
SCTA Microtransit 
Feasibility Study
STEERING COMMITTEE MEETING #3

JULY 21,  2025
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P R E PAR E D  B Y:



Agenda

•Welcome and Introductions

•Round 1 Outreach Summary

•Microtransit Zone Analysis Findings

•Zone Prioritization

•Next Steps

•Open Discussion and Q&A
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Team Introductions

Tyler Beduhn,
Project Manager

Vickie Karandrikas Lauren Ledesma
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Steering Committee
Roll Call

Please share your Name and Role 
when your organization is called

STEERING COMMITTEE

SCTA Board Members

VisionCorps

REAL Life Community Services

ECHOS Lancaster

Lancaster Chamber of Commerce

Northern Lancaster Chamber of 
Commerce 

Southern Lancaster Chamber of 
Commerce

Denver Borough

Quarryville Borough

Providence Township

Warwick Township

City of Lancaster

Lancaster County Commissioners

Lancaster County Workforce 
Development Board

Lancaster County Office of Aging

Lancaster County Planning 
Department

SCTA 4



Steering Committee Involvement

Kick-off Meeting: January

Opportunity Zones and Models Meeting: March

Analysis and Prioritization Meeting: July

Draft Study Meeting: October

Meetings

*One week review periods alongside SCTA for each task deliverable
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Study Schedule
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WE 

ARE 

HERE

Task 1 - Stakeholder Engagement M M M M

Task 2 - Opportunity Zone Identification M ○ ●

Task 3 - Public Participation Plan M ○ ○ M M ○ M

Task 4 - Microtransit Models ○ ●

Task 5 - Opportunity Zone Analysis ○ ●

Task 6 - Zone Prioritization ○ ●
`

Task 7 - Recommendations ○ ●

Task 8 - Performance Monitoring ○ ●

Task 9 - Draft and Final Report ○ ○ ○ ●

Task 10 - Executive Summary ○ ○ ○ ●

Task 11 - Report Presentation ○ M

Dec.
Task

2025

Feb.

2024

Mar. Apr. May Jun. Jul. Aug. Sep. Oct. Nov.Dec. Jan.

Community Pop-up Workshops Public Participation Meeting



Progress Since Steering Committee 
Meeting #2
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• Completed Round 1 Outreach

• Steering Committee assistance in promoting public participation

• Steering Committee review of Outreach Summary document – Sent 6/11

• Revised Outreach Summary document

• Completed Opportunity Zone Analysis and Prioritization

• Steering Committee review of Technical Briefing Deck – Sent 6/30



Round 1 Outreach 
Summary
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Phase 1 - Outreach Campaign
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Survey: English, Spanish 

Digital: English, Spanish 

Social Media

Newsletter/E-News



Survey Results
and Feedback
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• Survey open from

March 26 to May 23, 2025

• Available

• Online and print at pop-up 

events

• English and Spanish

• 788 responses



Survey Results
and Feedback
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Survey Results and Feedback
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Survey Results and Feedback
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65 (8%)

75 (10%)

77 (10%)

111 (14%)

112 (14%)

116 (15%)

130 (16%)

132 (17%)

150 (19%)

169 (21%)

182 (23%)

198 (25%)

200 (25%)

220 (28%)

256 (32%)

0 100 200 300

Unsure

None of the above

Zone 9 – Gap-Christiana

Zone 1 – Elizabethtown

Zone 2 – Mount Joy

Zone 10 – Quarryville

Zone 7 – New Holland

Zone 4 – Neffsville

Zone 8 – Leola-Eden

Zone 13 – Columbia-Wrightsville

Zone 3 – East Petersburg-East Hempfield

Zone 11 – Millersville

Zone 6 –  Ephrata-Denver

Zone 12 – Willow Street-Strasburg-Outlets

Zone 5 – Lititz

Opportunity Zone 

Feedback

If a microtransit service 

was available in these 

areas, which area(s) 

would help you travel? 



What We Heard…
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• Transportation Challenges: Many residents face barriers to 
convenient, reliable, and affordable transportation.

• Microtransit Opportunity Zones: Interest in all 13 opportunity zones, 
with desired connections to Lancaster City, grocery stores, medical 
providers, and Park City Mall.

• Survey Insights:

• Strong overall interest in microtransit

• Some riders are willing to transfer to RRTA buses via microtransit

• Prioritize safety, accessibility, and service to people with disabilities, seniors, and 
residents without a vehicle

• Concerns included a preference for improving of existing bus routes before 
launching new services, as well as questions about cost-effectiveness



Microtransit Zone 
Analysis Findings
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Identifying Opportunity Zones

• Opportunity zone = area particularly well-suited for microtransit services and with the 
potential to address specific transportation needs

• Analysis was guided by the study’s goals and objectives and Steering Committee 
input on areas and populations with greater needs

Zones were identified in a previous task by analyzing the following, and the 
public provided feedback on the zones:
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Transit Potential and 

Need 

Existing Service 

Performance
Travel Patterns



Microtransit 
Opportunity Zones 
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1. Elizabethtown

2. Mount Joy

3. East Petersburg–East Hempfield

4. Neffsville

5. Lititz

6. Ephrata–Denver

7. New Holland1

8. Leola–Eden

9. Gap–Christiana2

10. Quarryville

11. Millersville

12. Willow Street–Strasburg–Outlets

13. Columbia–Wrightsville3

1 Potential connection between zones could be considered
2 Would require coordination with Chester County and TMACC
3 Would require coordination with rabbittransit



Overall Evaluation Approach
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Perform Round 2 evaluation and final prioritization

Develop service plans and simulate scenarios

Refine zone boundaries using feedback from public

Advance priority zones from Round 1 screening (plus two wider-area zones given 
Steering Committee feedback); all other zones are screened out

Perform Round 1 screening: high-level evaluation of 13 opportunity zones



Round 1 Screening Criteria

Advance the top six (6) 
opportunity zones

Advance two (2) broader 
service area zones
◦ Fixed-Route Connector

◦ Countywide
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Daily Trips (all travel modes)

Transit Need

Bus Connections

Area Not Served by the Bus

Public Survey Responses



Opportunity Zones 
(Round 1 Screening)
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1. Elizabethtown

2. Mount Joy

3. East Petersburg–East Hempfield

4. Neffsville

5. Lititz

6. Ephrata–Denver

7. New Holland1

8. Leola–Eden

9. Gap–Christiana2

10. Quarryville

11. Millersville

12. Willow Street–Strasburg–Outlets

13. Columbia–Wrightsville3

1 Potential connection between zones could be considered
2 Would require coordination with Chester County and TMACC
3 Would require coordination with rabbittransit

Red Zones 

Advanced 

to Round 2 

Analysis



Municipal/Census Boundaries

Transportation Infrastructure

Natural Features

Travel Patterns

Trip Generators

Bus Connections

Public Feedback
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Zone Refinement Approach



Refined Priority Zones
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Fixed-Route 

Connector
Countywide

Top Zones from 

Round 1 Screening



East Petersburg
East Hempfield 
Zone
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15 square miles

31,240 residents in zone

30,250 jobs in zone

Moderate-High transit need rating

6:00 am to 10:00 pm on weekdays

LG Health Physicians Family 

Medicine

Wegmans

Park City Mall

Lidl

Penn State Health

LGH Health Campus

Walmart

Giant

ALDIHempfield

Industrial Park



Lititz Zone
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16 square miles

30,600 residents in zone

13,550 jobs in zone

Low-Moderate transit need rating

5:30 am to 7:30 pm on weekdays

Lancaster Airport

UPMC Lititz

Library

Giant & Target

Warwick HS

Manheim Twp Schools

Johnson & Johnson

Stauffers

Weis

Warwick Twp Building
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Ephrata–
Denver Zone
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21 square miles

32,140 residents in zone

15,140 jobs in zone

Moderate transit need rating

5:30 am to 8:00 pm on weekdays

Weis

Ephrata HS

Giant, ALDI, & Walmart

Sharp Shopper

Cocalico HS

Library

WellSpan Ephrata Community Hospital

WellSpan Cocalico

Health Center



Leola–Eden 
Zone
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30 square miles

29,850 residents in zone

22,850 jobs in zone

Moderate-High transit need rating

5:30 am to 8:00 pm on weekdays

Lancaster Bible College

Eden Road Medical Center

Walmart

Giant

Oregon Dairy

Dart Container
Sharp

Shopper

Conestoga Valley HS

Saint Joseph's University & 

Thaddeus Stevens College

Greenfield



Millersville 
Zone
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10 square miles

36,230 residents in zone

4,790 jobs in zone

Moderate transit need rating

5:30 am to 10:00 pm on weekdays

Millersville University

Weis

Millersville Borough

Union Community Care

Penn State Health



Columbia
Wrightsville 
Zone
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9 square miles

16,860 residents in zone

4,120 jobs in zone

Moderate transit need rating

5:30 am to 9:00 pm on weekdays

Dollar General

LGH Columbia

Columbia Schools

Library

Weis

Giant



Round 2 Evaluation and Prioritization

Effective

• Area not 
served by 
fixed-route

• Key 
connection 
points

• Transit need

Efficient

• Passengers 
per vehicle 
revenue hour 
(VRH)

• Average 
passenger wait 
time

Fiscally 
Sustainable

• Operating cost 
per passenger 
trip

• Daily vehicle 
revenue hours 
(VRH)*
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• Simulated the
8 zones/service plan 
scenarios

• Evaluated zones using 
measures tied to the study’s 
goals and objectives

• Prioritized zones and 
reported ridership and costs

* Daily vehicle revenue hours is a proxy for total operating cost

Round 2 Measures



Additional Assumptions
• Metrics are shown as a range based on low and high ridership 

estimates from modeling

• Begin with weekday service before expanding to weekend service
◦ Many transit agencies first implement microtransit service on weekdays only, then 

evaluate to determine suitability before greater investments are made

◦ The evaluation and prioritization that follows is based on weekday service metrics, 
however weekend service was also modeled to support future decision making
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Hempfield
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Connector

County- 

wide

For context, the annual cost to operate RRTA Bus and Access service is approximately $15M and $7M, respectively.
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This is a measures how many 

riders are served per hour a 

vehicle is in service — indicating 

how productive and well-utilized 

the microtransit service is.

0

1

2

3

4

5

6

7

8

9

10
Red Rose Transit Bus Service

Red Rose Access Service

Passengers 
per Vehicle 

Revenue Hour



Operating Cost 
per

Passenger Trip
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This is the average amount it 

costs to provide one trip to a rider. 

It helps measure how cost-efficient 

the service is. Lower values mean 

the service is more efficient.
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Zone Prioritization
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Ranked 
Microtransit 
Zones
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1. Leola-Eden

2. East Petersburg-
East Hempfield

3. Lititz

4. Ephrata-Denver

5. Fixed-Route Connector 

6. Countywide

7. Millersville

8. Columbia-Wrightsville

1

2

3
4

5
6

8 7



Summary
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Eight Priority Zones Identified for Microtransit

Data-Driven Evaluation

Microtransit Can Fill Critical Service Gaps

Service Modeling Highlights Trade-Offs



Next Steps
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Next Technical Task

Recommend 

Service Levels for 

the High-Priority 

Zones

Provide Guidance 

for the Low-Priority 

Zones

Estimate Capital 

and Operating 

Investment Needs

Identify Funding and 

Partnership 

Opportunities

Develop Fare 

Structure

Recommend Customer 

Education, Marketing, 

and Outreach Activities

Develop Performance 

Measures and Targets
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Steering Committee Next Steps
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• July: Provide any final comments on Zone Analysis and Prioritization

• August: Review Recommendations and Performance Monitoring

• September: Review Draft Study Report

• October: Attend Steering Committee Meeting #4

• October: Support next round of public participation & feedback



Open Discussion

40
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