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Executive Summary

The City of Sedona is moving forward to provide effective transit services

across multiple jurisdictions, focusing primarily on the needs of visitors
~| and residents within the greater Sedona area and Oak Creek Canyon.
M The goal is to design a transit system that will enhance visitor
experiences while protecting the unique environment, and improve the
mobility of visitors and locals alike by having a new transit system in
operation. Reducing the number of vehicles on area roadways during
the busiest tourist seasons when traffic delays can exceed one hour or
more within Oak Creek Canyon is also a goal, as is reducing the number
of vehicles seeking parking at specific trailheads and other locations
where capacity to accommodate vehicles is lacking.

The intent of this study and implementation planning was to take what
have been general concepts, created over many years of previous transit

studies, to the point of actual implementation.

PLANNING PROCESS

Development of the implementation plan combined various approaches to complete a detailed
technical assessment of service planning with significant community and visitor input. A planning
Technical Advisory Committee was formed to review interim documents and to provide direction for
development of the implementation plan. The technical analysis included a detailed evaluation of the
need and potential demand for transit services in the communities of Sedona and the Village of Oak
Creek (VOC), in Oak Creek Canyon (OCC), and to Slide Rock State Park. Transit market segments that
were considered included residents, day visitors, and overnight visitors with the different
transportation needs of each group considered for service planning.

Significant efforts were made to involve the community in the planning process. This included
community open houses and a community-wide survey questionnaire. Results of visitor surveys were
analyzed and interviews were conducted with visitors at local lodging establishments and trailheads.
Meetings were held with key stakeholder groups including the lodging businesses and recreation
businesses. Separate meetings were held with Traffic Matters to obtain input and feedback. A service
options workshop was held which gave participants an opportunity to set priorities for service
implementation.

COMMUNITY CONDITIONS

The study area is shown in Figure C-1. Sedona is located in the Verde Valley region of Arizona and is
located in Coconino and Yavapai counties. It is approximately 29 miles south of the City of Flagstaff, AZ.
Oak Creek runs through town along State Highway 89 and there are many recreational activities
available along the canyon to the north of Sedona as well as in the surrounding area.

The total population of the study areais 18,572. The estimated 2018 population of Sedona is 12,557 with
2,044 being seasonal residents. The population density of the area is shown in Figure C-3.
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Figure C-1
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The Sedona Chamber of Commerce and Tourism Bureau released an inventory of lodging
accommodations in the Sedona area in May 2018. The inventory included a total of 3,976 hotel and
timeshare rooms located in the area. Specifically, the inventory identified 1,605 hotel rooms within the
City of Sedona (40 percent of all inventoried rooms), 867 hotel rooms outside the City of Sedona
(22 percent of all inventoried rooms), 1,025 timeshare rooms within the City of Sedona (26 percent of
all inventoried rooms), and 469 timeshare rooms outside the City of Sedona (12 percent of all
inventoried rooms). Figure C-11 illustrates the average hotel occupancy rate in Sedona by month. Hotel
occupancy in Sedona is lowest during the month of January (2016: 45.5 percent; 2017: 43.0 percent)
and highest during the month of March (2016: 84.9 percent; 2017: 84.5 percent).

Figure C-11
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Overall, the median age of surveyed Sedona visitors has been increasing, from 56.5 years old in 2012 to
60.6 years old in 2017. Figure C-13 presents the age ranges of surveyed visitors between 2012 and 2017.

Figure C-13
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Figure C-15 illustrates the average trip length of surveyed Sedona visitors between 2012 and 2017. In
2017, approximately 30 percent of visitors spent five or more days in Sedona, followed by 24 percent
of visitors who spent three to four days in Sedona, 23 percent of visitors who spent one to two days in
Sedona, and 23 percent of visitors who made a daytrip to Sedona. Over 80 percent of the visitors arrive
by either personal or rental automobile.

Figure C-15
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The majority of visitors are from out of state or international.

Visitation data were analyzed for the size of groups visiting, activities, and other characteristics of their visits.

COMMUNITY INPUT

Community input was sought through a variety of methods. A separate survey questionnaire was used
for residents in the study area. The questionnaire was developed with input from City of Sedona staff
and then distributed as widely as possible. The survey asked respondents to answer a series of
guestions about a new public transportation system serving the Sedona-Oak Creek Canyon area. The
survey was available online for approximately one month (from August 27, 2018 through September
30, 2018) and a total of 469 responses were received. A short summary of key takeaways from the
survey will be shared in this section and the detailed analysis is located in Appendix A.

Key findings from the online resident survey include:

e The majority of respondents (60 percent) are full-time Sedona residents and have been for
more than five years.

e The majority of respondents believe there is a need for a local public transportation within
Sedona (80 percent), between Sedona and Oak Creek Canyon (74 percent), and between
Sedona and the Village of Oak Creek (83 percent).

e As shown in Figure D-5, the majority of respondents (72 percent) believe the transit
services primarily serve both residents and visitors equally.

E Sedona Transit Plan, Final Report: Executive Summary
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Figure D-5
Who Should The Transit Service Primarily Serve
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A separate survey was conducted for businesses. Key findings from the online chamber business survey

include:

The majority of respondents (24 percent) indicated that they represent a business in the
service industry, followed by other (22 percent), lodging (20 percent), and retail (15
percent).

The majority of respondents (88 percent) indicated that a visitor-focused shuttle system is
needed within the Sedona-Oak Creek Canyon area.

The majority of respondents (69 percent) indicated that improved employee
transportation is needed within the Sedona-Oak Creek Canyon area.

Respondents indicated that it is most important for the transit service to provide trips
between South 179, the Village of Oak Creek, and Sedona, including intermediate
trailheads.

As shown in Figure D-8, the majority of respondents (56 percent) indicated that reducing
traffic and congestion is the most important benefit for the transit system to deliver.
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Figure D-8
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Community meetings were held three times during the development of the implementation plan. The
first was held to obtain input regarding public transportation needs and priorities. A service options
workshop was held in January 2019 to obtain feedback regarding the various service options for the
study area. The input was used to refine the service options and develop preliminary
recommendations. The recommended service options were then presented at an open house in April
2019, as well as being posted on the City website with a comment form for community input.

VISITOR INTERVIEWS

Intercept interviews were conducted by consulting team members at a variety of locations within the
Greater Sedona area throughout October 2018 including hotels, trailheads, and Tlaguepaque. These were
gualitative conversations to explore visitor travel patterns and destinations, experiences with traffic and
parking perceptions, the potential to use a shuttle system, and characteristics which would be required
to make a shuttle an attractive transportation option. A total of 191 interviews were conducted.

Incentivized interviews were conducted with 50 visitors at pre-arranged hotels in Uptown, West
Sedona, and the Village of Oak Creek. — ] ol )

e Arabella (9) s e
e Orchards (2) - D Vos E55

Per yehicte (UP to 5 porsont):
e Sedona Rouge (8) "“;:;::t

s
walk-in

e Marriott Courtyard (13)
e Holiday Inn Express (12)

e |as Posadas (6)

Shorter, non-incentivized interviews were conducted with 141 visitors and residents at a variety of
locations including:

e Tlaquepaque (22)

e Marriott Courtyard (4)

e Bell Rock Trailhead (34)

E Sedona Transit Plan, Final Report: Executive Summary
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e (Cathedral Rock Trailhead (22)
e  West Fork Trailhead (22)
e Dry Creek Trailhead (37)

These shorter interviews were two to three minutes in length and were conducted as people were

going hiking, biking, shopping, or dining out.

There was strong support among visitors for public transportation in the area. Most overnight visitors

indicated an interest in using public transportation for at least some of their transportation within the

area. Many day visitors also expressed an interest in public transportation. Many of the visitors to the

Sedona area are familiar with other recreation and resort areas that have public transportation services

and have an expectation that these services should be available.

TRANSIT SERVICE CRITERIA

Based on previous planning efforts, community input, and feedback from the Advisory Committee, the

following are the service criteria used in evaluating transit service options.

e Service will increase mobility opportunities for those visiting, working, or living within the

greater Sedona area.

(0]

(0]

(0]

(0]

Service must be frequent enough to be an attractive option.

Service must run late enough for visitors to be able to return to hotels after dining
at local restaurants.

Service must connect lodging with major visitor destinations.

Local service will provide connectivity with regional commuter service.

e Service will provide connectivity between Oak Creek Canyon, Sedona, and the Village of

Oak Creek.

(0]

(0]

Service types and levels will be appropriate for the demand between these locations.

Service will be adjusted to meet seasonal variations in demand.

e Service for Oak Creek Canyon and other trailheads will focus on congestion mitigation and

reducing parking impacts.

0 Transit service should be integrated with intercept parking facilities.

0 The service must support USFS management policies on visitor capacity and use of

Forest Service lands.

0 Service to Slide Rock State Park should enhance access to the park without

adversely impacting the park visitor capacity.

e Service will be operated efficiently and effectively.

(0]

(0]

(0]

Performance measures will be established for efficiency of service operations.
Performance measures will be established for effectiveness of service delivery.

Policies which are needed to support successful implementation will be identified.

h Sedona Transit Plan, Final Report: Executive Summary
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e Sustainable funding sources must be identified for implementation of transit service.
0 Multiple funding sources, including local government, private sector, state, and
federal, should be identified for capital and operating costs to implement the service.

0 Service implementation may be phased, based on availability of funding.

SERVICE OPTIONS
Oak Creek Canyon

Service options for Oak Creek Canyon include direct, non-stop service to Slide Rock State Park and
service with multiple stops in the Canyon at various trailheads, picnic areas, and campgrounds. Four
locations for intercept parking were used to define the options. The first possible location for intercept
parking was along SH 179 in the vicinity of the Village of Oak Creek and the Red Rock Ranger Station. A
specific location has not been identified or evaluated, but will have to be addressed as part of the
implementation if one of these options is selected. The second location for intercept parking is the
municipal parking lot #5 in Uptown. The third location for an intercept parking lot is in West Sedona at
or near Cultural Park. Finally, intercept parking at Oak Creek Vista was considered for an option to serve
people coming to Oak Creek Canyon from the north.

Service to Slide Rock State Park has been evaluated with and without a reservations system for access
to the park. With a reservations system, a limited number of people could reserve access to the park
on specific days for vehicle entry. An additional number of reservations would be accepted for access
by bus with parking at the intercept parking lot. The Park could control the number of people entering
the park by the number of reservations that are accepted. This approach could be financially neutral
by charging a premium for vehicular access and a per person charge for those parking at the intercept
lot and using the bus.

Parking restrictions in Oak Creek Canyon have been used to compare service options for the canyon
service. One option is to continue the current parking scenario with possible minor changes. The
second option is to implement a more aggressive program of strict parking controls by eliminating
roadside parking through barriers and enhanced enforcement. Strict parking controls would also
require traveler information through the use of variable message signs and smart phone apps to alert
travelers when parking is not available within the Canyon.

The nine options for Oak Creek Canyon were evaluated and compared using key performance criteria
such as annual operating cost, passenger-trips per service-hour, and average cost per passenger-trip.
The options were also compared to the service criteria. The evaluation was used to present preliminary
recommendations to the community.

Sedona Area Options
Options included shuttles to several popular trailheads, fixed-route service from West Sedona and the
Village of Oak Creek (VOC) to Uptown Sedona, a fixed-route service connector from a new transit hub
located near Tlaguepaque, and demand response service in Sedona. Demand response service in
Sedona has been evaluated as an entirely demand response transit system and as a demand response
service that supplements core fixed-route transit service in Sedona.

h Sedona Transit Plan, Final Report: Executive Summary
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The eight options for Sedona and the Village of Oak Creek were evaluated and compared using key
performance criteria such as annual operating cost, passenger-trips per service-hour, and average cost
per passenger-trip. The options were also compared to the service criteria. The evaluation was used to
present preliminary recommendation to the community.

GOVERNANCE OPTIONS

An important consideration for implementation of community public transit service is the
organizational and governance structure. LSC identified five basic options that could be used. Each has
advantages and disadvantages. There are also limitations regarding the available funding sources which
are described in Chapter B. Each of these are described in the following sections.

Each of the options have some advantages and disadvantages as summarized in Table K-1. While the
RTA has the ability to serve multiple jurisdictions, the ability to serve multiple counties is low and is
therefore rated as medium. The RTA could serve all of Yavapai County and could enter into a JPA to
serve areas outside Yavapai County.

Table K-1
Summary of Governance Models

Legal Authority

Level of City

Control

Ability to Generate High High High High Medium
Revenue

Ease of

Implementation

Ability to Serve Medium Medium High High Medium
Multiple

Jurisdictions

FUNDING OPTIONS

A summary of the primary funding options for public transportation service in the greater Sedona area
isincluded in the transit implementation plan. This analysis is not exhaustive and other funding sources
may be found, but these are the primary sources of sustainable community transit services in a
community like Sedona. Funding sources include a variety of federal and local programs which may be
used to fund public transportation.

The ability of each organizational structure to access funding sources is summarized in the following
table. The City of Sedona has the broadest ability to access funding sources followed by the counties.
The Intergovernmental Agency has limited ability to access funds and is dependent on the financial
support of the participating governmental entities.

E Sedona Transit Plan, Final Report: Executive Summary
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Summary of Access to Funding Sources

City of Counties IGRTA RTA
Sedona
Federal Transit Formula Funds V4 V4 V4 V4
Federal Transit Discretionary Funds \/ \/ \/ \/
Federal Lands Access Program V4 V4 V4 V4
Sedona Transportation Tax \/
Lodging Tax v
Parking Revenues V4
General Funds V4 V4
County Excise Tax \/ \/
Fares \/ \/ \/ \/

The recommended organizational structure for public transportation in the Sedona area is a system set
up as part of city government with a contract operator. The city system gives the City of Sedona the
greatest control over the service provided and the broadest ability to access funding. While there are
advantages to a more regional focus through the RTA, the priorities will be very different in various areas
of Yavapai and Coconino Counties. Distinct branding for the Sedona area service will be very important,
as discussed in the marketing plan. Control over the branding and marketing would be better
accomplished by a city system rather than a regional system. The type of service is likely to be very
different in the Sedona area from the rest of either county. The importance of providing a zero-fare
service in the Sedona area may not be understood and not seen as a priority as part of a regional service.

To provide service to VOC, OCC, and Slide Rock will require funding partnerships and operating
agreements with Yavapai County, the U.S. Forest Service (USFS), and Arizona State Parks. Phase 1 would
require agreements with the County and the USFS. Implementation of Phases 2 and 3 would require a
more extensive agreement with the USFS and a comprehensive agreement with Slide Rock State Park.

As Yavapai County moves forward with the possibility of creating the RTA, Sedona should participate in
the discussions to determine if the benefits outweigh the challenges of operating as part of a larger
regional system.

RECOMMENDED IMPLEMENTATION PLAN

The recommended service is to be implemented in four phases. The first phase begins with core routes
connecting West Sedona, VOC, and Uptown as shown in Figure M-3. Shuttle service to local trailheads
in the Sedona area would be included as shown in Figure M-5. While these are the recommended
trailheads to be included in the first phase of service, the actual trailheads will be determined through
cooperative efforts with the U.S. Forest Service.

Phase 2 would add additional trailheads as shown in Figure M-6. Again, while these are the
recommended trailheads to be added in Phase 2, final selection of the trailheads will be made through
cooperation with the U.S. Forest Service.
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Phase 3 will add service to destinations in OCC as shown in Figure M-7 and Phase 4 will add express
service from an intercept parking lot near VOC to Slide Rock State Park as shown in Figure M-8.

Facilities and infrastructure will be required to support the new transit service. Facilities include a new
transit hub and an operations and maintenance facility. Some bus stop improvements will also be
needed along the proposed routes. Recommendations are provided for vehicles for each phase of the
service plan with the vehicles selected to match the specific services to be provided.

Characteristics of the service plan are summarized in Table M-1, with phases one, two, three, and four
detailed by type of service — core routes, demand response, trailhead services, and Slide Rock shuttles.
The cost estimates for the service are based on current operating costs of Cottonwood Transit with an
increase in wage rates and benefits of 20 percent. These costs include all direct operating costs
(e.g., wages and fuel), maintenance costs, and administrative costs. Implementation of transit service
in the Sedona area will depend on roadway infrastructure improvements. The TMP recommendations
at the “Y” include a right-turn bypass lane from SR 89A to SR 179, a right-turn bypass lane from
northbound SR 179 to SR 89A, and two southbound lanes from Uptown approaching the “Y”. The TMP
included extension of a second lane on SR 179 through the Schnebly Hill roundabout in each direction.

As a result of the modeling effort, the recommended improvements to support transit service and for
access to a new transit hub include:

e Two lanes approaching the “Y” from Uptown (currently in progress)

e The right-turn bypass lane from SR 89A to southbound SR 179 at the “Y”

e The right-turn bypass lane from northbound SR 179 to 89A at the “Y”

e Elimination of the at-grade pedestrian crossing at Tlaquepaque

e Reconfiguration of lanes on SR 89A from Airport Road to Ranger or Brewer to allow for a
bus bypass lane

e Extension of Ranger Road to SR 89A or improvements to Brewer Road to provide access to
the transit hub

e Intersection improvements at Ranger Road and Brewer Road

e Intersection improvements at Ranger Road and SR 179 including bus priority for left turns

from SR 179 to Ranger Road

While not an essential improvement, extension of two lanes through the Schnebly Hill roundabout in
both directions would improve traffic flow and support bus access to and from the transit hub.

Table M-5 presents a ten-year transit financial plan in constant dollars, while Table M-6 presents the
plan with the assumption of an annual three percent inflation rate every year from year one.

The financial plan is comprehensive and includes all costs detailed by route or type of improvement —
assumptions are noted about revenue sources. Capital costs for vehicles to operate the core routes are
based on battery electric buses. Use of diesel or compressed natural gas buses would have significantly
higher capital costs..
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E Sedona Transit P



The timeline for implementation is shown in Figure M-9 and requires multiple years of planning before
any service starts due to the significant time and process required to apply for and receive funding.
Initial decisions will be required to determine the governance structure and funding partnerships.
Development of facilities is a multi-year process including facility programming, site selection,
environmental approvals, funding, and construction. Vehicle purchase typically requires multiple years
from selection of a vehicle type, preparing specification, purchasing, and construction of the vehicle.
Service in OCC will require funding agreements with the USFS and State Parks, approval of stop
locations, and development of the remote parking lots.

Throughout this implementation process there will be continuous, ongoing service refinement, continuation

of previous years’ services, performance monitoring, and adjustments to the service plan as needed.

Figure M-9

Timeline of Implementation Steps

» Facility and hub site selection, land
acquisition, and project scoping

» Final decision on type of vehicle for
core service

* Submit Phase 1 operating and
capital grants

« Build partnerships, regional
cooperation

« Final decision on governance
structure

» Develop bus stop development plan

USFS approvals for initial trailhead
* prey - « USFS trailhead capacity study

service

» Continue Phase 1 grant process

o Finish design of operations and
maintenance facility and begin
construction process

o Transit hub design

» Acquisition of buses, vans, and
transit technology for Phase 1
transit service

o Construct Phase 1 bus stop
improvements

» Finish construction of operations
and maintenance facility

Phase 1 » Start construction of transit hub
» Finish construction of l._ransit hub g :'I:aprllfer:;;t;alﬁal steps of
?al:::llhot)?eranons and maintenance » Develop Request for Proposals for
« Select and contract with transit transit operator contract
operator

» Start Phase 1 transit service

» Continue marketing plan
implementation

» Acquire vehicles for Phase 2
additional trailhead shuttles

o Approvals, design, and scoping for

VOC and OCC parking
improvements Phases 2-3
= Construction of VOC and OCC
parking improvements associated
with Phase 3
» Acquire vehicles for Phase 3 OCC
Route
» Start Phase 2 and Phase 3 transit
services
Phase 4
» Acquire vehicles for Phase 4 Slide
Rock Route

» Approvals, design, scoping, and
construction of VOC intercept lot for
Phase 4

» Start Phase 4 transit service
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