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Introductions

• City of Coolidge

• Transit Manager

• Kimley-Horn

• Transportation Planner

Erik Heet Chris Joannes, AICP
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Session Overview

CART System History

Route Optimization Study

Post-Study Experiences



4

Audience Question

• What are the main challenges you have in providing rural transit?

Challenges

Federal 
Funding

Lack of State 
Funding

Local Funding 
Partnerships

Driver 
Shortages

Local Support

Vehicles

Demographics

Long 
Distances



CART History
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CART History

What is CART?

• Central Arizona Regional Transit

• Connects Casa Grande, Coolidge, and Florence

• Focused on intercity travel and commuting

• First launched in 2010

Reasons for creation

• Travel between Pinal County government centers

• Lack of transportation options for critical services 
(medical, social services, education, employment)
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CART History

Major initial users

• Pinal County employees

• Florence prison employees

• Central Arizona College (CAC) students and employees

Greyhound

• Greyhound stop was in central Casa Grande when 
CART launched

• Stop moved several times, current stop in northwest Eloy

• Greyhound was providing over $70k in in-kind funding
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CART History

Pre-Study CART Service

• 2.5-hour loop

• Five standard runs per day

• AM and PM commuter route (no Greyhound 

deviation)

• Hours of operation: 5:00am to 8:30pm
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CART History

Need for Route Optimization Study

• Declining ridership

• Increasing operating costs

• More competition for FTA 5311 funds

• Lack of awareness of service

• Need for more partnerships



Route Optimization Study
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Route Optimization Study

Partnership with Sun Corridor MPO

• Need for regional cooperation

• Funding availability
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Route Optimization Study

Study Goals

Evaluate the current system, including current routing, ridership, transit 

need, and how CART compares to similar systems.

Identify constraints of CART’s staff, vehicle inventory, and funding to 

recommend improvements to the efficiency of the CART route.

Evaluate the existing organizational structure of the City of Coolidge 

Transit staff and associated administrative activities to potentially reduce 

time or cost of administration of the CART system.

Design marketing materials meant to aid the City of Coolidge in 

increasing awareness and ultimately ridership of the CART system.
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Route Optimization Study

Major Study Elements

Review of Existing 
Conditions

Alternatives 
Analysis

Recommendations 
Development

Implementation 
Plan
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Peer System Analysis

Route Optimization Study

Madera County Connection Transit 

(MCCT), Madera, CA

Rural Resources Community 

Action (RRCA), Colville, WA

Columbia Area Transit (CAT),

Hood River, OR

Service Indicators

CART 

Performance 

(2019)

Peer System 

Average (2019)

CART vs Peer 

Systems 

Performance

Annual Ridership 6,491 13,723 ✘

Revenue Miles 96,085 146,073 ✘

Revenue Miles per 

Capita
1.03 8.82 ✘

Passengers per 

Revenue Mile
0.067 0.068 ≈

Cost per Revenue Mile $2.21 $1.87 ✘

Cost per Trip $32.74 $20.95 ✘

Farebox Recovery Ratio 3.83% 7.2% ✘
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Route Optimization Study

Transit Propensity

Based on:
• Demographics

• Population and employment density

• Proximity to activity centers
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Audience Question

• What are your thoughts on how to improve the system?



18

Alternatives

1.Service time analysis

2.Greyhound cost/benefit analysis

3.Coolidge Walmart accessibility analysis

4.Casa Grande routing alternatives

Route Optimization Study
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Service Time Analysis

Route Optimization Study

Run Time 2019 2021 Decrease % Change
Annual Cost per 

Rider

Run 1 6:35 AM -9:06 AM 2,226 778 -1,448 - 65% $57.58

Run 2 9:21 AM – 11:52 AM 2,038 1,400 -638 -31% $32.00

Run 3 12:07 PM – 2:38 PM 2,370 1,696 -674 -28% $26.41

Run 4 2:53 PM -5:26 PM 2,198 1,372 -826 - 38% $32.65

Run 5 5:41 PM – 8:22 PM 562 292 -270 -48% $153.42

AM Commuter 5:05 AM – 7:07 AM 714 386 - 328 - 46% $98.57

PM Commuter 4:40 PM – 6:59 PM 1,182 1,080 -102 -9% $35.23

Total 11,290 7,004 -4,286 -38% $62.27
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Greyhound Benefit-Cost Analysis

Route Optimization Study

Greyhound Accessibility Operating Cost Analysis

Cost per Mile $2.40

Deviation Mileage 11

Cost per Run $26.35

Annual Runs 1,300

Annual Cost $34,251

Run 1 Run 2 Run 3 Run 4 Run 5 Total

Riders on Bus  136 380 534 422 158 1,630

Riders exiting at 

Greyhound Stop
10 14 34 46 64 168

Riders diverted 126 366 500 376 94 1,462

Diverted travel time 21 min (per run)

Cost of time $17.80/hr*

Annual cost to 

diverted riders
$9,108

Annual Inconvenience Cost

Greyhound Benefit/Cost Analysis

Costs

Operating Cost $34,251

Rider Inconvenience Cost $9,108

City’s FTA Section 5311(f) Local Match Cost $42,000

Suspended In-Kind Funds from Greyhound 

Covered by Coolidge
$70,767

Benefits

FTA Section 5311(f) Funding $58,000

Benefit-Cost Ratio 0.37
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Route Optimization Study

Coolidge Walmart 

Accessibility Analysis

Coolidge Walmart Cost Analysis

Cost per Mile $2.40

Deviation Milage 0.5

Cost per Run $1.20

Annual Runs 1,300

Annual Cost $1,557

Assumed Annual Ridership 2,600

Cost per Rider $0.60
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Route Optimization Study

Casa Grande Routing 

Alternatives

Option A: Reverse the Florence 

Blvd/Cottonwood Ln Loop
• Distance saved: 0.2 miles per run

• Time saved: 0 minutes per run

• Cost saved: $622.75 per year
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Route Optimization Study

Casa Grande Routing 

Alternatives

Option B: Serve Downtown Casa 

Grande and Jimmie Kerr Blvd
• Distance saved: 1.2 miles per run

• Time saved: 3 minutes per run

• Cost saved: $3,736 per year



24

Route Optimization Study

Casa Grande Routing 

Alternatives

Option C: Modify stops on Florence 

Blvd

Stop
Dist. 

Change

Time 

Change

Cost 

Change
Addition of Fry’s Foods +0.6 +5 +$1,868

Removal of Promenade 

Mall (with existing route)
-0.3 -2 -$934

Removal of Promenade 

Mall (I-10 reroute)
-0.6 -3 -1,868
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Route Optimization Study

Casa Grande Routing 

Alternatives

Option D: Elimination of Casa 

Grande Service
• Distance saved: 14 miles per run

• Time saved: 27 minutes per run

• Cost saved: $43,592 per year

• Riders inconvenienced: 1,562 per year 

(22% of total ridership)
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Route Optimization Study

Implementation Plan

• AM Commuter and Run 5 eliminated

• Greyhound connection eliminated

• Coolidge Walmart stop added

• Casa Grande service modified

• Add downtown and Fry’s plaza stop

• Eliminate Trekell/Florence and 

Promenade Mall stops

• Distance saved: 7 miles per run

• Time saved: 12 minutes per run

• Cost saved: $71,200 per year
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Transitional Marketing Materials

Route Optimization Study
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Audience Question

• Are there any other marketing materials you have used to 
communicate with the public?



Post-Study Experience
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Post-Study Experience

Implementation Experiences

• The marketing materials were invaluable

• Good momentum from planning study

• Local and ADA service connectivity enhancements

Rider Feedback

• Happy with streamlined service

• Walmart connectivity popular with CAC students and Florence residents

• Still want more frequency

Strategic Partnerships

• CAC partnership

• Pinnacle High School

• Integration with Casa Grande microtransit
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Post-Study Experience
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Post-Study Experience

Service Indicators

CART 

Performance 

(2022)

CART 

Performance 

(2023)

Performance 

Improvement?

Annual Ridership 8,165 9,022 ✓

Revenue Miles 124,760 109,164 ✓

Revenue Miles per Capita 1.34 1.17 ✓

Passengers per Revenue Mile 0.065 0.083 ✓

Cost per Trip $43.41 $40.39 ✓

Farebox Recovery Ratio 3.75% 3.54% 



Thank you!
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CART History

Erik Heet

Transit Manager

City of Coolidge

eheet@coolidgeaz.com

Chris Joannes

Transportation Planner

Kimley-Horn

chris.joannes@kimley-horn.com

mailto:eheet@coolidgeaz.com
mailto:Chris.Joannes@kimley-horn.com
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