay Regional YMCA members

A shuttle bus linking Route 1 hotels with downtown Freeport could benefit local children,
seniors, and others who need transportation to the Casco Bay Regional YMCA. The
YMCA is located in Freeport near the Freeport / Yarmouth town line, about 5 miles from
the downtown center and a short distance from Route 1.
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The facility features summer camp programs for children, and exercise and cardiac
rehabilitation programs for adults. Programs for senior citizens include “Cards & Coffee”
(9:30 a.m. to noon, Tuesdays, Thursdays, and Fridays) and Aquatic Aerobics (five days a
week between 9:00 a.m. and 11:00 am.).

Freeport school buses offer an after-school drop-off at the YMCA during the school year.
Families are responsible for picking up their children at the end of the day. There is no
organized transportation designed to bring children to the YMCA during summer months.

. 4. Route | South shoppers

There are more than seventy stores and businesses located along Route 1 between
downtown Freeport and the Yarmouth town line. This includes outlet stores, a natural foods
store, a gourmet delicatessen, gift shops, and others. In addition, the DeLorme Map Store is
located on Route 1 a short distance south of the town line in Yarmouth.

S. Long-term parking for train travelers

Some residents of Freeport and other neighboring communities can be expected to board
trains in Freeport for trips to other destinations. Many departing traveiers will be dropped
off at the train station by friends or family members. Others may look for overnight or
longer-term parking near the Freeport rail terminal.

Preliminary train station designs do not include extensive on-site overnight parking for rail
travelers. If alternative parking strategies are not provided, some departing train travelers
may attempt to park in nearby parking spaces intended for daytime shoppers.

A downtown parking garage envisioned for Freeport’s future might include some long-term
parking spaces for rail passengers. Alternatively, train travelers could be asked to park in an
outlying parking area and ride to and from the train station by bus.

One possible site for longer-term parking is the MDOT park and ride lot on Route 1 South
across from the Eagle Motel. A shuttle serving hotels along Route 1 could include a stop at
this MDOT parking area. It may be possible to identify a more appealing site for satellite
parking that could also be used by in-town employees.

6. Senior citizens traveling to the new Shaw’s supermarket

Senior citizens might benefit from bus transportation to the new Shaw’s on Route 1 South.
In order to serve the Hampton Inn, a hotel shuttle will need to turn in the parking lot behind
the hotel. This location is a very short walk from the new supermarket. A bus stop behind
the hotel could benefit senior citizens and others traveling to and from Shaw’s.
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Freeport has three senior citizen apartment complexes located within a radius of about four
blocks of the proposed train station site. In all three cases, the distance may be too long for
many seniors to walk. This is especially true for people getting off a bus with groceries. A
hotel shuttle could be diverted from its regular route to offer front door stops at these senior
facilities at designated times, However, the need for senior transportation is likely to be
greatest during the winter months, while visitor shuttles are most likely to operate during
the summer and fall.

5.1.2 In-town Inns and B&B's

The largest in-town lodging establishment is the Harraseeket Inn with a total of 84 rooms.
This hotel is located about three blocks from the entrance to L. L. Bean. The downtown
area also includes approximately a dozen bed and breakfast establishments. Some are
located within the central business district. Others are located north of the Harraseeket Inn
along North Main Street.

Most of these facilities are within walking distance of L. L. Bean and other retail stores.
However, the July 2003 visitor survey suggests considerable interest among in-town guests
in a local shuttle service. Most of these individuals indicated that they walked to downtown
destinations. Some expressed an interest in a shuttle to “destinations other than shopping.”
Some may have been interested in riding a shuttle when returning from downtown with
packages.

Another potential market group for an in-town shuttle are day visitors who have parked in
lots adjacent to Depot Street. While it is a relatively short walk from retail stores to these
parking areas, some visitors might prefer to ride a shuttle. If a parking lot shuttle is
frequent and free, this might improve the perceived “convenience” of these parking sites.

5.1.3  South Freeport

There are four different groups that might benefit from a bus link between downtown
Freeport and South Freeport:

1. Tourists who visit South Freeport

Key atiractions in South Freeport include dining at the Harraseeket Lunch and Lobster
Company, boat trips offered by Atlantic Seal Cruises, and waterfront sightseeing at the
Town Landing. In particular, many guests look forward to a waterfront lobster dinner as
part of their Maine vacation. The Harraseeket Lunch and Lobster Company is open from
11:00 a.m. until 7:45 p.m. (8:45 p.m. during the peak season).

Parking in South Freeport near the Town Landing is very limited. One survey respondent
referred to the “horrible parking conditions in South Freeport.” Another guest said: “Road
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to harbor not walker friendly. Shuttle to/from harbor would ease parking.”

A shuttle route that includes a stop in South Freeport could help reduce parking congestion
in this area, Town officials should be careful, however, to avoid attracting more out-of-
town visitors to the South Freeport waterfront. There is a danger that if visitors see South
Freeport highlighted on a shuttle map, they may decide to drive there in their cars.

2. Freeport residents who moor boats in South Freeport

Residents who moor boats in South Freeport are also confronted with limited parking.
Some local boaters might appreciate an opportunity to travel to and from the harbor without
their cars. A shuttle alternative will be of limited value to those who must transport sailing
equipment.

3. South Freeport residents who travel to destinations in the village center

Some South Freeport residents might benefit from car-free access to downtown Freeport,
especially during the peak season when convenient parking spaces are difficult to find.

4. Groups that arrive in South Freeport by sailboat

In the past, L. L. Bean provided on request van service for groups who arrive in south
Freeport by private sailboat or yacht. Company-owned vans were used to transport car-free
vacationers between the Town Landing and the L. L. Bean store on Main Street in Freeport.
This service was offered from Memorial Day until Labor Day, between the hours of 10:00
a.m. and 10:00 p.m. Company officials estimate that they made an average of 4 trips per
day, transporting an average of 5-7 people per day.

Wolfe's Neck

There are four market groups that might benefit from shuttle bus service between downtown
Freeport and the Wolfe’s Neck region.

Participants in L. L. Bean’s Qutdoor Discovery School kayaking program
Day visitors to Wolfe’s Neck Woods State Park

Campers at Recompense Shoreline Campsites

Visitors to Wolfe’s Neck Farm

1. L. L Bean Discovery School Kayakers

L.L. Bean operates daily shuttle buses during July and August for walk-on participants in
Outdoor Discovery School programs. Transportation for walk-on programs is also provided
on Saturdays and Sundays during the fall.

-

N
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L. L. Bean buses operate as many as seven round trips a day between the Freeport store and
the Wolfe’s Neck Paddle Center for kayaking. This program is designed to accommodate
groups of up to 14 individuals. Availabie space is often fully booked.

It may be possible to expand the Outdoor Discovery School transportation program to
include public bus service to nearby campgrounds and recreation areas. For example, a
Paddle Center route might inciude stops at Recompense Shoreline Campsites, Wolfe’s Neck
Farm, and Wolfe’s Neck Woods State Park,

Such an arrangement might reduce operating and capital expenses for L.L. Bean by sharing
costs with other partners. Routes and schedules would need to preserve customized door-

to-door service for Outdoor Discovery School participants.

2. Day Visitors to Wolfe’s Neck Woods State Park

Wolfe’s Neck Woods State Park offers nature trails for hiking, picnicking, and bird
watching. Local residents as well as summer visitors use the state park. An expanded
Outdoor Discovery School shuttle could include a stop at the entrance to the state park on
its way to the L. L. Bean Paddle Center.

3. Campers at Recompense Shoreline Campsites

Freeport includes two oceanfront campgrounds with approximately 100 campsites each.
One is located adjacent to Wolfe Neck Farm, while the other is located at Winslow Park. In
addition, Cedar Haven Campground is located northwest of downtown Freeport and has 58
sites. Desert Dunes of Maine is located west of downtown on Desert Road and includes
sites for roughly 30 overnight campers.

While shopping may not be their primary reason for visiting Freeport, many of the families
staying at area campgrounds can be expected to make occasional trips into Freeport’s
village center for dining, entertainment, and shopping. '

None of the survey respondents staying at Recompense Shore Campsites identified
“shopping” as their primary trip purpose. Most said their primary purpose was “Freeport
attractions other than shopping.” Yet most groups said they made at least one midday
shopping trip to Freeport during their visit. Nearly half said they traveled to Freeport at
least once for evening entertainment, Roughly 20% made trips to downtown Freeport for
evening dining.

4. Visitors to Wolfe’s Neck Farm

The non-profit Wolfe’s Neck Farm welcomes visitors. Some families staying in Freeport
inns and motels may be interested in a shuttle ride to visit this oceanfront farm. The farm is
adjacent to Recompense Shoreline Campsites.
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