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1 INTRODUCTION 
The Maui Bus Rates and Fees Study is focused on helping 
the County of Maui Department of Transportation (Maui 
DOT) develop long-term decision-making processes for 
program performance management and public outreach, as 
well as setting a fare policy and updated fare structure for 
Maui Bus fixed-route, paratransit, and commuter transit 
services.  

PROJECT BACKGROUND 
Maui DOT operates Maui Bus public transit service in Maui County, which was 
created in 2002 to provide island-wide public transit. The agency operates 14 
fixed routes, four commuter routes, and complementary paratransit service 
across the Island.  

The system is funded by the County of Maui and provides service in and 
between various Central, South, West, Haiku, Kula, and Upcountry Maui 
communities. The fixed and commuter routes are operated under contract by 
Roberts Hawaii (RH). The complementary paratransit service is operated under 
contract by Maui Economic Opportunity (MEO).  

The Bus Rates and Fees study came out of conversations between Maui County 
Council and Maui DOT during FY 2020 budget deliberations, as well as 
recommendations from a 2018 Maui DOT Performance and Fiscal Audit. The 
project is in two phases: 1) the development of a performance management 
program with formal program objectives and 2) a fare analysis. The performance 
management phase also includes the development of a Public Participation Plan 
(PPP), or a locally adopted process for soliciting public comments for service and 
fare changes, to be included in the agency’s Title VI Program. 
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PROJECT GOALS AND OBJECTIVES 
The Maui Bus Rates and Fees project team defined project goals and objectives 
to ensure that all recommendations are consistent with the agency’s vision for 
the future of Maui Bus service. The goals and objectives were used as a 
reference throughout the project and were key factors in the development of the 
proposed performance management program, public participation plan, and fare 
recommendations. A summary of the project goals can be seen in Figure 1-1. 
The full set of project goals and objectives can be found in Appendix A. 

Figure 1-1 Project Goals and Objectives 
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REPORT STRUCTURE 
This Final Report includes analysis and project recommendations for the Maui 
Bus Rates and Fees Study. The report includes six chapters and two appendices 
that provide an overview of past work and recommendations for the proposed 
performance management program, public participation plan, and fare 
recommendations. 

Individual chapters include: 

1. Introduction 
2. Executive Summary: high-level overview of the recommendations for the 

performance management program, public participation plan, and fare 
analysis recommendations. 

3. Outreach Feedback: summary of methods used and findings from three 
rounds of policymaker and public outreach in Summer 2020, Fall 2020, 
and Winter 2021. 

4. Performance Management Program: recommendations for Maui DOT to 
better track performance and pair with plans of action for remediating 
underperformance. 

5. Public Participation Plan: recommendations for Maui DOT to adopt a 
formal outreach plan to provide meaningful opportunities for the public to 
help identify social, economic, and environmental impacts of major 
transportation decisions, such as significant changes in service or fares. 

6. Fare Analysis and Recommendations: results of the ridership and 
revenue modeling of various fare concepts and project recommendations 
for bus rates and fees changes, fare media and pass programs, and fare 
policy.  

Appendix A | Maui Bus Rates and Fees Study Existing Conditions and 
Best Practices Review: background for the program performance 
management and fare analysis recommendations. 

Appendix B | Getting on Board Maui Bus Outreach Summary Memo: 
public outreach methods and findings prior to developing fare structure and 
policy recommendations.  

 



  

2 EXECUTIVE SUMMARY 
This document outlines the Maui Bus Rates and Fees Study 
recommendations for the proposed performance 
management program, public participation plan, and fare 
analysis. 

Maui Bus Rates and Fees Study: Project Summary 

The Maui Bus Rates and Fees Study is focused on helping the County of Maui 
Department of Transportation (Maui DOT) develop long-term decision-making 
processes for program performance management and public outreach, as well as set 
a fare policy and updated fare structure for Maui Bus fixed-route, paratransit, and 
commuter transit services.  

The Bus Rates and Fees study came out of conversations between Maui County Council 
and Maui DOT during FY 2020 budget deliberations, as well as recommendations 
from a 2018 Maui DOT Performance and Fiscal Audit (Audit). The project is in two 
phases: 1) the development of a performance management program with formal 
program objectives and 2) a fare analysis. The performance management phase also 
includes the development of a Public Participation Plan (PPP), or a locally adopted 
process for soliciting public comments for service and fare changes, to be included in 
the agency’s Title VI Program. 

PROPOSED PERFORMANCE MANAGEMENT PROGRAM  
The proposed performance management program includes the new strategies for 
managing the performance of fixed-route, commuter bus, and paratransit 
services. The performance management program supports department goals, 
addresses Audit recommendations, aligns with peer best practices, and was 
informed by policymaker and public feedback.  
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It is recommended that the Department implement the following changes: 

1. Adopt six new program goals for Service Delivery, Customer Service, 
Safety, Financial Health, Sustainable Operations, and Community 
Connections. 

Figure 2-1 Performance Management Program Goals 

 
2. Create formal performance management structure, including a hierarchy 

for goals, objectives, success measures, and service targets.  

Figure 2-2 Proposed Performance Management Structure 

 
3. Report performance management in two separate reports, a quarterly 

budget report and annual service report, which focus on efficiently delivering 
information within the department and to County policymakers. 

4. Tie service improvement strategies to success measures and service 
targets on a quarterly and annual basis. 
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PROPOSED PUBLIC PARTICIPATION PLAN 
The proposed PPP aims to standardize the ways Maui DOT offers early, 
continuous, and meaningful opportunities for the public to help identify social, 
economic, and environmental impacts of major transportation decisions, such as 
significant changes in service or fares. The PPP supports department goals, 
aligns with peer best practices, and was informed by policymaker feedback. 

A summary of the proposed PPP recommendations includes: 

1. Maui DOT should aim to achieve public participation goals and 
objectives, including effective involvement; proactive engagement; 
diversity, equity, and inclusion; accessibility, and customer service.   

2. To meet the goals and objectives, all Maui DOT engagement should 
be governed by public participation principles related to the provision 
of diverse and accessible outreach opportunities, directed outreach 
towards hard-to-reach and traditionally underserved groups, collaboration 
with local organizations, and consideration of feedback when developing 
recommendations. 

3. Maui DOT should evaluate and designate service and fare changes 
as major or minor. This designation should determine the level of 
outreach effort required.  

4. For major changes, Maui DOT should solicit public comment during 
planning and before implementing changes. Staff should determine 
appropriate outreach for minor changes. 

5. Maui DOT may utilize tools provided in the Public Outreach Toolbox 
to provide public notification. All physical outreach materials, 
notifications, and presentations should be provided in easy-to-read 
formats and contain a summary of upcoming changes (e.g., 
implementation dates, fare types affected, routes and areas affected, 
maps) and share opportunities to provide input (e.g., contact information, 
project website, meeting times). 
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FARE STRUCTURE AND POLICY RECOMMENDATIONS 
The fare recommendations include changes to the bus rates and fees structure, 
fare media and pass programs, and a proposal for Maui Bus fare policy. The 
recommendations are broken out into three phases: short-term (1 year or FY 
2022), mid-term (1-2 years), and long-term (2-5 years). The proposed fare 
recommendations support the department goals, address Audit 
recommendations, align with peer best practices, and integrate public and 
Council feedback. 

A summary of the fare recommendations can be seen in Figure 2-3. 

Figure 2-3 Fare Recommendation Summary 

Short-Term (FY 2022) Mid-Term (1-2 years) Long-Term (2-5 years) 
Bus Rates and Fees Changes 
• Create one fixed-route 

reduced monthly pass* 
• Expand free fares to 

children 5 and under 
• Remove paratransit 

passes and add 12-ride 
pass 

• Raise senior age limit to 
60 

• Add low-income fare 
program at 100% of HPG 

• Add students to single ride 
reduced fare eligibility 

• Eliminate student age 
restriction 

• Add day pass and 
discounted fares on 
commuter service 

 

Proposed Fare Media and Pass Programs 

• Develop 12-ride 
paratransit tickets 

• Adopt mobile ticketing 
• Expand pass sales 

network 

• Develop formal university 
pass program 

• Develop formal employer 
pass program 

Proposed Fare Policy 

• Establish formal 
guidelines for fare 
adjustments 

N/A N/A 

*Includes seniors (55 and older), paratransit eligible and person with a physician certified disability fixed route card, Medicare Card holders, students with 
valid ID ages 24 and under. 

 



   

3 OUTREACH FEEDBACK 
Project outreach for the Maui Bus Rates and Fees Study 
was designed to meet the project goals and objectives 
around developing a standard for involving existing ridership, 
stakeholders, and the general public in the development of 
service changes and fare structure and engaging the Maui 
County Council on project recommendations. This was 
achieved through three rounds of outreach in Summer 2020, 
Fall 2020, and Winter 2021 (Figure 3-1). This chapter 
summarizes the outreach methods and feedback. 
Figure 3-1 Three Phases of Maui Bus Rates and Fees Outreach 

 
In a separate phase of this project, the project team developed a Public 
Participation Plan (PPP) to formalize the outreach process. For more information 
on the PPP, see Chapter 5.   
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PUBLIC OUTREACH 

A public outreach process for Getting on 
Board Maui Bus was conducted in Fall 
2020 to engage the community in the 
development of Maui Bus Rates and 
Fees Study recommendations. Public 
input was integrated into the planning 
process to ensure that the project 
reflects values, needs, and priorities of 
the community. This chapter summarizes 
how public input was gathered during the 
Maui Bus Rates and Fees Study prior to 
developing fare structure and policy 
recommendations. For more information 
about the outreach tools and detailed 
feedback, see Appendix B. 

Outreach Goal 
The goal of this outreach was to gather feedback from existing transit riders, the 
public, and community stakeholders on fare policy objectives, the strengths and 
weaknesses of the current fare structure, and the opportunities and challenges 
for implementing fare changes. After analyzing the ridership and revenue impacts 
of a variety of fare structure scenarios, the project team presented key questions 
to the public for input. The feedback from the public and stakeholders will be 
integrated into the project’s fare recommendations that will be presented to the 
Maui County Council for the FY 2022 Budget. 

Outreach Process 
The Nelson\Nygaard team worked with outreach partner Munekiyo Hiraga and 
County of Maui Department of Transportation (Maui DOT) staff to develop a 
viable public outreach process to gather inclusive and extensive feedback 
considering the COVID-19 pandemic. The project team used a multi-faceted 
approach that incorporated a breadth of techniques, focusing on web-based 
strategies and the safe distribution of physical materials between September 28 
and October 31, 2020. To provide accessible information, particularly for under-
represented community members and transit riders, several outreach tools were 

Figure 3-2 Outreach Poster 
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used, including physical outreach materials, a project website, a virtual open 
house, digital and print surveys, social media posts, radio advertisements, a 
press release, and coordination with other transportation planning projects in 
Maui. A poster from Getting on Board Maui Bus that was distributed at County of 
Maui facilities and at transit facilities can be seen in Figure 3-2. No in-person 
outreach was held to maintain social distancing. 

Outreach Outcomes 
The key findings from the Getting on Board Maui Bus outreach effort were: 

 Almost half of survey respondents are regular Maui Bus riders. Most 
riders are over age 55 and use fixed route service for shopping/errands. 

 Over half of survey respondents who ride Maui Bus pay a reduced 
fare.  

 Almost half of survey respondents who ride Maui Bus pay with a 
monthly pass across most age groups, but particularly among seniors. 
The respondents who pay for Maui Bus with cash do not ride frequently 
enough to make a pass worthwhile. 

 Most survey and open house respondents think it is easy to pay for 
the bus; that Maui Bus is affordable; it is important to make fares 
lower for certain groups of people, like students, seniors, and 
individuals with disabilities; that fares should be lower for new 
groups of people, like low-income households; passes for students, 
seniors, and people with disabilities should cost the same; and the 
senior age limit should remain at 55. Results from the survey differ from 
the feedback from the virtual open house, during which most respondents 
thought the senior age limit should be raised to 60 or 65. 

 Ability to pay bus fares in different ways varies greatly among age 
groups. While survey respondents between the ages of 18-24 have 
access to different fare technologies, those 65 or older have less access 
to smartphones or internet at home.  

 The top three transit improvement priorities for survey respondents 
are: buses that arrive more often, service that is safe, and bus stops 
that are more comfortable. Priorities for the virtual open house 
participants are: buses arriving more often, earlier or later bus service, and 
service to new areas.
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Figure 3-3 features selected open-ended comments submitted through the survey. 

Figure 3-3  Survey Select Open-Ended Responses 
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POLICYMAKER OUTREACH 
To solicit feedback about the Maui Bus Rates and Fees Study goals and next 
steps, discussions were conducted with the Maui County Councilmembers in two 
phases. All meetings were held virtually due to the COVID-19 pandemic over 
Blue Jeans videoconferencing software. 

Phase 1: Summer 2020 
The project team conducted one-on-one conversations with the Councilmembers 
in Summer 2020 to get feedback on the direction of the project. A variety of 
information was presented about the project, including findings from the existing 
conditions and best practices work, and Councilmembers were asked about what 
goals and elements should be considered in the development of a public 
participation plan, program performance management, and updated fare 
structure and policy. 

Key themes included: 

Public Participation Plan 

 Local community organizations and associations who have existing 
community connections are key to successful outreach, including 
Maui Economic Opportunity (MEO), neighborhood boards, churches, and 
non-profits that serve senior citizens and people with mental and physical 
disabilities.  

 Demographic and socioeconomic groups that currently use transit or 
are most likely to take transit should be a focus of outreach. This 
includes seniors, teens, people with disabilities, and low-income 
households. Additionally, it is important to do substantial outreach on the 
buses and at bus stops to ensure Maui Bus is communicating to current 
riders. 

• Major employers can also play a role in expanding outreach. Major 
hotels and other employers along existing routes may have employees 
that could benefit from using transit but do not know how. 

• Hotels and tourism agencies can also be helpful in reaching visitors 
to the island and informing them about Maui Bus services. This is 
important to reduce the islands visitors’ dependence on rental cars. 

• Outreach methods should be diverse and should include digital and 
analog methods. Suggestions include social media (Facebook, 
Instagram, TikTok), public meetings over videoconference, telephone 
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calls, and newspaper ads. Outreach should also be done in multiple 
languages. 

Performance Management Program 

 Cost effectiveness should be a priority. The agency should use 
ridership as a metric for determining when changes should be made on a 
route. Minimum ridership standards, or thresholds for changes, for fixed 
route and paratransit service may encourage cost effective service 
operation. Innovative services may be appropriate and cost effective in 
areas where ridership is low. There should be a focus on reducing public 
subsidies. 

 Increasing ridership and productivity are important goals of service 
provision. Making a reliable, convenient, and attractive bus service will be 
important to getting cars off the road, reducing congestion, and helping the 
County meet sustainability goals.  

 The program should integrate appropriate thresholds for the Maui 
operating conditions. The agency should strive for a high level of service 
with realistic benchmarks. This includes tailoring the system to existing 
and desired land use. Any standards should also acknowledge unique 
aspects of the community. 

 Equity is an important consideration for service provision, including 
increasing access to certain communities. A focus should be placed on 
reaching low-income populations that can benefit most from increased 
transit service. The growing unemployed population because of the 
COVID-19 pandemic will need affordable transportation options to get 
back into the workforce. 

 Safety should be included in the standards, including road safety and 
bus cleanliness.  

 Considering the current service reduction as a result of the pandemic, 
Maui DOT should consider measures that encourage resiliency and 
flexibility of the system.  

Fare Structure and Policy 

 Raising fare revenue is one of the goals of fare policy. This revenue is 
important to keeping the system running. Maui Bus should strive maintain 
a high farebox recovery ratio. 

 Maintaining ridership should also be a goal of the fare policy. If 
raising the fares leads to fewer riders, then the system is not doing its job 
at serving the public. If the County wants to raise fares, they should do so 
in a phased manner to reduce sudden impact on riders. 

 The County can use Maui Bus fares to get people out of cars and 
increase ridership through employer fare programs and promotional 
fares. Maui DOT can coordinate with employers, such as hotels and the 
County itself, to develop transportation demand management (TDM) 
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programs that can inform and provide discounts to employees. The fare 
structure should also be approachable for visitors and casual riders to 
make it easier for people to ride for social activities. 

 Affordability is important to consider in the fare structure. Additional 
discount options can make the system more affordable for riders who 
need them, including a family discount. Current discount options should be 
evaluated to make sure they are benefiting the correct populations, such 
as the senior fare age threshold.  

 The fare structure should help the system become more efficient by 
discouraging cash payments and encouraging pass use. Maui Bus 
should integrate cashless fare options and off-board loading opportunities. 
Any new technology should include opportunities for fare integration to 
other transportation services on Maui, such as bike share. 

 Area or zone-based fares may be a way to match the fare with level 
of service by recovering revenues on longer trips and lowering rates for 
people taking short trips. 

Other Topics 

 There was some concern about meeting the budget deadline for 
implementing any recommended fare changes in the next budget 
cycle. There was also interest in presenting the results of the study by the 
end of the year within the current Council term. 

 Some Councilmembers asked about how this project related to other 
ongoing projects, such as the Maui Transportation-Oriented 
Development (TOD) Study, which is also being led by Nelson\Nygaard. 
The project team will review any opportunities for coordination between 
projects. 

 Maui DOT should pursue creative funding opportunities and grants 
to help provide additional funds to expand Maui Bus service.  

Phase 2: Winter 2021 
The project team conducted follow-up conversations with the County Council and 
the County Managing Director in January 2021 to get feedback on draft project 
recommendations before presenting recommendations to the Council 
Transportation Committee at the end of February 2021.  

Key themes included: 

General Comments 

 Growing and maintaining ridership is a priority. Getting vehicles off the 
road is a benefit to the public. There was also general interest in the ways 
that Maui Bus plans to support ridership increase in the future.  
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 It is important to promote cost-effective service and be aware that the 
cost of service goes up over time. The Council did not want to see an 
increase in costs for the budget.  

 General thoughts that it is difficult to know what the future holds 
after COVID-19, which makes it difficult to make decisions. Revenue 
is going to be lost anyway. 

Rates and Fees Changes 

 General hesitation about raising rates for seniors, but favorable 
comments about providing benefits for the low-income population. 
Past Council discussions have decided that 60 is the designated kupuna 
age for consistency among policies. This change to the age limit 
recommendation was integrated into the final recommendations. 

 For low-income fare program, it is important not to single people out 
and instead provide fare media options that do not specifically label low-
income riders. 

 Changing the availability of paratransit passes is one way to 
increase revenue on an expensive service. Some Councilmembers 
were against raising fees too much for the marginalized population. 
Councilmembers had suggestions for providing a greater discount on the 
multi-trip paratransit passes, which were integrated into the final 
recommendations.  

Fare Media and Programs 

 Support for developing pass programs, which can encourage hotel 
worker and student travel and alleviate some traffic on the Island.  

 Support for providing more ways to pay for existing riders and 
visitors. There was interest in expanding the pass network and maybe 
introducing a smartcard, which may be favorable to younger riders.  

 Interest in raising visitor revenue on the bus. Maui Bus cannot create 
visitor fares but could have an express fare for airport service in the future. 

 

 
 
 

 



   

 

  

4 PERFORMANCE MANAGEMENT 
PROGRAM 

The 2018 Maui DOT Performance and Fiscal Audit (Audit) 
and the Maui Bus Rates and Fees Study Existing Conditions 
and Best Practices Review (Review) found that the agency’s 
existing performance management tools are limited, which 
makes it difficult to measure Maui Bus performance across 
service types and plan for changes. To better meet the goals 
of the Department and County, actionable plans and 
strategies are needed for when the transit service fails to 
meet standards. 
This chapter outlines the past recommendations pertaining to performance 
management, the existing performance management tools used by Maui DOT, 
key peer performance management strategies, and describes performance 
management program recommendations for Maui DOT to better track 
performance and pair with plans of action for remediating underperformance.  
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AUDIT RECOMMENDATION TRACKING 
The Audit recommended solutions to improve the County’s long-term decision-
making processes, including establishing clear program goals and objectives, 
implementing transit planning policies that are aligned with department objectives 
and peer agencies. Figure 4-1 outlines these relevant recommendations and 
summarizes how they are addressed in this report. 

Figure 4-1 Relevant Audit Recommendation Tracking with Bus Rates and Fees Study 
Recommendations 

Audit Recommendation 
Maui Bus Rates and Fees Study 
Recommendation  

Service Planning and Route Analysis 
Recommendation 1.1a 
DOT should seek to establish formal program 
objectives to govern overall program 
performance management and enhance its 
existing “Fixed Route & Commuter Route 
Modifications/Expansions/Changes Policy” to 
align with transit best practices and formalize 
its methods and/or policies for: 
 Service standards by program, which 

should include but not be limited to 
service availability (ridership and 
coverage model) and customer 
service standards 

 Service performance monitoring, 
including considerations for key 
operational and performance 
measures of service effectiveness and 
efficiency (e.g., subsidy per passenger 
trip, farebox recovery, passenger trips 
per revenue service hour, etc.) 

 Establishing a methodology to 
evaluate existing service performance 
against standards and decision criteria 
for proposed service changes 

The recommended performance management 
program includes: 
 Program goals and objectives that should 

govern the performance management of the 
Maui DOT administration program, as well 
as the three Maui Bus services: fixed route, 
commuter bus, and paratransit (see the 
Performance Management Structure 
section). 
 Success measures and annual targets for 

each program that relate back to the 
program goals and objectives (see the 
Tracking and Reporting Performance 
section). 
 Actionable strategies that build off existing 

“Fixed Route & Commuter Route 
Modifications/Expansions/Changes Policy” 
to evaluate existing system performance 
against standards that aligns with peer 
agencies and industry best practices (see 
the Actionable Strategies for Improving 
Performance section). 

Recommendation 1.1b 
DOT should establish a separate Paratransit 
service program policy or incorporate 
Paratransit service into the County’s broader 

The recommended performance management 
program includes measures and standards for 
Paratransit service and actionable strategies 
for evaluating system performance against 
those standards (see the Tracking and 
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Audit Recommendation 
Maui Bus Rates and Fees Study 
Recommendation  

transit planning policy. Policy should 
incorporate minimum ADA standards, as well 
as governing criteria for the program similar to 
those described above. 

Reporting Performance and Actionable 
Strategies for Improving Performance 
sections). 

DOT Cost Analysis 
Recommendation 2.2 
DOT should continue to monitor cost 
performance metrics for specific routes and 
evaluate their effectiveness and alignment with 
objectives. 

The recommended performance management 
program includes success measures looking at 
fixed route and commuter cost performance 
with standards by route type and actionable 
strategies for evaluating performance against 
the standards and other routes (see the 
Actionable Strategies for Improving 
Performance section).  

Recommendation 2.3 
DOT should continue to review factors that 
may be contributing to high paratransit 
operating expenses per vehicle revenue mile 
and further explore performance measures to 
continuously monitor program efficiency and 
effectiveness. 

The recommended performance management 
program includes success measures and 
annual targets for paratransit cost performance 
with actionable strategies for evaluating 
performance (see the Actionable Strategies for 
Improving Performance section). 
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EXISTING CONDITIONS AND BEST PRACTICES REVIEW 
SUMMARY 
The Review identified existing performance management tools and best 
practices in performance management strategies that guided the performance 
management program phase of this project. For more details about the findings, 
see Appendix A. 

Existing Performance Management Tools 
The Review found that Maui DOT has limited existing performance management 
tools, which makes it difficult for the agency to measure Maui Bus performance 
across service types and plan for needed changes. 

Fixed Route and Commuter Service Policy 

Maui DOT’s existing Fixed Route & Commuter Route Modifications/Expansions/ 
Changes Policy was approved in May 2016 and indicates that the Maui Short 
Range Transit Plan (MSRTP) provides the DOT a baseline for evaluating any 
service changes or modifications. Maui DOT also incorporates input from 
surveys, community feedback, and studies available. The agency currently plans 
service based on available funding, which is approved and allocated by the Maui 
County Council. In the event no additional funding is available, Maui DOT will 
only consider implementing cost-neutral modifications to service to promote 
service efficiency.  

Budget Implementation Report 

Maui DOT sets annual goals, objectives, and success measures for the 
department as part of the annual budget process. The goals differ across the 
various programs, as outlined in Figure 4-2. Each program goal is associated 
with one or more objectives, which correspond with success measures that are 
reported quarterly in the budget implementation report. For the full goals, 
objectives, and success measures by program, see Appendix A. 
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Figure 4-2 Budget Implementation Report Goals by Program 

 Program 

Goal 
Adminis-
tration 

Fixed 
Route Commuter Paratransit 

Maintain a safe and reliable Maui Bus fleet 
and ensure that number of vehicles 
required meet rider demands. 

x    

Improve existing transit system and 
construct ADA compliant bus 
stops/shelters. 

x    

Monitor the farebox recovery rate to ensure 
service continuity. 

x x x x 

Provide safe and reliable service to the 
riders and maintain a good on-time record. 

 x  x 

Continue to monitor ridership and make 
necessary service changes to meet the 
needs of the ridership population. 

 x x x 

Continue to provide useful information 
through the “Maui Bus” app and allow for 
ridership feedback via the app. 

 x   

Operate and manage the transit system 
effectively. 

 x x x 

Provide accessible transit service.  x  x 

Annual Service Report 

At the end of each fiscal year, Maui DOT releases an annual report which 
provides an overview of the department, its goals and objectives, and highlights 
of activities performed throughout the fiscal year. The report presents the 
department’s annual performance across all success measures included in the 
budget implementation report.  
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Peer Performance Management Strategies  
The Review presented performance management strategies used by six peer 
agencies (Figure 4-3), as well as demonstrated how these strategies are best 
used in practice. The document identified a set of key takeaways used to develop 
the Performance Management Program. 

Key findings include: 

 On-time performance, farebox recovery, boardings per revenue hour, 
and road safety/accidents are performance measures shared among 
almost all peers.  

 Performance measures are unique to service types and development 
intensity. Urban populations are more likely to take shorter, more 
frequent trips, while rural populations may take longer, less frequent trips. 
Performance measures and standards need to be balanced to reflect a 
variety of unique community needs.  

 Contracted service may require targeted performance management 
strategies to be effective. The differences between directly operated and 
contracted services may require specific measures and standards to meet 
agency goals. Some peer agencies use standards as benchmarks for 
private contractors to achieve with performance-based incentives or 
penalties.  

 Actionable plans and strategies should be in place when a transit 
system fails to meet standards. Reporting on performance measures is 
a best practice for an agency to share information with stakeholders and 
understand the inner workings of the agency’s system, but these 
measures should also be paired with plans of action for remediating poor 
performance. 
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Figure 4-3 Performance Management Strategies Peer Review Agencies 

 

PROPOSED FORMAL PERFORMANCE MANAGEMENT 
PROGRAM 
In response to the 2018 Audit recommendations and to better govern Maui 
DOT’s performance management, the agency should adopt a formal 
performance management program which sets goals, objectives, success 
measures, and service targets. This differs from the current reporting structure in 
the budget implementation report with the addition of an annual target to each 
success measure. 

Performance Management Structure 
Six program goals were developed to cover the spectrum of transit service 
provision from the perspective of the customer, the transit agency, 
decisionmakers, and the community. Under each of these goals, one or more 
objectives was identified focusing on specific elements of the Maui Bus system 
(Figure 4-4). These goals and objectives are based on the County of Maui 
Strategic Plan, the department goals and objectives in the FY 2021 budget 
implementation report, peer agency program goals, input from Maui County 
Council, and feedback from Maui DOT staff. 
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Performance Measurement Elements 
 

Program Goals and Objectives 

All performance management elements are structured under program goals, which set a 
purpose for the agency. Program goals typically align with the values of a transit agency 
or governing body. The program objectives identify specific areas of focus for the agency 
within a goal. Objectives can be seen as an intermediate result on the way to achieving 
the goal. Program goals and objectives are designed to help an agency measure overall 
performance and can be used to evaluate various services or projects within an agency. 
Success Measures and Targets 

Under each program objective, the agency should track one or more success measures, or 
metrics, that quantify one element of agency performance. Each measure should be 
assigned an annual target that sets the threshold for successful service or 
underperformance. 
Proposed Performance Management Program Structure 

 

 

GOAL

OBJECTIVE

SUCCESS 
MEASURE

TARGET

SUCCESS 
MEASURE

TARGET

OBJECTIVE

SUCCESS 
MEASURE

TARGET

SUCCESS 
MEASURE

TARGET

OBJECTIVE

SUCCESS 
MEASURE

TARGET

SUCCESS 
MEASURE

TARGET
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Figure 4-4 Recommended Maui Bus Program Goals and Objectives 
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Under each of the program objectives, specific success measures are identified 
that provide a quantitative look at the Maui DOT’s performance in achieving the 
objective.1 The structure of the success measures is outlined in Figure 4-5. While 
program goals and objectives set a direction for the entire Maui Bus agency, the 
success measures are tailored to gauge the performance of the various service 
types.  

In the proposed structure, the success measures are grouped under four Maui 
Bus programs: the department administration and the three Maui Bus services—
fixed route, commuter, and paratransit. This grouping represents which program 
is accountable for tracking the performance and making necessary adjustments 
to meet targets. This categorization mirrors what is currently reported in the 
annual budget and quarterly budget implementation report.2  

The success measures for the Administration program focus on elements that 
relate to the overall performance of the department and/or involve all three Maui 
Bus services. For example, measures under the Administration program focus on 
department operations, technology, fleet, and financials. The success measures 
for each of the services focus on elements that are specific to the service type. 
Because of the importance for accountability across the department, some 
success measures, such as farebox recovery and vehicle maintenance, are 
tracked across the three services, as well as at the Administration level. 

The recommended success measures were adapted from the measures included 
in the FY 2021 budget implementation report, peer agency metrics, input from 
Maui County Council, and feedback from Maui DOT staff. 

  

 
1 While success measures are nested under one goal and objective, they often are linked to other program goals. For example, 
maintaining a reliable fleet (under Sustainable Operations) also helps the agency provide safe service for riders (Safety). 
Additionally, equitably improving passenger facilities (under Sustainable Operations) also helps the agency equitably connect 
people and places with transit service (under Community Connections). 
2 Performance elements for Human Services Transportation and Air Ambulance (the departments other two programs) and not 
included in these recommendations. 
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Figure 4-5 Recommended Goals, Objectives, and Success Measures by Program 

 Program Success Measures 
Goal and 
Objectives Administration Fixed Route Commuter Paratransit 

Service Delivery: Deliver efficient, frequent, and accessible service 
Operate productive 
service 

 Number of fixed 
route passengers 
per revenue hour / 
trip 

Number of 
commuter 
passengers per trip 

Number of 
paratransit 
passengers per 
revenue hour 

Operate frequent 
service 

 Maximum route 
headway*  

  

Provide a safe and 
comfortable 
vehicle load 

 Average maximum 
load factor* 

  

Provide ADA 
accessible service 

 Percent of fixed 
route vehicles 
equipped with 
working lifts/ramps 

 Percent of 
paratransit 
vehicles equipped 
with working 
lifts/ramps 
 
Number of denied 
or missed trips* 

Customer Service: Provide welcoming, friendly, and helpful customer service 
Increase ridership 
on Maui Bus and 
Commuter Bus 

 Number of annual 
fixed route 
passenger 
boardings 

Number of annual 
commuter 
passenger 
boardings 

 

Accommodate 
paratransit 
boardings 

   Number of 
paratransit 
passenger 
boardings 

Maintain reliable 
on-time 
performance 

 Percent of on-time 
stop arrivals 
Percent of early 
departures at 
scheduled stops 

 Percent of 
paratransit pick-
ups within the 
designated pick-up 
window 

Provide consistent 
real-time 
information on bus 
location 

Number of user 
hits on vehicle 
location on “Maui 
Bus” app* 
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 Program Success Measures 
Goal and 
Objectives Administration Fixed Route Commuter Paratransit 
Receive and 
document 
customer feedback 

Number of 
passenger 
complaints per 
boarding 

   

Safety: Provide safe service for Maui Bus riders 
Operate low 
vehicle incident 
and injury record 

Miles between 
vehicle incidents 

   

Provide frequent 
operator training 

Percent of 
operators meeting 
annual training 
requirements* 

   

Financial Health: Operate cost-effective service and plan for future financial needs 
Operate with a 
sustainable 
farebox recovery 
ratio 

Percent of 
systemwide 
annualized farebox 
returns 

Percent of fixed 
route annualized 
farebox returns 

Percent of 
commuter 
annualized farebox 
returns 

Percent of 
paratransit 
annualized farebox 
returns 

Maintain low cost 
per passenger trip^ 

 Cost per fixed 
route passenger 
trip 

Cost per commuter 
passenger trip 

Cost per 
paratransit 
passenger trip 

Build sustainable 
financial capacity 

See Future Planning section 

Sustainable Operations: Maintain reliable fleet and facilities that meet the needs of the community 
Operate vehicles 
within their useful 
life 

 Average age of the 
fixed route fleet* 
 
Average mileage 
of the fixed route 
fleet* 

 Average age of the 
paratransit fleet* 
 
Average mileage 
of the paratransit 
fleet* 

Maximize vehicle 
life through 
preventative 
maintenance 

Percent of 
preventative 
maintenance 
completed on 
schedule 

Miles between 
fixed route major 
mechanical system 
failures 

Miles between 
commuter major 
mechanical system 
failures 

Miles between 
paratransit major 
mechanical system 
failures 
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 Program Success Measures 
Goal and 
Objectives Administration Fixed Route Commuter Paratransit 
Keep an 
appropriately sized 
and sustainable 
fleet 

Percent spare 
ratio* 

   
 

Improve passenger 
facilities 

See Future Planning section 

Community Connections: Equitably connect Maui people and places with transit service 

Provide equitable 
service 
availability+ 

 Percent of 
population within 
one mile of a 
transit stop* 
 
Percent of major 
employers and 
large trip 
generators within 
one mile of a 
transit stop* 
 
Percent of large 
multifamily housing 
developments 
within one mile of a 
transit stop* 
 
Percent of middle 
and high schools 
within one mile of a 
transit stop* 

 Percent of ADA 
paratransit 
eligibility 
applications 
processed within 
21 days* 
 
ADA paratransit 
service provided 
within same hours, 
days, and 
geographies as 
fixed route service* 
 
Percent of ADA 
paratransit trips 
with travel times 
less than or equal 
to comparable 
fixed route trip plus 
15 minutes* 

* Success measure only reported in the Annual Service Report 
+ In addition to service availability, Maui DOT also commits to equitable distribution of transit amenities and vehicle assignment in the agency’s 2020 Title 
VI Program. The Distribution of Transit Amenities Policy commits to following the framework set out in the Bus Stop Planning & Design Services Report, 
which is tracked under the “Improve passenger facilities” objective (under Sustainable Operations). The Vehicle Assignment Policy commits to assigning 
vehicles throughout the transit system based on the service demands of the system, with higher capacity vehicles assigned to higher ridership routes. 
^ In future years, this target should be indexed with inflation.  
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Tracking and Reporting Performance 
This section outlines the proposed success measures and FY2022 targets for the 
two performance management reports: the quarterly budget implementation 
report and the annual service report. Each report has a separate purpose, but 
both are intended to appropriately track the performance of the system and 
report out the necessary information to make informed decisions about service 
provision. The budget implementation report includes quarterly updates on the 
success measures included in the County’s fiscal year budget. The measures 
included in this report for the FY2022 budget correspond with the 
recommendations below. These measures were selected based on their ability to 
summarize valuable aspects of system performance and provide important 
information that can help Maui DOT and policymakers make informed changes 
between quarters. The annual service report provides a complete look at system 
performance over the course of the year and compares performance to past 
years. This report includes all of the measures reported in the budget 
implementation report, as well as additional measures that are more likely to 
change on an annual basis, rather than per quarter. 

The FY2022 targets included in both reports were based on FY2019 and FY2020 
system performance along with standards used by peer agencies. Due to 
unpredictability in the COVID-19 pandemic and the unknown future of transit 
demand, these values may not end up being realistic targets for FY2022. Maui 
DOT should continue tracking performance through the pandemic and reassess 
these targets based on performance at the end of FY2021 and any new data 
regarding the pandemic. When evaluating performance for FY2020, FY2021, and 
FY2022, any reporting should acknowledge the unforeseeable effects of COVID 
on transit ridership, service, and performance.  

For a few fixed route measures in the annual service report, the targets are 
broken down based on route type. Because these routes serve different parts of 
the island and provide a range of benefits to the community, future targets should 
be determined based on past performance and industry standards. All specific 
targets determined for success measures use past performance data, where 
available. For these measures, Maui DOT should commit to tracking the measure 
through FY2022 to determine an appropriate target for FY 2023. Additionally, 
Maui DOT should review all targets annually to set appropriate standards based 
on the previous year’s performance. 
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Quarterly Budget Implementation Report 
Administration 

 
Goal/Objective 

Success 
Measure 

FY2020 
Actual 

FY2021 
Estimate 

FY2022 
Target* 

Customer Service: Provide welcoming, friendly, and helpful customer service 
Receive and document 
customer feedback 

Number of passenger 
complaints per boarding 

N/A N/A N/A 

Safety: Provide safe service for Maui Bus riders 
Operate low vehicle incident 
and injury record 

Miles between vehicle 
incidents 

N/A N/A N/A 

Financial Health: Operate cost effective service and plan for future financial needs 
Operate with a sustainable 
farebox recovery ratio 

Percent of systemwide 
annualized farebox returns 

13% 7-10% 13% 

Sustainable Operations: Maintain reliable fleet and facilities that meet the needs of the community 
Maximize vehicle life through 
preventative maintenance 

Percent of preventative 
maintenance completed on 
schedule 

100% 100% 100% 

*Success measures without currently available or tracked data are not given a target. Maui DOT should commit to tracking the measure through FY2022 
to determine an appropriate target for FY 2023.  

Fixed Route 

 
Goal/Objective 

Success 
Measure 

FY2020 
Actual 

FY2021 
Estimate 

FY2022 
Target* 

Service Delivery: Deliver efficient, frequent, and accessible service 
Operate productive service Number of fixed route 

passengers per revenue hour  
15 7-10 20 

Provide a safe and 
comfortable vehicle load 

Average maximum load 
factor+ 

N/A N/A Less than 
1.25 

Provide ADA accessible 
service 

Percent of vehicles equipped 
with working lifts/ramps 

100% 100% 100% 

Customer Service: Provide welcoming, friendly, and helpful customer service 
Increase ridership on fixed 
routes 

Number of annual fixed route 
passenger boardings  

1,372,935 850,000 1,000,000 

Maintain reliable on-time 
performance 

Percent of on-time stop 
arrivals^ 

99% 95% 95% 

Percent of early departures at 
scheduled stops^ 

N/A N/A 5%  
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Goal/Objective 

Success 
Measure 

FY2020 
Actual 

FY2021 
Estimate 

FY2022 
Target* 

Financial Health: Operate cost effective service and plan for future financial needs 
Operate with a sustainable 
farebox recovery ratio 

Percent of fixed route 
annualized farebox returns  

9% 7-10% 15% 

Maintain low cost per 
passenger trip 

Cost per fixed route passenger 
trip 

$5.80 $9-10 Less than 
$6 

Sustainable Operations: Maintain reliable fleet and facilities that meet the needs of the community 
Maximize vehicle life through 
preventative maintenance 

Miles between fixed route 
major mechanical system 
failures 

N/A N/A N/A 

* Success measures without currently available or tracked data are not given a target. Maui DOT should commit to tracking the measure through FY2022 
to determine an appropriate target for FY 2023.  
+ Maui DOT is required by the FTA to track the average ratio of vehicle passengers to vehicle seats for fixed route in their Title VI Plan (FTA C 4702.1B).  
To calculate the average max load for the quarter, Maui DOT should calculate the maximum load factor for at least one instance of every scheduled trip 
within a quarter. This could involve sampling all trips within one weekday, Saturday, and Sunday, or a scheduled sampling of a few trips on multiple days. 
The annual average of maximum load factors for all trips should not exceed 1.25, per Maui DOT’s Title VI Plan (adopted September 2020).  
^ For the purposes of Maui DOT performance measurement, on-time is defined as early (before the schedule arrival time) or on-time (less than 5 minutes 
after scheduled arrival time) arrival to a scheduled stop. Maui DOT policy is that buses should not depart a scheduled stop early. To ensure adherence to 
this policy, Maui DOT should complete a quarterly audit of Synchromatics on-time performance data that samples at least 20 randomly selected trips from 
throughout the quarter to check for early scheduled stop departures. 
 

Commuter 

 
Goal/Objective 

Success 
Measure 

FY2020 
Actual 

FY2021 
Estimate 

FY2022 
Target* 

Service Delivery: Deliver efficient, frequent, and accessible service 
Operate productive service Number of commuter 

passengers per revenue trip 
30 10 20 

Customer Service: Provide welcoming, friendly, and helpful customer service 
Increase ridership on 
commuter 

Number of annual commuter 
passenger boardings 

131,733 35,000-
40,000 

100,000 

Financial Health: Operate cost effective service and plan for future financial needs 
Operate with a sustainable 
farebox recovery ratio 

Percent of commuter 
annualized farebox returns 

9% 5% 10% 

Maintain low cost per 
passenger trip 

Cost per commuter passenger 
trip 

$10.68 $19 Less than 
$12 

Sustainable Operations: Maintain reliable fleet and facilities that meet the needs of the community 
Maximize vehicle life through 
preventative maintenance 

Miles between commuter 
major mechanical system 
failures 

N/A N/A N/A 

* Success measures without currently available or tracked data are not given a target. Maui DOT should commit to tracking the measure through FY2022 
to determine an appropriate target for FY 2023.  
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Paratransit 

 
Goal/Objective 

Success 
Measure 

FY2020 
Actual 

FY2021 
Estimate 

FY2022 
Target* 

Service Delivery: Deliver efficient, frequent, and accessible service 
Operate productive service Number of paratransit 

passengers per revenue hour  
2 3 3 

Provide ADA accessible 
service 

Percent of vehicles equipped 
with working lifts/ramps 

100% 100% 100% 

Customer Service: Provide welcoming, friendly, and helpful customer service 
Accommodate paratransit 
boardings 

Number of paratransit 
passenger boardings 

74,232 83,000 Less than 
75,000 

Maintain reliable on-time 
performance 

Percent of paratransit trips 
with pick-ups within the 
designated 30-minute pick-up 
window 

94% 93% 93% 

Financial Health: Operate cost effective service and plan for future financial needs 
Operate with a sustainable 
farebox recovery ratio 

Percent of paratransit 
annualized farebox returns  

2% 2% 3% 

Maintain low cost per 
passenger trip 

Cost per paratransit 
passenger trip 

$53.13 $80 Less than 
$50 

Sustainable Operations: Maintain reliable fleet and facilities that meet the needs of the community 
Maximize vehicle life through 
preventative maintenance 

Miles between paratransit 
major mechanical system 
failures 

N/A N/A N/A 

* Success measures without currently available or tracked data are not given a target. Maui DOT should commit to tracking the measure through FY2022 
to determine an appropriate target for FY 2023.  
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Annual Service Report 
Administration 

 
Goal/Objective 

Success 
Measure 

FY2020 
Actual 

FY2021 
Estimate 

FY2022 
Target* 

Customer Service: Provide welcoming, friendly, and helpful customer service 
Provide consistent real-time 
information on bus location 

Number of user hits on vehicle 
location on “Maui Bus” app 

749,505 164,241 N/A 

Receive and document 
customer feedback 

Number of passenger 
complaints per boarding 

N/A N/A N/A 

Safety: Provide safe service for Maui Bus riders 
Operate low vehicle incident 
and injury record 

Miles between vehicle incidents N/A N/A N/A 

Provide frequent operator 
training 

Percent of operators meeting 
annual training requirements 

N/A N/A 100% 

Financial Health: Operate cost effective service and plan for future financial needs 
Operate with a sustainable 
farebox recovery ratio 

Percent of systemwide 
annualized farebox returns 

13% 7-10% 13% 

Sustainable Operations: Maintain reliable fleet and facilities that meet the needs of the community 
Maximize vehicle life through 
preventative maintenance 

Percent of preventative 
maintenance completed on 
schedule 

100% 100% 100% 

Keep an appropriately sized 
and sustainable fleet 

Percent spare ratio N/A N/A Less than 
40%* 

* Success measures without currently available or tracked data are not given a target. Maui DOT should commit to tracking the measure through FY2022 
to determine an appropriate target for FY 2023.  
^ FTA Circular 9030.1C requires that “the number of spare buses in the active fleet for grantees operating 50 or more revenue vehicles should not exceed 
20 percent of the number of vehicles operated in maximum service”. Due to Maui DOT’s unique operating conditions for a U.S. transit agency, the agency 
maintains a spare ratio above the FTA guideline. 

Fixed Route 

 
Goal/Objective 

Success 
Measure 

FY2020 
Actual 

FY2021 
Estimate 

FY2022 
Target* 

Service Delivery: Deliver efficient, frequent, and accessible service 
Operate productive 
service 

Number of fixed route 
passengers per 
revenue hour / trip 

Total: 15  Total: 7-10  Total: 20 
Loop = N/A 
Villager = N/A  
Islander = N/A 
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Goal/Objective 

Success 
Measure 

FY2020 
Actual 

FY2021 
Estimate 

FY2022 
Target* 
Community 
Services 
Islander = N/A 
(passengers per 
trip) 

Operate frequent 
service 

Maximum route 
headway 

Lower than 
typically 
scheduled due 
to COVID 

Lower than 
typically 
scheduled due 
to COVID 

Loop = 60 
minutes 
Villager = 60 
minutes 
Islander = 60 
minutes 
Community 
Services 
Islander= 90 

Provide a safe and 
comfortable vehicle 
load 

Average maximum 
load factor+ 

N/A N/A Less than 1.25 

Provide ADA 
accessible service 

Percent of vehicles 
equipped with 
working lifts/ramps 

100% 100% 100% 

Customer Service: Provide welcoming, friendly, and helpful customer service 
Increase ridership on 
fixed route 

Number of annual 
fixed route passenger 
boardings  

1,372,935 850,000 1,000,000 

Maintain reliable on-
time performance 

Percent of on-time 
stop arrivals^ 

99% 95% 95% 

Percent of early 
departures at 
scheduled stops^ 

N/A N/A 5%  

Financial Health: Operate cost effective service and plan for future financial needs 
Operate with a 
sustainable farebox 
recovery ratio 

Percent of fixed route 
annualized farebox 
returns  

9% 7-10% 15% 

Maintain low cost per 
passenger trip 

Cost per fixed route 
passenger trip 

$5.80 
Loop = $5.68 
Villager = $9.02  
Islander = $4.44 

$9-10 
Loop = N/A 
Villager = N/A  
Islander = N/A 

Total: $6 
Loop = N/A 
Villager = N/A  
Islander = N/A 



 MAUI BUS RATES AND FEES STUDY 
Final Report 

 

Nelson\Nygaard Consulting Associates Inc. 4-20 

 
Goal/Objective 

Success 
Measure 

FY2020 
Actual 

FY2021 
Estimate 

FY2022 
Target* 

Community 
Services 
Islander = $9.84 

Community 
Services 
Islander = N/A 

Community 
Services 
Islander = N/A 

Sustainable Operations: Maintain reliable fleet and facilities that meet the needs of the community 
Operate vehicles 
within their useful life 

Average age of the 
fixed route fleet 

8.9 years 7.1 years 7 years old 

Average mileage of 
the fixed route fleet 

450,000 300,000 300,000 miles 

Maximize vehicle life 
through preventative 
maintenance 

Miles between fixed 
route major 
mechanical system 
failures 

N/A N/A N/A 

Community Connections: Equitably connect Maui people and places with transit service 
Provide equitable 
service availability 

Percent of population 
within one mile of a 
transit stop 

87% 87% 87% 

Percent of major 
employers and large 
trip generators within 
one mile of a transit 
stop 

96% 96% 96% 

Percent of large 
multifamily housing 
developments within 
one mile of a transit 
stop 

99% 99% 99% 

Percent of middle and 
high schools within 
one mile of a transit 
stop 

100% 100% 100% 

* Success measures without currently available or tracked data are not given a target. Maui DOT should commit to tracking the measure through FY2022 
to determine an appropriate target for FY 2023.  
+ Maui DOT is required by the FTA to track the average ratio of vehicle passengers to vehicle seats for fixed route in their Title VI Plan (FTA C 4702.1B).  
To calculate the average max load for the quarter, Maui DOT should calculate the maximum load factor for at least one instance of every scheduled trip 
within a quarter. This could involve sampling all trips within one weekday, Saturday, and Sunday, or a scheduled sampling of a few trips every day. The 
annual average of maximum load factors for all trips should not exceed 1.25, per Maui DOT’s Title VI Plan (adopted September 2020).  
^ For the purposes of Maui DOT performance measurement, on-time is defined as early (before the schedule arrival time) or on-time (less than 5 minutes 
after scheduled arrival time) arrival to a scheduled stop. Maui DOT policy is that buses should not depart a scheduled stop early. To ensure adherence to 
this policy, Maui DOT should complete a quarterly audit of Synchromatics on-time performance data that samples at least 20 randomly selected trips from 
throughout the quarter to check for early scheduled stop departures. 
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Commuter 

 
Goal/Objective 

Success 
Measure 

FY 2020 
Actual 

FY 2021 
Estimate 

FY 2022 
Target* 

Service Deliver: Deliver efficient, frequent, and accessible service 
Operate productive service Number of commuter 

passengers per revenue trip 
30 10 20 

Customer Service: Provide welcoming, friendly, and helpful customer service 
Increase ridership on 
commuter 

Number of annual commuter 
passenger boardings 

131,733 35,000-
40,000 

100,000 

Financial Health: Operate cost effective service and plan for future financial needs 
Operate with a sustainable 
farebox recovery ratio 

Percent of commuter 
annualized farebox returns 

9% 7% 10% 

Maintain low cost per 
passenger trip 

Cost per commuter 
passenger trip 

$10.68 $19 Less than 
$12 

Sustainable Operations: Maintain reliable fleet and facilities that meet the needs of the community 
Maximize vehicle life 
through preventative 
maintenance 

Miles between commuter 
major mechanical system 
failures 

N/A N/A N/A 

* Success measures without currently available or tracked data are not given a target. Maui DOT should commit to tracking the measure through FY2022 
to determine an appropriate target for FY 2023.  

Paratransit 

 
Goal/Objective 

Success 
Measure 

FY2020 
Actual 

FY2021 
Estimate 

FY2022 
Target* 

Service Delivery: Deliver efficient, frequent, and accessible service 
Operate productive service Number of paratransit 

passengers per revenue hour  
2 2 3 

Provide ADA accessible 
service 

Percent of vehicles equipped 
with working lifts/ramps 

100% 100% 100% 

Number of denied or missed 
trips+ 

N/A N/A 0 

Customer Service: Provide welcoming, friendly, and helpful customer service 
Accommodate paratransit 
boardings 

Number of paratransit passenger 
boardings 

74,232 83,000 Less than 
75,000 

Maintain reliable on-time 
performance 

Percent of paratransit trips with 
pick-ups within the designated 
pick-up window 

94% 93% 93% 
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Goal/Objective 

Success 
Measure 

FY2020 
Actual 

FY2021 
Estimate 

FY2022 
Target* 

Financial Health: Operate cost effective service and plan for future financial needs 
Operate with a sustainable 
farebox recovery ratio 

Percent of paratransit 
annualized farebox returns  

2% 2% 3% 

Maintain low cost per 
passenger trip 

Cost per paratransit passenger 
trip 

$53.13 $80 Less than 
$50 

Sustainable Operations: Maintain reliable fleet and facilities that meet the needs of the community 
Operate vehicles within 
their useful life 

Average age of the paratransit 
fleet 

6 years 7 years 6 years old 

Average mileage of paratransit 
fleet 

170,000 190,000 150,000 
miles 

Maximize vehicle life 
through preventative 
maintenance 

Miles between paratransit major 
mechanical system failures 

N/A N/A N/A 

Community Connections: Equitably connect Maui people and places with transit service 
Provide equitable service 
availability 

Percent of ADA paratransit 
eligibility applications processed 
within 21 days 

N/A N/A 100% 

ADA paratransit service provided 
within same hours, days, and 
geographies as fixed route 
service 

Yes Yes Yes 

Percent of ADA paratransit trips 
with travel times less than or 
equal to comparable fixed route 
trip plus 15 minutes^ 

N/A N/A 95% 

* Success measures without currently available or tracked data are not given a target. Maui DOT should commit to tracking the measure through FY2022 
to determine an appropriate target for FY 2023.  
+A missed trip on paratransit is defined as a pick-up for a trip that is more than 60 minutes outside of the 30-minute pick-up window. 
^This measure should be calculated using a sample of 20 annual paratransit trip travel times (5 per quarter) compared to their respective comparable 
fixed route travel time, including time necessary to travel to the bus stop, wait for the bus, actual riding time, transfers, and travel from the final stop to the 
person’s ultimate destination. 
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Actionable Strategies for Improving Performance 
Differing strategies can be made on a quarterly or annual basis based on system 
performance. The most recent Short Range Transit Plan should provide a 
baseline for evaluating any service changes or modifications. Maui DOT should 
also incorporate input from surveys, community feedback, and additional studies. 
When planning for improvement or expansion, Maui DOT should evaluate 
available funding, which is approved and allocated by the Maui County Council. 
In the event no funding is available, Maui DOT should consider implementing 
cost-neutral modifications to service to promote service efficiency. Department 
staff should prioritize addressing underperformance based on department 
priorities, which should be revisited under changing conditions or extraordinary 
circumstances. The scope and impact of the actionable strategies will depend on 
department staff availability to research the cause of the underperformance and 
develop adaptable solutions. To make many of the necessary strategic system 
improvements without overwhelming existing staff, Maui DOT should focus on 
building additional staff and financial capacity. 

Quarterly 

Every fiscal quarter, Maui DOT should review the agency’s performance across 
the quarterly-reported success measures in the budget implementation report. 
For the success measures where the agency is underperforming or not on track 
to meeting the FY target, department staff should complete an assessment of the 
sources of the program’s underperformance, identify opportunities to meet the 
next quarter’s target, or adjust annual expectations. This review should happen 
as close to the end of the quarter as possible so the agency can make the proper 
adjustments to service. It should be noted that for some measures, such as 
farebox recovery, the agency is limited in its ability to adjust within a quarter, but 
it is still important to track these efficiency measures throughout the year.  

Examples are given below for each of the Maui Bus reporting programs:  

Administration 

Number of passenger complaints per boarding, FY2022 Target = N/A 

If the number of complaints exceeds one quarter of the established target for the 
year, department staff should investigate the source of the complaints, look for 
themes among the complaints, and collaborate with the operating contractor to 
make appropriate adjustments. If complaints pertain to issues with driver 
behavior, the department may alter the content or increase operator training. If 
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the complaints include requests for service changes, the department should flag 
these for future analysis at the end of the year along with the annual service 
review. 

Miles between vehicle incidents, FY2022 Target = N/A 

If the miles between vehicle incidents falls below the target, department staff 
should investigate the causes of all incidents, look for common factors, and 
collaborate with the operating contractor and make necessary changes to ensure 
all the proper safety precautions are taken.  

Fixed Route 

Percent of on-time stop arrivals, FY2022 Target = 95% 

If fixed route on-time performance falls below the annual target, department staff 
should investigate which route segments are underperforming, identify potential 
external causes, and make appropriate schedule or routing adjustments to 
ensure the schedules provide riders with accurate expectations. 

Miles between fixed route major mechanical system failures, FY2022 Target 
= N/A 

Similar to miles between vehicle incidents, if the miles between system failures 
fall below the target, the department should act to determine the cause of the 
failures and work with operators to ensure the proper preventative maintenance 
is taken to maximize vehicle life. If vehicle age is determined to be a cause, the 
department should ensure adherence to a vehicle replacement plan designed to 
retire vehicles past useful life. 

Commuter 

Number of commuter passengers per revenue trip, FY2022 = 20 

If the number of passengers per revenue trip falls below the target on commuter 
service, department staff should investigate which trips have the lowest ridership, 
determine whether the performance is part of a larger trend, and make 
adjustments to the commuter schedule as warranted, as long as funding and 
vehicle availability allows. 

Paratransit 

Number of paratransit passengers per revenue hour, FY2022 = 3 

If the number of paratransit passengers per revenue hour falls below the target, 
department staff should work with the service operator to determine whether 
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scheduling adjustments can be made to improve the productivity of the 
paratransit vehicles.  

Annually 

Every year, using the data compiled in the Annual Service Report, department 
staff should set a plan for service improvement and expansion, as well as set 
new targets for the following year. The department should assess the sources of 
the performance, measure trends throughout the year and in consecutive years, 
identify opportunities for improvement, and develop targeted strategies to 
improve service. This process applies to both underperforming services as well 
as services that exceed expectations. This process should attempt to address 
performance issues or successes within a reasonable amount of time in the first 
quarter of the following fiscal year that allows the department to plan or change 
course before trending too far in one direction. Strategies are given below for 
each of the Maui Bus reporting programs.  

Administration 

Maui DOT should assess the performance of the administration program on an 
annual basis to ensure the department has the proper staffing capacity and tools 
to provide service that meets the goals and objectives of the department. If the 
administration is consistently underperforming across multiple success 
measures—across quarters and year to year—then efforts should be made to 
increase staff capacity, adjust technology and relevant software, and/or revisit 
financial capacity. 

In the case that annual farebox returns fall below target, department staff should 
look at additional performance metrics (passenger boardings, average fare per 
passenger, operating cost per trip) for all three services along with external 
factors for potential causes for low farebox returns. Once identified, department 
staff should assess the agency fare structure to determine whether certain ticket 
or pass options could be the cause of low recovery, including discount categories 
and discount eligibility. If County Council determines that the department must 
raise farebox revenues, the department should propose an increase of fares.  

Fixed Route 

Maui DOT should assess the performance of each route every year against the 
other routes in the fixed route network. In the case a route has relatively low 
performance across multiple success measures for two consecutive years, that 
route should be targeted for remediation. Underperforming routes reduce the 
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overall effectiveness of the transit system and should be flagged for a deeper 
assessment. The department should identify opportunities for remedial actions 
such as frequency reduction, service span revisions, realignment, rescheduling, 
route consolidation, alternative service models, and marketing efforts. If these 
actions are not feasible, not successful in improving performance, or if there are 
future budget limitations that will require reductions in service, then the 
department should consider eliminating the route. 

Commuter 

Maui DOT should assess the performance of each route every year against the 
other routes in the commuter bus network. In the case a route has relatively low 
performance across multiple success measures for two consecutive years, that 
route should be targeted for remediation. The department should identify 
opportunities for remedial actions such as trip reduction, rescheduling, route 
consolidation, alternative service models, and marketing efforts. If these actions 
are not feasible, not successful in improving performance, or if there are future 
budget limitations that will require reductions in service, then the department 
should consider eliminating the route. 

Paratransit 

Maui DOT should assess the performance of paratransit service every year to 
ensure adequate monitoring of program efficiency, effectiveness, and compliance 
with ADA paratransit regulations. If paratransit service is continuously 
underperforming between quarters and two consecutive years, then the 
department should work with the operator to identify opportunities for service 
remediation. For example, if service productivity is decreasing, farebox recovery 
is decreasing, and cost per passenger trip is increasing, then the department 
should consider ways to improve service efficiency through trip scheduling, fare 
changes, or cost cutting measures. The department should always strive to meet 
ADA requirements so particular efforts should be made to ensure those 
requirements are met, including accessible vehicles and on-time performance.  
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Strategies for Increasing Ridership and Revenue  

During project outreach, County of Maui Councilmembers expressed interest in 
specific recommendations to increase ridership and revenue on Maui Bus services. 
Maui DOT can use these actionable strategies to proactively build agency revenue 
and ridership or in response to service or route underperformance: 

1. To raise revenue for Maui Bus or similar transit services, Maui DOT can ensure 
that rates and fees discounts are going to those who need it most. This 
strategy may require raising fares for select groups of riders who are 
currently eligible for discounted fares. 

2. To raise revenues, Maui DOT can charge more for more expensive services 
(such as paratransit trips). This increase will increase the agency’s cost 
recovery ratio for those services. With the increases in revenue, Maui DOT can 
direct investments to more cost-effective services to increase mobility and 
accessibility across the island. 

3. Maui DOT can adopt the proposed Public Participation Plan (PPP) from this 
study to ensure that the community is fully aware of the services that Maui 
DOT provides, both to education the community and to promote Maui Bus 
services. 

4. Maui DOT can build on existing relationships with local schools and University 
of Hawaii Maui College to foster a culture of transit ridership in the Island’s 
youth and student population. This includes providing discounted fares to all 
youth and implementing a discounted University Pass program in partnership 
with University of Hawaii. By providing students with access to discounted, 
unlimited monthly passes, Maui DOT can reduce the cost barrier to riding 
transit and increase ridership on the system.   

5. Maui DOT can build on existing relationships with large employers on the 
Island to create a formal employer pass program, as well as to educate on 
the benefits of transit. Benefits include reduced parking demand for 
employers, reduced congestion for Island residents, and lower transportation 
costs for employees. By providing employees with access to discounted, 
unlimited monthly passes, Maui DOT can reduce the cost barrier to riding 
transit and increase ridership on the system. An employer pass program could 
be included as an employment perk among competitive employers, such as the 
Island’s hotels.   

6. Maui DOT can look for opportunities to offer more ways to purchase fare 
products than on-board the bus, such as allowing people to buy fare media at 
stores across the island and offering mobile ticketing. These increased options 
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would make it easier for more people to pay for the bus, regardless of 
whether they are a regular rider. This strategy also has the ability to increase 
ridership among tourists. 

7. Maui DOT can look for opportunities to partner with tourism agencies to 
advertise the availability of Maui Bus services, expand the pass distribution 
network to hotels, and provide more frequent service to and from the airport 
for airport employees and tourists. Enhanced marketing has the potential to 
grow Maui Bus as a standard form of transportation for visitors to the Island 
and reduce the congestion and parking demand caused by rental car culture. 

Future Planning 
In addition to the objectives and measures presented in this performance 
management program, is recommended that Maui DOT complete additional 
planning so they can better track performance towards achieving program goals. 
This section outlines the recommended plans and any corresponding 
performance management goals and objectives. 

Organization Assessment and Staffing Plan 

Maui DOT should complete an assessment of existing staff capacity and future 
demand. This plan will help the agency determine the staffing needs required to 
meet potential service growth and the expectations set out in this performance 
management program.  

 Goals: All 
− Objectives: All 

Comprehensive Operational Analysis or Short-Range Transit Plan 

Maui DOT should use a comprehensive look at Maui Bus service to understand 
current service delivery and develop future targets. This analysis should include 
a full review of existing conditions, past planning work on the Island, a market 
analysis, identification of existing service gaps and opportunities, and service 
recommendations. 

 Goal: Service Delivery 

− Objectives: Operate productive service; operate frequent service; 
provide a safe and comfortable vehicle load; provide ADA accessible 
service 
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Capital Plan 

Maui DOT should develop a formal capital plan so they can strategize for future 
capital investments. Once a plan is developed, the agency should integrate 
measures into the performance management program that tie back to the capital 
plan.  

 Goal: Financial Health 
− Objective: Build sustainable financial capacity 

Fleet Transition Plan 

Maui DOT should develop a transition plan for zero emissions or renewable 
powered vehicles to achieve the agency’s goal of transitioning the fleet to 100% 
renewable power by 2035. Once a plan is developed, Maui DOT should integrate 
measures into the performance management program that tie back to the 
transition plan. 

 Goal: Sustainable Operations 

− Objective: Keep an appropriately sized and sustainable fleet 

Passenger Facilities Plan 

Maui DOT should develop a plan for improving stop amenities across the system. 
This plan should build off the existing Bus Stop Planning and Design Services 
Report and integrate in new feedback from County leadership. Once developed, 
the agency should integrate in measures into the performance management 
program that tie back to the bus stop improvement plan.  

Maui DOT should also use passenger facilities planning as an opportunity to 
integrate ADA accessibility standards into bus stop improvements. This planning 
should include an inventory of current bus stop accessibility. The agency should 
use this inventory to develop a performance measure that strives for improving 
ADA accessibility for all stops, as feasible. 

 Goal: Sustainable Operations 
− Objective: Improve passenger facilities 

 Goal: Service Delivery 
− Objective: Provide ADA accessible service 



  

5 PUBLIC PARTICIPATION PLAN 
Maui DOT is required to have a Public Participation Plan 
(PPP) within the agency’s Title VI Program as a recipient of 
Urbanized Area Formula Program funds from the Federal 
Transit Administration (FTA). The PPP should establish a 
locally developed process to solicit and consider public 
comment prior to increasing fares or implementing a major 
reduction of transit services.  
This chapter outlines the recommendations for a PPP that: 

 Meets federal requirements 
 Establishes policies for when the agency should solicit feedback on 

changes to transit service or fares 
 Outlines community-specific and administratively appropriate methods for 

getting feedback on changes, particularly pertaining to involving minority, 
Limited-English Proficiency (LEP) populations, and other underserved 
communities 
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EXISTING PUBLIC PARTICIPATION PLAN 
The current Title VI Program (updated September 2020) includes a PPP that 
includes desired outcomes and strategies to “build and maintain a 
knowledgeable community about its bus services/projects by promoting inclusive 
and meaningful public participation.”1 The Plan also documents public outreach 
efforts conducted by Maui DOT as they relate to Title VI requirements including 
the event date, staff present, event, date publicized and communication method, 
outreach method, and notes on meeting size, format, location, and number of 
attendees. 

OTHER LOCAL PUBLIC PARTICIPATION PLANNING  
The Maui Metropolitan Planning Organization (Maui MPO) Policy Board adopted 
a PPP in May 2017 that provides “an overview of public involvement procedures 
that will be used to ensure a transparent, fair setting for decision-making.”2 The 
recommended PPP for Maui Bus borrows relevant content from this document 
for outlining techniques for inclusive engagement, as well as ensuring 
consistency in outreach approaches on Maui.  

RECOMMENDED PUBLIC PARTICIPATION PLAN 

Introduction 
The PPP is a guide for Maui DOT’s ongoing public participation activities. Its 
purpose is to ensure Maui DOT utilizes effective means of providing information 
and receiving input on transportation decisions from the public, including low 
income, minority, and LEP populations as required by Title VI of the Civil Rights 
Act of 1964. Title VI of the Civil Rights Act of 1964 states that ‘‘no person in the 
United States shall, on the ground of race, color, or national origin, be excluded 
from participation in, be denied the benefits of, or be subjected to discrimination 
under any program or activity receiving Federal financial assistance.’’  

This plan guides Maui DOT in its efforts to offer early, continuous, and 
meaningful opportunities for the public to help identify social, economic, and 
environmental impacts of major transportation decisions, such as significant 
changes in service or fares. This plan is a living document which will change and 

 
1 County of Maui Department of Transportation (Maui DOT) Title VI Program, Updated: September 2020 
2 Maui MPO Public Participation Plan, May 2017, 
https://mauimpo.org/sites/mauimpo.org/files/document/pdf/TAC%20Approved%20PPP%205_11_2017.pdf 
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grow to help Maui DOT deepen and sustain its work to engage diverse 
community members throughout the County. Therefore, Maui DOT will modify 
public participation methods and activities over time, based on ideas and 
feedback from community members and Maui DOT’s evaluation of our public 
participation effectiveness. 

Public Participation Goals and Objectives 
The following goals and objectives should guide Maui DOT through their 
outreach planning, community engagement, and feedback reporting processes: 

 Effective Involvement 
− Evaluate and determine the most effective method(s) for informing and 

involving the public during the planning/decision-making process and 
implementation phase 

− Effectively engage all community stakeholders, including but not 
limited to low-income, minority (including majority minorities), LEP, and 
disabled populations, in all public participation activities 

 Proactive Engagement 
− Ensure that public information and opportunities for participation are 

provided as early as possible for input to have an effect on the 
decision-making process 

− Provide multiple opportunities to provide feedback throughout the 
project planning and decision-making processes 

 Diversity, Equity, and Inclusion 
− Promote participation in the public transit decision-making process for 

all potentially affected communities without regard to race, color, or 
national origin 

− Utilize strategies to ensure inclusive outreach and opportunities to 
participate for low-income, minority (including majority minorities), LEP, 
and disabled populations 

 Accessibility 
− Ensure meaningful access to public transit-related programs, plans, 

activities, and information regardless of physical ability, geographic 
location within the transit service area, transportation mode, temporal 
restrictions, and primary language 
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 Customer Service 
− Create opportunities for engagement that provide participants with 

satisfaction that their effort was worthwhile 
− Provide responsive follow-up to participation that shows the 

community’s voices were heard and presents a transparent decision-
making process 

Public Participation Principles  
To meet the goals and objectives for public participation, all Maui DOT 
engagement efforts should be governed by the following principles: 

 Any public meeting or outreach into the community should occur in 
locations that are accessible to transit riders and people with disabilities 
and should be held at times and on days of the week that are convenient 
for bus riders and members of the public. 

 Outreach efforts should target hard-to-reach and traditionally underserved 
groups. These groups include, but are not limited to:  
− Low-income 
− Minorities, including majority minorities 
− Homeless or institutionally housed 
− LEP 
− Limited literacy 
− Transit dependent 
− Transportation disadvantaged 
− Single–parent families 
− Older adults 
− School-aged children 

 Public meetings and outreach opportunities should be organized in 
consultation with agencies, organizations, and individuals that are familiar 
with hard-to-reach and traditionally underserved groups. 

 All solicitations for feedback should include multiple means to contribute, 
including but not limited to written communication (digital and non-digital), 
oral communication with Maui DOT staff and drivers, and communication 
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through community stakeholders and organizations. All efforts to engage 
LEP populations should adhere to the agency’s Title VI LEP Plan. 

 Meetings should be offered in different sizes and formats. 
 Comments received during the public comment period, at public hearings, 

and public information meetings should be considered alongside agency 
goals when developing final recommendations and implementing 
changes. If significant negative feedback is received, then Maui DOT 
should seek to mitigate their recommendations to address public opinion 
while still meeting agency goals. 

 All comments should also be documented, including but not limited to: 
− Written and verbal correspondence (e.g., letters, email, phone calls, 

walk-ins) 
− Meeting agenda and minutes 
− Public hearing meeting minutes 

 The impact of public participation on final recommendations should be 
included in: 
− Final project documentation 
− Project materials, such as web content 
− Project and agency websites 
− Emails to participants from meetings and surveys 
− Any report to County Council 

Public Participation Policy and Procedures 
To determine the most effective and appropriate public outreach strategies for 
fare and service changes, Maui DOT will evaluate and designate the changes as 
major or minor: 

 Major changes generally affect systemwide and/or regional populations 
and significantly impact accessibility and mobility of existing riders. Major 
changes include permanent and substantial reroutes, a significant 
reduction in the number of daily vehicle miles or revenue hours, the 
introduction of a new route, significant changes to stop locations. 

 Minor changes generally affect operations or service over a smaller, 
specific area, community, or neighborhood, and have minimal impact to 
accessibility and mobility of existing riders. Minor changes include minimal 
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or temporary reroutes, stop modifications, minor time changes, and minor 
fare changes. 

Maui DOT’s policy is to solicit public comment for major changes in two 
distinct phases: 1) during the planning process and 2) in advance of 
implementation of changes. Maui DOT may also request public comment after 
the implementation of changes. The agency should solicit feedback on the public 
comment process, as well as feedback on the implemented changes. This 
information should be used to inform future public comments periods and service 
and fare changes. For minor changes, Maui DOT will determine the appropriate 
procedures for public participation depending on the scope the change, the 
potential impact to the community, and available agency resources. Suspended, 
altered, or special services instituted during emergency situations are exempt 
from public participation policies. Public participation policies are applicable to all 
Maui DOT contractors. 

Planning Phase 

During the planning process, the public and transit riders should be informed of 
any proposed major changes and given a thirty (30) day or more public comment 
period to provide public comment and share feedback. Maui DOT should utilize 
the tools provided in the Public Outreach Toolbox to provide appropriate 
notification to diverse population groups and stakeholders, including but not 
limited to electronic notification, mass communication media, transit outreach, 
community groups, and events and meetings.  

Before and during the public comment period, Maui DOT should use the 
following methods to solicit feedback: 

Public Hearing 

A public hearing should be convened when Maui DOT is considering proposed 
major changes involving a large service area or comprehensive and complex 
issues. All public hearings shall be conducted in accordance with Hawaii Revised 
Statues, Chapter 91, including: 

 Publishing public notices in a publication of general circulation, thirty (30) 
days or more, prior to the public hearing and start of the public comment 
period, that describe the proposed major changes, and the time and place 
of the public hearing. 
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 Have copies of the published notice and minutes of the public hearing 
available for public inspection. 

The public hearing should be held in-person at a central and accessible County 
location. If an in-person meeting is not possible due to local restrictions, the 
public hearing may be held virtually and aired live on a public television channel 
and/or streamed on a social media platform, such as Facebook Live or YouTube. 
Maui DOT may also choose to hold a hybrid meeting during which the public has 
the option to attend in-person or tune in to a virtual or televised live stream. Maui 
DOT should ensure that any virtual meeting attendees have the opportunity and 
are aware of the ways to provide written or verbal comments. 

Public Information Meetings 

Public information meetings should be held at key locations in different parts of 
the island affected by the proposed service changes, as appropriate and feasible. 
The public should be given thirty (30) days or more notice prior to the scheduled 
meeting date. Public information meetings may be held for some proposed minor 
changes, as appropriate and feasible. 

If an in-person event is not possible due to local restrictions, public information 
meetings may be held virtually on online meeting platforms, such as Blue Jeans 
or Zoom, aired live on a public television channel, and/or streamed on a social 
media platform, such as Facebook Live or YouTube. Maui DOT may also choose 
to hold a hybrid meeting during which the public has the option to attend in-
person or tune in to a virtual or televised live stream. Maui DOT should ensure 
that any virtual meeting attendees have the opportunity and are aware of the 
ways to provide written or verbal comments. 

Public Transit Ridership Outreach 

Informational materials on proposed major changes should be posted in advance 
of the start of the public comment period at transit facilities, major bus stops, on-
board transit vehicles, on the Maui Bus website, on the Maui Bus smartphone 
application, and on Maui Bus social media, as appropriate and feasible. In-
person outreach should also be held at transit facilities and on-board transit 
vehicles to distribute informational materials and receive written or verbal 
feedback before and/or during the public comment period, as appropriate and 
feasible.  

Public transit ridership outreach may be appropriate for some proposed minor 
changes, as appropriate and feasible.   
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Surveys 

Surveys will be conducted to provide the public and transit riders with the 
opportunity to provide written or verbal feedback about proposed major changes. 
Survey methods may include one or more of the following:  

 Online survey platforms, such as Survey Monkey 
 Printed surveys distributed in-person or left on-board vehicles or at transit 

facilities 
 Verbal, or intercept, surveys performed in-person, over the phone, on-

board vehicles, or at transit facilities  

Community Association Meetings 

Maui DOT will reach out to notify the appropriate Community Associations in the 
areas affected by the proposed changes in the case of major service changes. 
Presentations will be given to Community Associations by Maui DOT upon 
request by the Community Association Board.  

Additional Outreach Opportunities  

Maui DOT may find it beneficial to use one or more of the following outreach 
strategies to further distribute information about the proposed changes and target 
specific community groups and those affected by the proposed changes, as 
appropriate and feasible. 

Project Website 

Maui DOT may develop a project website to present information about proposed 
major change and provide multiple ways for the public and transit riders to 
provide feedback. 

County Meetings 

Maui DOT may share information regarding proposed major changes during 
official County meetings (e.g., Council meetings, County press conferences, 
MPO board presentations, Planning Commission meetings).  

Advisory Committee Meetings 

Maui DOT may attend advisory committee meetings (e.g., Paratransit Advisory 
Committee) to make information presentations regarding proposed changes and 
solicit feedback. 
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Community, Business, Civic, and Social Organizations 

Maui DOT may make informational presentations regarding proposed major 
changes to community and/or business organizations (e.g., community action 
committees, civic and social clubs, Maui Chamber of Commerce, Maui Business 
Association, hotel workers union). 

Community Institutions 

Maui DOT may share information and make informational presentations 
regarding proposed major changes at community institutions (e.g., local schools, 
senior housing communities, faith-based organizations) across the island. 

Community Events 

Maui DOT may participate in existing community events (e.g., Maui Fair) and 
present informational material, answer questions, and solicit comments regarding 
proposed major changes, as appropriate and feasible.  

Implementation Phase 

Maui DOT should make a concerted effort to give the public and transit riders as 
much notice as possible before implementing major changes proposed in the 
planning phase or other major changes to service or operations. A minimum of 
thirty (30) days’ notice should be given prior to the implementation date, as 
appropriate and feasible. 

Maui DOT should use the following notification methods to provide appropriate 
notification to diverse population groups and stakeholders: 

 Posters, placards, flyers, pamphlets, comment cards, and/or brochures on 
board transit vehicles, at relevant transit, and to relevant community 
locations 

 Website Notification on the Maui Bus and County website 
 Social Media Posts on Maui Bus and County accounts 
 Press Release via newspaper, radio, and/or television 
 Transit Outreach at transit centers and major transit stops 

Maui DOT may utilize additional tools provided in the Public Outreach Toolbox to 
provide additional notification (Figure 5-1). All physical outreach materials, 
notifications, and presentations should be provided in easy-to-read formats and 
contain a summary of upcoming changes (e.g., implementation dates, fare types 
affected, routes and areas affected, maps) and share opportunities to provide 
input (e.g., contact information, project website, meeting times). 
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Figure 5-1 Maui Bus Public Outreach Toolbox 

Maui Bus Public Outreach Toolbox 
Outreach Materials 

 Posters/posted notices 

 Transit placards 

 Flyers  

 Brochures 

 Factsheets 

 Comment cards 

 Surveys (paper and online) 

 Bill stuffer (monthly utility bill) 

Electronic Notification 

 Maui Bus website 

 Maui Bus app  

 County website 

 Community Association websites 

 Online community posting boards (e.g., Next Door) 

 Email 

Mass Communication Media 

 Press Releases 

 Public Service Announcements 

 Newspaper, Online News, Radio, and TV 
advertisements (e.g., Pacific Media Group, Mana’o 
Radio, KAOI, Akaku, Hawaii News Now, Maui 
News) 

 Social media posts (e.g., Maui Bus Instagram, 
County of Maui Facebook, Twitter, YouTube, 
TikTok) 

 Social media advertisements (e.g., Instagram, 
Facebook, YouTube) 

 Local podcasts 

Transit Outreach 
 Materials on vehicles, at transit centers, and at high 

ridership bus stops 

 Announcements on vehicles and at transit centers 

Community Outreach 
 Community centers and human services 

organizations (MEO, Hale Mahaolu, Imua Family 
Services, Care for Homeless, YMCA) 

 Community action committees  

 Business associations (e.g., Maui Chamber of 
Commerce, Maui Business Association, Maui 
Economic Development Board) 

 Worker unions (e.g., Hotel Worker Union) 

 Libraries and other public services 

 Shelters 

 Major apartment complexes 

 Senior housing communities 

 Faith-based institutions 

 Schools (e.g., primary schools, middle schools, high 
schools, Maui College) 

 Mailing lists (e.g., past outreach participants, 
residents, businesses, organizations, agencies) 

 Advisory committees (e.g., the Paratransit Advisory 
Committee Meetings) 

 Task forces 

 Focus groups 

Employer Outreach 
 Hospitals (e.g., Maui Memorial Medical Center) 

 Large hotels (e.g., Hyatt, Marriott, Kapalua, Westin, 
Kaanapali, Grand Wailea Resort, Four Seasons 
Resort, Honua Kai) 

 Kahului Airport 

 Small businesses (e.g., Small Business Association 
Hawaii) 

Events and Meeting 
 Exhibits at community events (e.g., Maui Fair, Town 

Fridays, athletic events, farmers’ markets) 

 Council meetings 

 County Press Conferences 

 Public workshops and presentations (e.g., district 
meetings at community centers, County Facebook 
Live, and other virtual meetings) 

 Presentations to local boards and committees (e.g., 
Maui MPO, Planning Commission) 

 Presentations at regular meetings of social and civic 
clubs and organizations 

 Maui Emergency Management Agency 

 



  

6 FARE ANALYSIS AND 
RECOMMENDATIONS 

The 2018 Maui DOT Audit and the Existing Conditions and 
Best Practices Review (Review) found that Maui DOT does 
not currently have a governing fare policy to inform fare 
changes. The Audit also recommended that Maui DOT 
complete a comprehensive analysis of alternative fare 
structures and implement fares that align with the fare policy. 
As a result, Maui DOT set out to complete a fare analysis as 
the second phase of the Bus Rates and Fees Study. This 
chapter summarizes the outcomes of this fare analysis.  
The chapter includes the tracking of the recommendations from the Audit, the 
goals that guided this phase of the project; the key findings from the Review; the 
results of ridership and revenue modeling of various fare concepts; and projects 
recommendations for bus rates and fees changes, fare media and pass 
programs, and fare policy.  
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DEPARTMENT AUDIT RECOMMENDATION TRACKING 
The Audit recommended solutions to improve the county’s long-term decision-
making processes, including implementing fare policies that are aligned with 
department objectives and peer agency fares. Figure 6-1 outlines these relevant 
recommendations and summarizes how they are addressed in this report. 

Figure 6-1 Relevant Audit Recommendation Tracking with Bus Rates and Fees Study 
Recommendations 

Audit Recommendation 
Maui Bus Rates and Fees Study 
Recommendation  

DOT Funding Analysis 
Audit Recommendation 3.1 
DOT should establish a governing fare policy 
that establishes overall principles and goals 
that can be used to inform fare structures. 

This chapter includes recommendations for a 
proposed formal fare policy that includes 
standards for when to consider a fare change 
and principles for changing fares (see the 
Proposed Fare Policy section).  

Audit Recommendation 3.2 
DOT should review existing paratransit 
monthly pass fare option and perform a 
comprehensive analysis of alternative fare 
structures, such as a zone-based or other tier-
based system and implement fares that align 
with policy for desired farebox recovery or 
subsidy. 

Maui DOT eliminated the general monthly 
pass fare option in July 2019. The bus rates 
and fees recommendations in this report 
include replacing the remaining student and 
senior monthly paratransit pass options with a 
discounted 12-ride ticket (see the Proposed 
Rates and Fees Changes section). 
This study included an analysis of alternative 
fare structures, including a zone-based fare 
structure, through scenario ridership and 
revenue modeling, as well as public outreach. 
The study found that a zone-based fare 
structure would lead to a large reduction in 
ridership (see the Scenario Ridership and 
Revenue Modeling section). Additionally, 
charging people more for longer trips was not 
favorable amount survey respondents (see the 
Outreach Feedback chapter).  
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FARE ANALYSIS AND RECOMMENDATIONS GOALS 
To guide this phase of the project, seven goals were established that aligned with 
the Maui Bus Rates and Fees project goals. The goals were developed through 
feedback from Maui DOT staff, the County Council, and the public. The fare 
analysis and recommendation goals can be seen in Figure 6-2. The fare 
recommendations of this study are tied to the goals in the Fare 
Recommendations section of this memo.  

Figure 6-2 Fare Analysis and Recommendation Goals 
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EXISTING CONDITIONS AND BEST PRACTICES REVIEW 
SUMMARY 
The Review identified a series of key findings that guided the fare analysis and 
recommendations phase of this project. For more details about the findings, see 
Appendix A. 

Existing Fare Structure and Policy 
The document reviewed the existing Maui Bus fare structure and policies, as well 
as summarized revenue trends, fare media usage, and rider demographics to 
determine opportunities for modifications to fare policies and structures. 

The key findings of the Review included: 

 Farebox recovery pre-COVID was stable. Between 2015 and 2019, 
Maui Bus’s systemwide farebox recovery ratio was stable, between 23% 
and 24%.   

 Discount eligibility is inconsistent. There are multiple discount levels 
for monthly passes (senior, student, and person with a disability). Some 
riders are only eligible for a discount on a single ride (Medicare card 
holders) and others just on a monthly pass (students). Discounts are not 
available on commuter bus.  

 Current discount eligibility does not apply to all riders who need it. 
Not all riders 55 and older need a discount. Adding low-income eligibility 
promotes affordability on Maui. 

 The senior age limit is not in line with other County agencies. The 
Maui County Office of Aging uses 60 as a qualifying age for service. 

 The student discount eligibility differs from County Code definitions. 
The Maui County Code for Public Transit defines students as 6 to 24, but 
riders 2 and older must pay a full fare. 

 Riders have limited options for paying bus fares or buying passes. 
Riders can pay on board the bus and at select off-board locations. Peer 
agencies offer mobile ticketing, which allow riders and visitors to buy fares 
on their phone. Expanding the pass sales network and adding an 
employer pass program makes fares more accessible and increases 
ridership opportunities. 
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The existing fare structure is shown in Figure 6-3. 

Figure 6-3 Existing Maui Bus Fare Structure 

 Fixed Route Commuter Paratransit 
Single Ride 
General Fare $2.00 $2.00 $2.00 
Reduced Fare* $1.00 N/A N/A 
Day Pass 
Day Pass $4.00 N/A $4.00 
Monthly Pass 
General Monthly Pass $45.00 $45.00 N/A 
Student Pass $30.00 N/A $30.00 
Senior Pass $25.00 N/A $45.00 
Disability Pass $30.00 N/A N/A 

* Includes seniors (55 and older), paratransit eligible and people with a disability, and Medicare Card holders. Children under 2 ride for free. 
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Best Practices 
The document also presented a comparison of the Maui Bus fare structure and 
policies with peer agencies around the county, including fare pricing, discount 
policies, pass types, and revenue metrics for fixed route and paratransit services 
(Figure 6-4). The Review also assessed best practices for setting fare policy, 
recent fare changes, pass programs, and electronic fare media. 

 Figure 6-4 Fare Structure and Policy Peer Review Agencies 

 
The key findings of the Review included:  

Fare Structure 

 The senior age limit is not in line with peers. Age 55 is the lowest age 
among peers.  

 The student discount eligibility is not in line with peers. Age 2 is the 
lowest youth/student minimum of all peers. Expanding youth and student 
discounts and creating a University Pass program can encourage 
ridership. 

 The discounted unlimited paratransit passes are unique among 
peers. Unlimited passes encourage trips, which are costly to provide on 
paratransit. The Kaua`i Bus replaced unlimited paratransit passes with 
multi-trip tickets in 2019. 
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Revenue Metrics  

 Maui Bus fixed route and commuter services operate efficiently in 
comparison to peers. Maui Bus tracks well for farebox recovery, 
operating cost per trip, and average subsidy per trip. 

 For demand response, Maui Bus has the highest farebox recovery of 
comparable peers. Average cost per trip among peers ranges from about 
$8 to $42 dollars. Maui Bus demand response is in the middle of the peer 
range at $24. 

Policies and Programs 

 Many peer agencies balance the needs of customers with efficiency-
based measures, such as farebox recovery, in the agency fare policy. 

 Some peer agencies have improved the customer experience and 
operational efficiency through smart cards and mobile ticketing. 
There are several technology providers who offer a mobile fare product for 
agencies ready for launch within weeks, making them potential options for 
pilot programs.  

 Maui Bus could consider additional fare programs that have been 
successful at peer agencies, such as bulk pass programs, fare capping, 
and low-income fares.  
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SCENARIO RIDERSHIP AND REVENUE MODELING 
The purpose of this analysis was to test the ridership and revenue impacts of 
potential fare concepts. These scenarios were preliminary; options in some 
scenarios were carried through to the final recommendations while others did 
not. Fare scenarios combine select concepts that can be compared against one 
another. This section describes the ridership and revenue impacts of six specific 
scenarios. 

Approach and Assumptions 
The ridership and revenue model used to estimate the impacts of fare structure 
changes is based on 2019 ridership and revenue data, along with assumptions 
on average fare per passenger for each fare product. This information is used as 
a baseline to understand order-of-magnitude changes. Qualitative factors that 
influence ridership and revenue, such as customer simplicity and convenience, 
are not considered in this model. As a result, ridership and revenue impacts are 
likely understated. The findings from this analysis are estimates and should be 
used to compare different alternatives against one another. 

Consumption of transit, like other goods and services, reacts to cost. Significant 
research over time has examined the sensitivity of transit ridership to fare 
increases. In transit, the standard measurement of sensitivity to fare changes 
means that for every 10% increase in fares, ridership will decrease by 3% (and 
vice-versa).  

As such, elasticity factors are common in fare modeling, as they define the price 
sensitivity of riders to fare changes. An elastic factor suggests a larger change in 
ridership relative to a fare change. An inelastic factor suggests a relatively small 
change in ridership relative to a fare change. The model accounts for three 
elasticity factors1: 

 A relatively inelastic factor (-0.33), which is consistent with industry 
standards for regular fares 

 A “reduced” elasticity factor (-0.21) to account for observations associated 
with student, elderly, and disabled patrons 

 A “demand response” elasticity factor (-0.16) to account for observations 
associated with paratransit fares 

 
1 Source: TCRP Report 95, Chapter 12, Transit Pricing and Fares. 



MAUI BUS RATES AND FEES STUDY 
Final Report 

 

Nelson\Nygaard Consulting Associates Inc. 6-9 

Using these elasticity factors, ridership changes (on a fare product basis) are 
determined from the proposed fare increase or decrease. A new average fare for 
each fare product is also calculated from the percentage change in the fare 
product price. Finally, multiplying the new ridership estimate by the new average 
fare produces a revenue estimate for that fare product.  

Fare Scenarios 
Six different scenarios for fare structure and pricing changes were developed to 
evaluate potential impacts to Maui Bus ridership and revenue. The scenarios 
were designed based on findings from the peer review, feedback from public 
outreach, staff feedback, and County Council input. These fare scenarios are 
described below. 

 Scenario 1: Raise general fares 
 Scenario 2A and 2B: Create distinct fare structures for services 
 Scenario 3: Consolidate discount fare pass categories 
 Scenario 4: Add low-income fare program  
 Scenario 5: Consolidate fixed route and commuter fares 
 Scenario 6A, 6B, and 6C: Create zone-based fare structure 

Scenario Results 
The relative ridership and revenue changes for each scenario for Maui Bus are 
shown in Figure 6-5 and Figure 6-6. The fare structure and resulting ridership 
and revenue impacts for each scenario are described in further detail in the 
remainder of this chapter.  
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Figure 6-5 Fare Scenarios Ridership and Revenue Change 

 
Change in 
Ridership 

Ridership 
% Change 

Change in 
Revenue 

Revenue % 
Change 

Scenario 1: Raise general fares (131,000) -6.6% $356,000 14.6% 
Scenario 2A: Create distinct fare 
structures for services at $3 for 
paratransit 

(15,000) -0.8% $60,000 2.5% 

Scenario 2B: Create distinct fare 
structures for services at $4 for 
paratransit 

(20,000) -1.0% $81,000 3.3% 

Scenario 3: Consolidate discount 
fare pass categories (43,000) -2.2% $116,000 4.7% 

Scenario 4A: Add low-income 
fare program at 100% Hawaii 
Poverty Guidelines (HPG) 

27,000 1.4% $(53,000) -2.2% 

Scenario 4B: Add low-income 
fare program at 150% HPG 17,000 0.8% $(87,000) -3.6% 

Scenario 4C: Add low-income 
fare program at 200% HPG 21,000 1.1% $(112,000) -4.6% 

Scenario 5: Consolidate fixed 
route and commuter fares 5,000 0.2% $(34,000) -1.4% 

Scenario 6: Create zone-based 
fare structure (159,000) -8.0% $300,000 12.3% 
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Figure 6-6 Initial Fare Scenarios Ridership and Revenue Net Change 

 

 

-7% (-131,000)

-1% (-15,000) -1% (-20,000)
-2% (-43,000)

1% (27,000) 1% (17,000) 1% (21,000)
0% (5,000)

-8% (-159,000)

15% (356,000)

2% (60,000)
3% (81,000)

5% (116,000)

-2% (-53,000)
-4% (-87,000)

-5% (-112,000)

-1% (-34,000)

12% (300,000)

-10%

-5%

0%

5%

10%

15%

20%

Scenario
1

Scenario
2A

Scenario
2B

Scenario
3

Scenario
4A

Scenario
4B

Scenario
4C

Scenario
5

Scenario
6

Ridership % Change Revenue % Change

Scenario
1

Scenario
2A

Scenario
2B

Scenario
3

Scenario
4AScenario

4B
Scenario

4C

Scenario
5

Scenario
6

-10%

0%

10%

20%
-10% -5% 0% 5%

Fa
re

 R
ev

en
ue

 C
ah

ng
e

Ridership Change



MAUI BUS RATES AND FEES STUDY 
Final Report 

 

Nelson\Nygaard Consulting Associates Inc. 6-12 

Scenario 1: Raise general fares 

This scenario evaluated the ridership and revenue impacts of raising the general 
fare from $2.00 to $2.50 across all Maui Bus service, as well as raising the cost 
of all day passes and monthly passes. This change is estimated to result in a 
131,000 (-6.6%) ridership loss and $356,000 (14.6%) revenue gain. 

A comparison of the existing fare structure and proposed fare structure for 
Scenario 1 is provided in Figure 6-7. Changes from existing are highlighted in 
light orange.  

Figure 6-7 Scenario 1 Fare Structure 

 Fixed Route Commuter Paratransit 
Single Ride 
General Fare $2.50 $2.50 $2.50 
Reduced Fare* $1.25 N/A N/A 
Day Pass 
Day Pass $5.00 N/A $5.00 
Monthly Pass 
General Monthly Pass $55.00 $55.00 N/A 
Student Pass $35.00 N/A $35.00 
Senior Pass $30.00 N/A $55.00 
Disability Pass $35.00 N/A N/A 

* Includes seniors (55 and older), paratransit eligible and people with a disability, and Medicare Card holders. Children under 2 ride for free. 
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Scenario 2: Create distinct fare structures for services 

This scenario evaluates the ridership and revenue impacts of creating distinct 
fare structures for all three Maui Bus services. This includes raising the 
paratransit single ride fare from $2 to $3 (Scenario 2A) and $4 (Scenario 2B), 
eliminating day and month passes on paratransit service, and adding a 10-ride 
paratransit pass. 

A comparison of the existing fare structure and proposed fare structure for 
Scenario 2A and 2B is provided in Figure 6-8. Changes from existing are 
highlighted in light orange.  

Figure 6-8 Scenario 2 Fare Structure  

 Fixed Route Commuter Paratransit 
Single Ride 
General Fare $2.00 $2.00 $3.00/$4.00 
Reduced Fare* $1.00 N/A N/A 
Day Pass 
Day Pass $4.00 N/A N/A 
Monthly Pass/Multi-Use Pass 
General Monthly Pass $45.00 $45.00 N/A 
Student Pass $30.00 N/A N/A 
Senior Pass $25.00 N/A N/A 
Disability Pass $30.00 N/A N/A 
10-Ride Pass N/A N/A $30.00/$40.00 

* Includes seniors (55 and older), paratransit eligible and people with a disability, and Medicare Card holders. Children under 2 ride for free. 

2A: Set paratransit fare at $3 

In Scenario 2A, the paratransit base fare would be raised to $3. This change is 
estimated to result in a 15,000 (-0.8%) ridership loss and $60,000 (2.5%) 
revenue gain. 

2B: Set paratransit fare at $4 

In Scenario 2B, the paratransit base fare would be raised to $4. This change is 
estimated to result in a 20,000 (-1.0%) ridership loss and $81,000 (3.3%) 
revenue gain. 
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Scenario 3: Consolidate discount fare pass categories 

This scenario evaluated the ridership and revenue impacts of creating one 
reduced monthly pass category at $25, raising the senior age limit to 65 years, 
eliminating day and month passes on paratransit, and adding a 10-ride 
paratransit pass. This change is estimated to result in a 43,000 (-2.2%) ridership 
loss and $116,000 (4.7%) revenue gain. 

A comparison of the existing fare structure and proposed fare structure for 
Scenario 3 is provided in Figure 6-9. Changes from existing are highlighted in 
light orange.  

Figure 6-9 Scenario 3 Fare Structure  

 Fixed Route Commuter Paratransit 
Single Ride 
General Fare $2.00 $2.00 $3.00/$4.00 
Reduced Fare* $1.00 N/A N/A 
Day Pass 
Day Pass $4.00 N/A N/A 
Monthly Pass/Multi-Use Pass 
General Monthly Pass $45.00 $45.00 N/A 
Reduced Monthly 
Pass* 

$30.00 N/A N/A 

Student Pass N/A N/A N/A 
Senior Pass N/A N/A N/A 
Disability Pass N/A N/A N/A 
10-Ride Pass N/A N/A $30.00/$40.00 

* Includes seniors (65 and older), paratransit eligible and people with a disability, and Medicare Card holders. Children under 2 ride for free. 
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Scenario 4: Add low-income fare program 

This scenario measures the ridership and revenue impacts of creating a low-
income half-fare program at three eligibility levels: 100% of HPG (Scenario 4A), 
150% of HPG (Scenario 4B), and 200% of HPG (Scenario 4C). The eligibility 
levels tested are based on the 2021 Federal Poverty Guidelines for Hawaii 
(Figure 6-10). These Guidelines are issued each year in the Federal Register by 
the Department of Health and Human Services (HHS) to provide an 
administrative threshold for determining financial eligibility for certain federal 
programs. State and local public and non-profit agencies often use these 
Guidelines as a basis to determine eligibility for certain programs. Maui 
Economic Opportunity (MEO) currently uses 125% of the HPG as the threshold 
to determine eligibility for the Employment to Work for Low Income/Disabled 
Individuals Program2.  

Figure 6-10 2021 Hawaii Poverty Guidelines 

Persons in Family/ 
Household 

Poverty Guideline 
(Family/Household Income) 

1 $14,820 
2 $20,040 
3 $25,260 
4 $30,480 
5 $35,700 
6 $40,920 
7 $46,140 
8 $51,360 
For families/households with more than 8 persons, add 
$5,220 for each additional person. 

Source: Health and Human Services (HHS) Poverty Guidelines for 2021, Office of the Assistant Secretary for Planning and Evaluation (ASPE): 
https://aspe.hhs.gov/poverty-guidelines 

  

 
2 Maui Economic Opportunity (MEO) Human Service Transportation Applications, https://www.meoinc.org/wp-
content/uploads/2021/03/Human_Service_Transportation_Application_2020.pdf 

https://aspe.hhs.gov/poverty-guidelines
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A comparison of the existing fare structure and proposed fare structure for 
Scenario 4A, 4B, and 4C is provided in Figure 6-11. Changes from existing are 
highlighted in light orange.  

Figure 6-11 Scenario 4 Fare Structure  

 Fixed Route Commuter Paratransit 
Single Ride 
General Fare $2.00 $2.00 $2.00 
Low-Income Fare $1.00 N/A N/A 
Reduced Fare* $1.00 N/A N/A 
Day Pass 
Day Pass $4.00 N/A N/A 
Monthly Pass/Multi-Use Pass 
General Monthly Pass $45.00 $45.00 N/A 
Low-Income Monthly 
Pass $22.50 N/A N/A 

Student Pass $30.00 N/A $30.00 
Senior Pass $25.00 N/A $45.00 
Disability Pass $30.00 N/A N/A 

* Includes seniors (55 and older), paratransit eligible and people with a disability, and Medicare Card holders. Children under 2 ride for free. 

4A: 100% HPG 

This scenario evaluated the ridership and revenue impacts of adding a half fare 
for low-income riders at 100% of HPG. This change is estimated to result in a 
16,000 (-0.8%) ridership loss and $114,000 (-4.7%) revenue loss. 

4B: 150% HPG 

This scenario evaluated the ridership and revenue impacts of adding a half fare 
for low-income riders at 150% of HPG. This change is estimated to result in a 
11,000 (-0.6%) ridership loss and $140,000 (5.7%) revenue loss. 

4C: 200% HPG 

This scenario evaluated the ridership and revenue impacts of adding a half fare 
for low-income riders at 200% of HPG. This change is estimated to result in a 
7,000 (-0.3%) ridership loss and $162,000 (6.6%) revenue loss. 
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Scenario 5: Consolidate fixed route and commuter fares 

This scenario evaluated the ridership and revenue impacts of merging the fixed 
route and commuter fares into a single fare category. This merge would involve 
introducing reduced single ride, day passes, and discounted monthly passes on 
commuter service. This change is estimated to result in an 8,000 (0.4%) ridership 
gain and $55,000 (-2.3%) revenue loss. 

A comparison of the existing fare structure and proposed fare structure for 
Scenario 5 is provided in Figure 6-12. Changes from existing are highlighted in 
light orange.  

Figure 6-12 Scenario 5 Fare Structure  

 Fixed Route Commuter Paratransit 
Single Ride 
General Fare $2.00 $2.00 $2.00 
Reduced Fare* $1.00 $1.00 N/A 
Day Pass 
Day Pass $4.00 $4.00 N/A 
Monthly Pass/Multi-Use Pass 
General Monthly Pass $45.00 $45.00 N/A 
Student Pass $30.00 $30.00 $30.00 
Senior Pass $25.00 $25.00 $45.00 
Disability Pass $30.00 $30.00 N/A 

* Includes seniors (55 and older), paratransit eligible and people with a disability, and Medicare Card holders. Children under 2 ride for free. 
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Scenario 6: Create zone-based fare structure 

This scenario evaluated the ridership and revenue impacts of creating a stratified 
zone-based fare structure. The zone-based fares include single ride, day pass, 
and monthly pass fares for two zones: 1) Loop and Villager and 2) Islander and 
Commuter. The scenario also includes the consolidation of the discounted fares 
into one reduced monthly pass and the raising of the senior age limit to 65 years. 
This change is estimated to result in an 160,000 (-8.0%) ridership loss and 
$300,000 (12.3%) revenue gain. 

A comparison of the existing fare structure and proposed fare structure for 
Scenario 6 is provided in Figure 6-13. Changes from existing are highlighted in 
light orange.  

Figure 6-13 Scenario 6 Fare Structure  

 Fixed Route Paratransit 
Single Ride 
Loop and Villager Fare $1.50 $3.00 
Islander and Commuter Fare $3.00 $3.00 
Loop and Villager Reduced Fare* $0.75 N/A 
Island and Commuter Reduced Fare* $1.50 N/A 
Day Pass 
Loop and Villager Day Pass $3.00 $6.00 
Islander and Commuter Day Pass $4.00 $6.00 
Monthly Pass/Multi-Use Pass 
Loop and Villager Monthly Pass $35.00 N/A 
Islander and Commuter Monthly Pass $70.00 N/A 
Loop and Villager Reduced Monthly Pass* $17.00 $35.00 
Islander and Commuter Reduced Monthly Pass* $35.00 $35.00 

* Includes seniors (65 and older), paratransit eligible and people with a disability, and Medicare Card holders. Children under 2 ride for free. 
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FARE RECOMMENDATIONS 
After modeling the ridership and revenue impacts of the fare scenarios, the Maui 
Bus Rates and Fees project team developed a set of fare recommendations that 
support with department goals, align with industry best practices, and integrate 
public and Council feedback.  

The fare recommendations include changes to the bus rates and fees structure, 
fare media and programs, and a proposal for Maui Bus fare policy. The 
recommendations are broken out into three phases: short-term (1 year or FY 
2022), mid-term (1-2 years), and long-term (2-5 years).  

Policymaker and Public Feedback 

An important input to the development of fare recommendations was the policymaker 
and public feedback received through three phases of project outreach. In Summer 
2020, the Maui Bus Rates and Fees project team conducted one-on-one discussions 
with members of the County Council to get feedback on the direction of the project. In 
Fall 2020, the project team sought feedback from members of the community on the 
existing fare structure and potential fare changes through the Getting on Board Maui 
Bus outreach effort. In Winter 2021, the project team conducted follow-up 
conversations with the County Council, as well as the County Managing Director, to 
get feedback on draft project recommendations before presenting recommendations 
to the Council Transportation Committee at the end of February 2021.  

The feedback received in these three phases of outreach has been integrated in the 
recommendations presented in this report and into the Department of Transportation 
Proposed Bus Rates and Fees for FY2022. More information about the feedback 
received can be found in the Outreach Feedback Chapter and Appendix B. 
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Proposed Rates and Fees Changes 
The proposed rates and fees changes for the three phases are summarized in 
Figure 6-14. The rates and fees recommendations are intended to be integrated 
into Maui DOT’s Rates and Fees proposals for the appropriate fiscal year.  

Figure 6-14 Maui Bus Rates and Fees Fare Structure Recommendations 

Short-Term (FY 2022) Mid-Term (1-2 years) Long-Term (2-5 years) 
• Create one fixed route 

reduced monthly pass* 
• Expand free fares to 

children 5 and under 
• Remove paratransit 

passes and add 12-ride 
pass 

• Raise senior age limit to 
60 

• Add low-income fare 
program at 100% of HPG 

• Add students to single ride 
reduced fare eligibility 

• Eliminate student age 
restriction 

• Add day pass and 
reduced fares on 
commuter service 

 

*Includes seniors (55 and older), paratransit eligible and person with a physician certified disability fixed route card, Medicare Card holders, students with 
valid ID ages 24 and under. 

Figure 6-15 show the forecasted ridership and revenue impacts of the three 
phases of the recommendations. The rates and fees changes are estimated to 
result in: 

 Short-term: 5,000 (0.3%) ridership gain and $23,000 (-1%) revenue loss 
 Mid-term: 10,000 (0.5%) ridership gain and $124,000 (-5%) revenue loss 
 Long-term: 16,000 (0.8%) ridership gain and $162,000 (-7%) revenue 

loss 
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Figure 6-15 Maui Bus Rates and Fees Fare Structure Recommendations – Ridership and 
Revenue Impacts 
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Short-Term Recommendations 

The short-term rates and fees recommendations are intended to be integrated 
into the County of Maui Fiscal Year 2022 Budget. The proposed fare structure 
can be seen in Figure 6-16. The three changes in the short-term 
recommendations help the agency meet project goals of simplicity, alignment 
with past recommendations, and alignment with peer agencies.  

Figure 6-16 Proposed Fare Structure – Short-Term 

 Fixed Route Commuter Paratransit 
Single Ride 
General Fare $2.00 $2.00 $2.00 
Reduced Fare* $1.00 N/A N/A 
Day Pass 
Day Pass $4.00 N/A N/A 
Monthly Pass/Multi-Use Pass 
General Monthly Pass $45.00 $45.00 N/A 
Reduced Monthly Pass^ $25.00 N/A N/A 
12-Ride Pass N/A N/A $20.00 

* Includes seniors (55 and older), paratransit eligible and person with a physician certified disability fixed route card, and Medicare Card holders. Children 
aged 5 and under ride for free. 
^ Includes seniors (55 and older), paratransit eligible and person with a physician certified disability fixed route card, Medicare Card holders, and students 
with valid ID ages 24 and under.  

Offer Consistent Discount Categories 

The consolidation of the fixed route monthly pass discount categories will 
promote simplicity from the user, operational, and administrative sides. This 
change is in alignment with the monthly pass recommendations from the 2016 
Short Range Transit Plan (SRTP). The singular reduced fare category also aligns 
with both The Kaua‘i Bus and Hele-On.  
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Adjust Paratransit Pass Availability 

The recommended changes to paratransit pass 
availability aim to promote cost effective 
paratransit service. Maui Bus paratransit trips 
are more than five times more expensive to 
provide than fixed route and commuter trips. 
The removal of unlimited day and month 
passes that incentivize trips on paratransit 
aligns with national best practices by 
eliminating passes that incentivize trips. This 
recommendation was also included in the 2016 
STRP and the 2018 Audit recommendations. 
The County removed the general paratransit 
monthly pass in 2019 leaving only the senior 
and student monthly paratransit passes. The replacement of unlimited monthly 
passes with a multi-trip pass aligns with The Kaua‘i Bus’s 2019 fare change to a 
10-ride pass for paratransit.   

Figure 6-17 Operating Cost per 
Trip Comparison 
Source: Maui DOT, 2019 
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Mid-Term Recommendations 

Mid-term recommendations require more time to implement and should be 
integrated into a future budget within the next one to two years, or as Maui DOT 
and other County staff deem appropriate and feasible. The proposed changes 
can be seen in Figure 6-18. Between the short-term and mid-term fare structures, 
the only difference is the eligibility requirements for reduced fares, including the 
raising of the senior age limit to 60, the addition of the low-income fare eligibility 
in the mid-term, and the addition of students of all ages to reduced single ride 
and monthly pass fares. 

Figure 6-18 Proposed Fare Structure – Mid-Term 

 Fixed Route Commuter Paratransit 
Single Ride 
General Fare $2.00 $2.00 $2.00 
Reduced Fare* $1.00 N/A N/A 
Day Pass 
Day Pass $4.00 N/A N/A 
Monthly Pass/Multi-Use Pass 
General Monthly Pass $45.00 $45.00 N/A 
Reduced Monthly Pass* $25.00 N/A N/A 
12-Ride Pass N/A N/A $20.00 

* Includes seniors (60 and older), paratransit eligible and person with a physician certified disability fixed route card, Medicare Card holders, students with 
valid ID, and people in low-income households earning less than the Hawaii Poverty Guidelines. Children aged 5 and under ride for free. 

Add Low-Income Fare and Adjust Senior Age Limit 

In the mid-term, Maui DOT can promote equity and affordability in the community 
by expanding the single ride and monthly pass reduced fare eligibility to low-
income residents. The program should start with eligibility open to individuals 
with a household income below the HPG. Maui DOT should look to partner with 
MEO to complete the program’s eligibility verification, like what they do for the 
Human Services Transportation program. To reduce potential barriers for 
enrollment in a low-income fare program, Maui DOT should be mindful of rider 
privacy by not requiring participants to identify themselves as low-income riders 
or to have special identification that identifies them as such. The ORCA Lift 
program in the Puget Sound provides Lift eligible riders with an ORCA smartcard 
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that looks and works just like a regular ORCA card but contains the low-income 
rider designation within an internal system database. 

Meanwhile, the agency should raise the senior age limit to 60 to better align with 
peer agencies and the Maui County Office of Aging. Discounted fare eligibility for 
seniors does not necessarily ensure that Maui Bus is providing a discount to 
those who cannot afford to pay the full fare. Increasing the senior age limit and 
the low-income fare program should be implemented together to ensure that 
Maui Bus’s lowest income riders, including those no longer eligible for a senior 
fare, have access to a reduced fare.  

The recommendation of adding a low-income fare and raising the senior age limit 
to 60 was shaped through feedback from the public and the County Council 
through project outreach. Responses from the Getting on Board Maui Bus survey 
included suggestions to add a means-based eligibility threshold: “Seniors, 
disabled persons and students are not necessarily low income. Use a universal 
income guideline regardless of classification.” During the second round of 
Council outreach, multiple Councilmembers suggested aligning the senior age 
threshold with that of other County agencies (age 60). 

Low-Income Fare Programs 

Low-income fare programs are currently being used by agencies across the U.S. to 
provide discounted service for eligible adults. Low-income programs may be “high-
tech,” requiring electronic smartcards and upgraded farebox infrastructure to verify 
rider identity and maintain discounts, or “low-tech,” which are more commonly photo 
ID cards to prevent fraud combined with magnetic swipe card technology. Low-tech 
options are cheaper and faster to implement but require greater administrative costs, 
while high-tech options could require costly upgrades to farebox infrastructure and 
may not be feasible in the short-term. 
SFMTA Lifeline Pass 

The Lifeline Pass is a low-income pass program implemented in San Francisco in 2005 
to reduce the impacts of planned fare increases on low-income riders. Any San 
Francisco County resident at or below 200% of the federal poverty line is eligible for 
the program. Applicants must submit government-issued identification, proof of income 
eligibility, and proof of residency to the San Francisco Human Services Agency to 
verify eligibility every two years.  

The Lifeline Pass is not a smartcard; instead, it is a photo ID that requires monthly 
validation stickers that cost $38 per month (50% of a regular monthly pass). 
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Participants use their card as a flash pass to board the vehicle and don’t pay any 
additional fare. Riders have to purchase their validation stickers every month in 
person at one of eight locations throughout the city of San Francisco. This validation 
sticker component is more burdensome to the user than smartcard-based programs. 
Dallas Area Rapid Transit TANF Program 

Dallas Area Rapid Transit (DART) offers a low-income monthly pass for TANF 
recipients using magnetic swipe card technology. This program requires riders to 
purchase monthly passes at the transit center or select pass outlet locations. TANF 
recipients are able to use their benefits to directly purchase the transit pass at a 
reduced rate. Using TANF benefits to purchase transit passes serves as an income 
verification process. This program provides less flexibility than other low-income 
programs since participants are limited to monthly passes and cannot receive a 
discounted day pass or single ride fare. 
Pinellas Suncoast Transit Authority Transportation Disadvantaged Program 

Pinellas Suncoast Transit Authority (PSTA) in Pinellas County, FL, offers a low-tech low-
income fare program for residents of Pinellas County with a documented household 
income not exceeding 150% of the poverty level as one component of the agency’s 
Transportation Disadvantaged (TD) Program. The TD program is state-funded and 
paid for through vehicle registration fees. The TD Program does not offer a reduced 
fare cash option—instead, qualified riders can purchase 10-day passes for $5 per 
month (regularly $50) and 31-day unlimited passes for $11 per month (regularly 
$70). 

Applicants for the TD Program self-certify their residency and lack of alternative 
transportation options but are required to verify their income level with acceptable 
documentation. The program currently requires passengers to certify their income 
annually. Passes are sold at PSTA vending locations only, not through any other 
agreements or third-party retail locations. Passengers must show government-issued 
photo ID to receive their pass. Administrative staff access a database which includes 
name, date of birth, address, and phone number to verify the passenger’s identity 
and eligibility. 

Add Students to Single Ride Reduced Fare Eligibility and Eliminate Student Age 
Restriction 

Maui DOT should extend the eligibility for a reduced single ride to students. All 
riders who are eligible for a reduced fare for monthly pass should be eligible for a 
reduced fare on a single ride. This change will promote simplicity from the user, 
operational, and administrative sides by reducing confusing on who is eligible for 
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a reduced fare. The singular reduced fare category aligns with both The Kaua‘i 
Bus and Hele-On.  

Additionally, the County Council should remove the age limit of 24 for students in 
the Maui County Code for Public Transit. This promotes simplicity by reducing 
the need to verify a student’s age, aligns with peers, including The Kaua‘i Bus 
and Hele-On, and promotes transportation equity and affordability. 

Long-Term Recommendations 

Long-term recommendations should be considered in two to five years, or as 
Maui DOT and other County staff deem appropriate and feasible. The proposed 
changes can be seen in Figure 6-19. 

Figure 6-19 Proposed Fare Structure – Long-Term 

 
Fixed Route and 

Commuter Paratransit 
Single Ride 
General Fare $2.00 $2.00 
Reduced Fare* $1.00 N/A 
Day Pass 
Day Pass $4.00 N/A 
Monthly Pass/Multi-Use Pass 
General Monthly Pass $45.00 N/A 
Reduced Monthly Pass* $25.00 N/A 
12-Ride Pass N/A $20.00 

* Includes seniors (60 and older), paratransit eligible and person with a physician certified disability fixed route card, Medicare Card holders, students with 
valid ID, and people in low-income households earning less than the Hawaii Federal Guidelines. Children aged 5 and under ride for free. 

Add Day Pass and Reduced Fares on Commuter Service 

This recommendation includes adding a day pass and reduced fares to the 
commuter bus fare structure to align it with the fixed route fare structure. The 
consolidation of fare structures can help further promote simplicity from user, 
operational, and administrative perspectives. The same fares for fixed route and 
commuter bus would create a more approachable structure for riders, allow for 
increased ridership on the two services due to easier transfers, and reduce the 
eligibility screening of riders by drivers upon boarding. 
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Proposed Fare Media and Pass Programs 
The proposed fare media and programs for the three phases are summarized in 
Figure 6-20. 

Figure 6-20 Proposed Fare Media and Pass Programs 

Short-Term Mid-Term Long-Term 
• Develop 12-ride 

paratransit tickets 
• Adopt mobile ticketing 
• Expand pass sales 

network 

• Develop formal university 
pass program 

• Develop formal employer 
pass program 

Short-Term Recommendations 

Introduce 12-Ride Paratransit Tickets 

In place of the current unlimited paratransit day and month passes, Maui DOT 
should introduce a new form of fare media for the 12-ride paratransit tickets. The 
agency can look to The Kaua‘i Bus for example fare media. In a recent 2019 fare 
change, The Kaua‘i Bus introduced scratch-off tickets for monthly passes (Figure 
6-21) and a tear-off paper ticket book for paratransit 10-ride passes (Figure 
6-22). Either of these fare media types are a feasible option for the new Maui Bus 
12-ride paratransit tickets.  

As an alternative to physical tickets for non-verbal riders, Maui Bus can offer the 
option of payment through paratransit customer accounts, which allow customers 
or caretakers to pay off-board and reduce or eliminate cash fare handling by the 
contractor. For example, Santa Clara VTA riders can load money onto their 
account in advance by credit card or check. The agency’s fare policy requires 
customers to have sufficient funds in their account upon booking to make a trip 
reservation. Insufficient funds or a negative balance will restrict the customer 
from reserving a trip until enough money is loaded onto the account. 
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Figure 6-21 The Kaua‘i Bus Scratch Off Monthly Passes 

 
Figure 6-22 The Kaua‘i Bus Ticket Books 
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Mid-Term Recommendations 

Adopt Mobile Ticketing 

Maui DOT should work to create a mobile ticketing program to make it easier for 
residents and visitors to pay for the bus. Smartphone payments eliminate the 
need for customers to procure and carry a physical fare payment media, 
eliminate the chance of a rider sharing a pass with another rider, and reduce 
delay in fare payment. This option also reduces the administrative burden of 
printing the day passes and the driver’s operational burden of selling the passes. 
Two peer agencies, Whatcom Transit Authority (WTA) and Link Transit offer 
mobile fare payment systems.  

Agencies typically take one of two approaches to adopting mobile ticketing 
platforms—as a pilot program and/or through an official procurement process. A 
pilot program allows an agency a chance to test the market for mobile ticketing in 
the service area and the mobile ticketing vendor a chance to refine the product. 
Mobile ticketing providers such as Token Transit and HopThru can offer a mobile 
fare product for agencies ready for launch within weeks, making them potential 
options for pilot programs. At Big Blue Bus (BBB) in Santa Monica, CA, a pilot 
program with Token Transit was launched within four weeks, including all 
marketing, training, and application customization. The agreement signed for a 
pilot program can vary. BBB signed an Evaluation Agreement for mobile ticketing 
during the pilot. Another option is a Digital Pass Sales Outlet Agreement that 
authorizes the vendor to sell digital transit tickets. This agreement is like what 
would be signed with a grocery store or other third-party ticket vendor. 

The drawback of using a pilot program is that the agency risks having to go 
through two procurement processes instead of one. Additionally, the agency 
cannot guarantee that the vendor participating in the pilot will be successful in the 
competitive bid. 

Expand Pass Sales Network 

Tickets and passes currently only be purchased on board buses and at select off-
board County and service contractor facilities. The limited locations available to 
purchase fare media may be a barrier for many riders. To provide riders with 
more options to purchase fare media, it is recommended that Maui DOT work to 
expand the pass distribution network through third-party retailers within the Maui 
Bus service area. Many transit agencies will partner with local businesses, such 
as grocery stores and social service agencies, who purchase bulk passes at a 



MAUI BUS RATES AND FEES STUDY 
Final Report 

 

Nelson\Nygaard Consulting Associates Inc. 6-31 

discount. More options for pass purchases help riders who are unable to visit the 
agency’s customer service offices, as well as reducing the burden on drivers to 
sell fare media on board vehicles.  

Long-Term Recommendations 

Develop Formal University Pass Program 

University pass programs can be mutually beneficial partnerships for both transit 
agencies and institutions of higher education. For transit agencies, these 
partnerships can effectively boost ridership and guarantee a relatively steady 
stream of funding. Conversely, colleges and universities can tout the program to 
students as a convenient and cheaper alternative to driving and parking, and as 
a way to improve livability by reducing congestion on campus. For many 
universities, the need for campus transit services grew as a sustainable and 
economic alternative to providing parking. 

Maui DOT should work with University of Hawaii Maui College to establish a 
mutually beneficial agreement that meets the needs of both entities. The Kaua‘i 
Bus has a partnership with Kaua‘i Community College to allow students to ride 
for free. The “fare free” bulk pass agreement is made possible through a $24 per 
semester student fee in exchange for transit passes for all students, regardless 
of whether they ride transit or not. Any future university pass program should be 
available to all students, regardless of age.  

Develop Formal Employer Pass Program 

To further encourage ridership, Maui DOT should develop a formal employer 
pass program that partners with Maui’s large employers, such as large hotels 
and the County of Maui, to provide discounted transit passes to employees. Link 
Transit has an employer pass program that allows employers to purchase bulk 
passes on a monthly basis and distribute to employees. The employer pays 
through an invoice system. A bulk pass program provides a participating 
organization free or deeply discounted transit rides for a financial guarantee. The 
benefit to major institutions is that a well-designed program provides a simple, 
packaged solution to help solve transportation access issues to the organization.  
These types of programs can be implemented in different ways, but the most 
common financial contribution approaches include the following: 
 Contribution determined by current employees, residential units, students, 

etc. as reported by the participating organization 
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 Contribution determined by ridership  
 Annual fixed fee (same price, regardless of institution size or usage) 

Proposed Fare Policy  
Figure 6-23 Proposed Fare Policy  

Short-Term Mid-Term Long-Term 
• Establish formal 

guidelines for fare 
adjustments 

N/A N/A 

Short-Term Recommendations 

Establish Formal Guidelines for Fare Adjustments 

In addition to adjustments to the fare structure and fare media, Maui DOT should 
adopt a formal fare policy. This fare policy should be reviewed regularly to ensure 
it is structured to meet County and Agency goals. This recommendation aligns 
with the 2018 Audit recommendation that the department should establish a 
governing fare policy that establishes overall principles and goals that can be 
used to inform fare structures.  

The following guidelines are provided for Maui DOT’s consideration: 
 On an annual basis, the average fare, subsidy per passenger, and farebox 

recovery ratio should be reviewed when developing the annual operating 
budget. If all three ratios are declining and costs to operate the service are 
increasing, consider a fare adjustment.  
− Fixed route and commuter combined farebox recovery should be no 

less than 15%. If farebox recovery drops below 15% for two years, 
Maui DOT should consider raising fares. There should be an exception 
for emergency circumstances, such as the COVID-19 pandemic. 

− Paratransit farebox recovery should be no less than 3%. If farebox 
recovery drops below 3% for two years, Maui DOT should consider 
raising fares. There should be an exception for emergency 
circumstances, such as the COVID-19 pandemic. 

 For all future fare increases, pass product prices should be rounded to the 
nearest dollar. Single ride prices and/or day pass products should be 
rounded to the nearest quarter. 
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 When raising fares, Maui DOT should assess whether general and 
reduced pass multipliers are appropriate for frequent use and are tied to 
industry standards.  

 Monitor and track use of all passes and if there is a significant drop in 
sales with any fare product, consider a fare adjustment for that product. 
Similar to underperforming routes, underperforming fare products should 
be evaluated for adjustments or elimination. 
− In the case that one or multiple ticket or pass types make up less than 

5% of pass sales, Maui Bus should consider consolidating fare media 
and fare prices. 

 Across-the-board fare increases are simple and transparent but will often 
create disproportionate impacts. These types of fare increases should be 
avoided unless supported by evidence that the strategy meets specific 
goals at the time of evaluation.  

These guidelines assume that service levels would remain constant. Fare 
increases paired with service level increases may be warranted assuming 
support exists for both. Fare increases paired with service cuts should be 
avoided when possible.  
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