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1. Introduction 

The Nebraska Department of Transportation (NDOT) began initial coordination and planning in the 
Northeast Region, including the city of Norfolk, approximately five years ago with the Mobility Management 
project. The coordination efforts for the northeast region included multiple meetings with transit agencies 
to determine gaps and needs within the region. 
Throughout those meetings, increased transit 
service for the city of Norfolk was discussed 
multiple times over the years, including fixed 
routes, flexroute, and increased demand 
response service. In 2019, NDOT directed the 
Mobility Management team to begin the 
Norfolk Flexroute Study as a priority project, 
which is this study effort. The study includes a 
community profile, a review of the transit 
providers, alternatives, and recommendations 
for future services. 
 
The study area for this planning effort is the 
city of Norfolk and the immediate surrounding 
area. Norfolk is the principal activity center in 
the northeast region, including employment 
centers, medical services, educational 
facilities, and other services needed by 
residents for everyday living. Public 
transportation in Norfolk is provided by two 
agencies: Norfolk Public Transportation (NPT) and Ponca Express. Another valuable asset in the Norfolk 
area is the Ponca Tribe, who has a designated tribal services office in Norfolk. Other offices for Ponca are 
in Niobrara, Omaha, Lincoln, and Sioux City. At the Ponca Norfolk office, many services are available to 
tribal members, such as health care, housing, educational assistance, tribal court, social services, and 
behavioral services. The tribe also provides public transportation services, called Ponca Express, and is 
one of the primary providers in the northeast region. The transportation services are available to all 
residents, whether a tribal member or not. 
 

Norfolk 

NDOT Mobility Management  
Northeast Region 
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To complete the Flexroute Study, the following scope of work was completed: 

 
Public transportation is a vital travel mode for many residents in Norfolk who choose not to drive or do not 
have an available vehicle. As Norfolk and the immediate surrounding areas continue to have slow, steady 
growth, the public transportation demand will also continue to grow. This Flexroute Transit Study provides 
a roadmap for the local agencies to enhance existing services in the future. The study focuses on 
coordination of services between Norfolk Public Transit and Ponca Express, which will be essential in 
addressing the region’s future growth and travel needs. 
 

1.1  Study Purpose 

The Norfolk Flexroute Transit Study 
examines transit needs focusing primarily on 
existing services within Norfolk and the 
immediate surrounding area. The study 
provides guidance and direction to the 
transit agencies about how to address 
current and future transit needs with detailed 
service recommendations.  
 
This study provides a snapshot of the 
existing community demographics, as well 
as looking ahead to projected growth areas. 
Other analyzed topics include population 
and employment growth and current activity centers. Understanding where people are traveling today is 
the first step in addressing gaps in service and planning for a future coordinated transit system.  
 
 

Develop Technical Committee – inclusive of key stakeholders in the Norfolk community, 
representatives from Ponca Express and from Norfolk Public Transportation. 

Review Local and Regional Studies and Plans – Identify planning efforts supporting 
public transportation in the community.

Community Overview – collect and illustrate the population and community 
characteristics for Norfolk and the surrounding area to assist in the future transit planning.

Feasible Alternatives – develop transit alternatives feasible for Norfolk to serve multiple 
markets and service areas.

Recommendations – Provide transit service recommendations and future organizational 
structure for the Norfolk area.
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1.2  Goals and Objectives 

It is necessary to recognize the future goals and objectives of public transportation in Norfolk, as they will 
provide specific direction for implementation of the transit service. Based on input provided by the Technical 
Committee, both transit agency management and staff interviews, 
and the local project team, the following goals were developed for the 
project to use as a basis when developing future alternatives. Five 
goals developed for the project are listed below. 
 

 Develop strong community partnerships 

 Maximize resources 

 Enhance mobility options 

 Enhance economic development in Norfolk and surrounding 
areas by connecting residents and visitors to jobs, 
services, educational facilities, etc.  

 Development funding partnerships 
 
The above goals will enhance economic development in 
Norfolk and the surrounding region and improve mobility 
options to major activity centers, including access to 
employment and educational facilities. The table to the right 
shows the importance of public transportation investment for 
rural communities across the county. 
 

1.3  Community Plans 

Several supporting planning documents were reviewed for 
information regarding public transportation goals and 
objectives within the Norfolk area.  
 

1.3.1  Ponca Tribe 2014 Long Range 
Transportation Plan 

The 2014 Long Range Transportation Plan for Ponca Tribe 
summarized all modes of transportation for the tribe, 
including roadway, bridges, and a small section for public 
transportation. The plan discussed existing public 
transportation services provided by Ponca Express. Future 
transportation plans were not listed in the plan. 
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1.3.2  Ponca Tribe Potential Public Transportation Study RFP 

The Ponca Tribe has recently been approved to conduct a public transportation study for the Tribe. The 
study purpose will focus on existing and future plans for tribal public transportation services. The study is 
planned to begin in 2021. 
 

 

  Transportation Plan 2030 July 2006 
 

The Norfolk Plan suggests the creation of a demand responsive service route 
system that could be used to improve the availability of the transit service: 

 

“Norfolk should investigate the development of an innovative transit system that is 
enhanced by combining aspects of demand responsive and service stems. Service 
routes are circulators that link major community attractions and traffic generators. 
The hybrid concept operates as a two-tiered system. For a specific time, a vehicle 
operates on a demand responsive service, picking passengers up or leaving them near 
home. It then enters a service route phase, leaving passengers at specific points on 
the scheduled route and picking up others to distribute at home during the next 
“demand responsive” phase. Service roue stops may vary for different times of the 
day. For example, the stop and route structure may change during the day for specific 

demands, such as transportation of children from schools to after-school facilities 
such as parks and recreational centers and programs.” 

 
“Development of a demand responsive service route system should be investigated 
through a process that considers and evaluates the specific needs of potential system 
user.” 

Source: The Norfolk Plan – RDG Crose Gardner Shukert, 2001 
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1.3.3  City of Norfolk – 2006 
Comprehensive Plan Update 

The 2006 Norfolk Comprehensive Plan Update 
had a horizon year of 2030. Public transportation 
was detailed extensively in the plan with the goal 
of expanding the existing services in the 
community, as shown below. 
 

1.3.4  City of Norfolk – 2017 
Comprehensive Plan Update 

The 2017 Norfolk Comprehensive Plan Update 
also includes supportive language for a 
comprehensive multi-modal transportation 
network, which includes connecting residents to 
employment and educational opportunities, and 
community services. In addition, as shown on the 
following page, the Plan supports connecting 
public transportation to surrounding communities, 
as shown below in the excerpt from the Plan. 
 
 

1.4  Summary 

The data and plans within this report were used by the project 
team to guide the development of alternatives and 
recommendations. This Flexroute Study builds upon previous 
regional coordination committee feedback, the locally adopted 
plans, and supportive socio-economic and demographic data.
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THEME / OBJECTIVE On-going Short Term Long Term 

Develop a comprehensive multi-modal Transportation 
network – pedestrian, vehicular, rail, and air. 

   

Develop and maintain a pedestrian and bicycle network 
that is integrated with local transportation and  
recreation master planning efforts, thus creating 
opportunities for communitywide use connecting 
neighborhoods to essential daily needs and destinations. 

 X  

Investigate the application of complete streets and roads to 
enhance downtown, and other select pedestrian and 
residential oriented areas. 

  X 

Develop context sensitive design criteria for roadways 
based upon topographic features and development type 
and character. 

  X 

Retain the resiliency of the predominant street grid through 
the hierarchy of local, collector, and arterial roadway 
placement based on priority functional needs. 

X   

Develop an airport master plan and strategic marketing 
effort that seeks to maintain and expand the airport in a 
manner supportive of economic development efforts 
related to general aviation, fly-in events, recreational 
services / events, and commerce. 

  X 

Develop and diversify community transportation 
opportunities including community ride assistance that 
connects people to jobs and daily needs, and alternative 
rural transportation services connecting Norfolk to other 
nearby communities. 

X   

Establish / Expand fiber network provision in Norfolk in 
support of economic and community development  
efforts. 

X   
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2. Community Profile 

2.1  Introduction 

The city of Norfolk is located in Madison County in northeast Nebraska. It is northwest of Omaha, southwest 
of Sioux City and is located at the intersection of US Highways 81 and 275. Chapter 2 presents the 
community conditions, demographics, and select local travel patterns for Norfolk and the immediate 
surrounding area.  
 
The population and employment characteristics of Norfolk and the surrounding area are described in this 
chapter as part of determining what type of transit service would be most beneficial, feasible, and efficient.  
Where appropriate, figures and tables are used for illustration. Understanding community dynamics and 
demographics are important to public transportation because of the services area designations and transit 
needs within those neighborhoods. 
 
The demographic analysis was completed by block group, a census-defined boundary. These boundaries 
do not necessarily denote neighborhoods or communities, but rather act as a standardized means for 
analysis. The study area with block group boundaries is shown in Figure 1.  
 

Figure 1.  Study Area Map 
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2.2  Demographic Characteristics 

Unless noted otherwise, all data listed in this 
chapter are from the 2013-2017 U.S. Census 
American Community Survey (2017 ACS) five-
year estimates.  
 

2.2.1  Population 

According to the 2017 ACS, the total population 
of the study area is 27,741 persons. In the 2017 
Norfolk Comprehensive Plan Update, population 
projections were calculated for high, medium, 
and low cohorts for the city. Figure 2 shows the 
variation of population projections according to 
the Plan. 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Figure 2.  Population Projections 
 

2.2.2  Population Density 

Population density is used to determine where population is concentrated. Transit is generally more 
successful in areas with greater concentrations of population. As shown in Figure 3, the area with the 
highest density is in central Norfolk, along the US 81 corridor and north of US 275. The area with the next 
highest density is to the north and east of central Norfolk. 

2013-2017  
U.S. CENSUS 

Source: 2016 Norfolk Comprehensive Plan 
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p
u

la
ti

o
n

 

Year



Norfolk Flexroute Study   
November 2020 
  

 

10 

Figure 3.  Population Density Map 
 
 

2.2.3  Transit-Dependent Population Characteristics 

This section provides information on individuals considered by the transportation profession to be 
dependent upon public transit. These individuals may not own or drive cars as a result of such things as 
age, disability, or income level, so they may be more inclined to use other methods of transportation such 
as transit, ridesharing, walking or biking. 
 
The four types of limitations that preclude people from driving are physical limitations, financial limitations, 
legal limitations, and self-imposed limitations. Physical limitations may include permanent disabilities (i.e., 
frailty, blindness, paralysis, or developmental disabilities) to temporary disabilities (i.e., acute illnesses and 
head injuries). Financial limitations include people who are unable to purchase or rent a vehicle. Legal 
limitations include being too young to drive or having no driver’s license. Self-imposed limitations refer to 
people who choose not to own or drive a vehicle (some or all the time) for reasons other than those listed 
in the first three categories. 
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The Census is generally capable of providing information about the first three categories of limitation. The 
fourth category of limitation represents a relatively small portion of transit ridership in areas with low density. 
Table 1 presents Norfolk’s statistics regarding transportation dependent populations. Although ambulatory 
disabled and low-income population data are included in the 2017 ACS, they are only available at the tract 
level and were apportioned to the block group level, based on the population of the block group compared 
to the total population in the tract.  
 

Table 1.  Estimated Population Characteristics for Norfolk Study Area 

Estimated Population Characteristics for Norfolk Study Area 

Census 
Tract 

Census 
Block 
Group 

Total 
Population 

Land 
Area 
(sq. 

miles) 

Total 
House-
holds 

Zero-Vehicle 
Households 

Elderly 
Population 

 (65 and 
Over) 

Youth 
Population 

(10-19) 

Ambulatory 
Disabled 

Population 

Low-Income 
Population 

# % # % # % # % # % 

9606 

1 3,200 4.09 1216 120 9.9 571 17.8 584 18.3 448 14.0 452 14.1 

2 968 1.88 446 83 18.6 127 13.1 105 10.8 136 14.0 137 14.1 

3 1,095 0.54 511 146 28.6 171 15.6 142 13.0 153 14.0 155 14.1 

9607 

1 528 5.70 310 45 14.5 124 23.5 53 10.0 57 10.8 161 30.4 

2 1,841 1.21 768 48 6.3 203 11.0 242 13.1 199 10.8 560 30.4 

3 864 0.26 412 37 9.0 117 13.5 69 8.0 94 10.8 263 30.4 

9608.01 

1 920 0.47 354 0 0.0 248 27.0 95 10.3 131 14.2 111 12.1 

2 1,445 0.65 569 75 13.2 283 19.6 242 16.7 206 14.2 174 12.1 

3 2,407 1.00 907 27 3.0 233 9.7 364 15.1 343 14.2 291 12.1 

9608.02 
1 792 12.57 276 0 0.0 76 9.6 98 12.4 108 13.7 85 10.7 

2 2,657 1.57 1151 57 5.0 650 24.5 307 11.6 364 13.7 283 10.7 

9609 

1 698 0.21 402 0 0.0 222 31.8 48 6.9 97 13.9 140 20.1 

2 775 0.17 294 11 3.7 63 8.1 110 14.2 107 13.9 156 20.1 

3 1,151 0.16 346 7 2.0 143 12.4 187 16.2 159 13.9 232 20.1 

4 1,232 0.21 571 69 12.1 77 6.3 240 19.5 171 13.9 248 20.1 

5 678 0.20 334 69 20.7 137 20.2 55 8.1 94 13.9 136 20.1 

9610 

1 1,752 0.44 634 6 0.9 70 4.0 342 19.5 322 18.4 288 16.4 

2 792 0.19 343 27 7.9 98 12.4 47 5.9 146 18.4 130 16.4 

3 663 0.16 291 0 0.0 31 4.7 138 20.8 122 18.4 109 16.4 

9611 
1 1,106 17.96 449 34 7.6 194 17.5 142 12.8 174 15.7 199 18.0 

2 820 0.90 327 0 0.0 67 8.2 128 15.6 129 15.7 148 18.0 

9622 4 1,357 6.90 515 9 1.7 164 12.1 92 6.8 696 51.3 385 28.4 

Totals 27,741 57 11,426 870 7.6 4,069 14.7 3,830 13.8 4,456 16.1 4,842 17.5 

Source: US Census Bureau, American Community Survey - 2017, LSC 2019.
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2.2.4  Elderly Population (Age 65+) 

The elderly population, defined by the U.S. Census Bureau as people 65 years of age or older, represents 
a significant number of the national transit-dependent population and represents 14.7 percent of the total 
study area population. As shown in Figure 4, central Norfolk along the US 81 corridor, north of Norfolk 
Avenue and to the east of US 81 along Pasewalk Avenue shows the highest density of elderly population. 
The areas with the next highest density are western Norfolk as well as south eastern Norfolk. 
 
 

Figure 4.  Elderly (65+) Population 
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2.2.5  Population of Persons with an Ambulatory Disability 

An individual is classified as having an “ambulatory disability” if they have serious difficulty walking or 
climbing stairs. Approximately 16.1 percent of the study area population has some type of ambulatory 
disability. As shown in Figure 5, the area to the northeast of the intersection between US 81 and US 275 
shows the highest density of persons with an ambulatory disability. To the north of this area are the areas 
with the next highest density of persons with an ambulatory disability.  
 
 

Figure 5.  Population of Persons with an Ambulatory Disability 
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2.2.6  Low-Income Population 

Low-income population, as defined by the U.S. Census, includes persons whose household income is at 
or below the Department of Health and Human Services’ poverty guidelines. The low-income population 
maps show people who are living below the poverty line using the Census Bureau’s poverty threshold. 
Approximately 17.5 percent of the study area population are considered low income. As shown in Figure 6, 
the US 81 corridor, mainly to the northeast of the intersection between US 81 and US 275 shows the highest 
density for low-income population. The area with the next highest density of low-income persons is just to 
the north of the highest density area and to the east of US 81. 
 
 

Figure 6.  Low-Income Population 
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2.2.7  Zero-Vehicle Households 

Individuals residing in zero-vehicle households are generally transit-dependent, as they do not have access 
to a private vehicle. Approximately 7.6 percent of households in the study area reported having no vehicle 
available for use. The density of zero-vehicle households for the study area is shown in Figure 7. The 
ranges for the density of zero-vehicle households are quite low due to the size of the block groups, 
combined with the small number of zero-vehicle households in the study area. The areas with the highest 
density are the area north of US 275, west of US 81, and south of Norfolk Avenue, as well as the area in 
eastern Norfolk, north of US 275. 
 
 

Figure 7.  Zero-Vehicle Households 
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2.2.8  Youth Population (Ages 10-19) 

The population density of youth (10-19 years of age) for the study area is shown in Figure 8. Approximately 
13.8 percent of the study area population are youth. The areas with the highest density of youth are in 
central Norfolk, mainly to the east of US 81. Areas with the next highest density are to the west as well as 
an area in the northern part of Norfolk. 
 
 

Figure 8.  Youth Population 
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2.2.9  Norfolk Highest Need Transit Areas – Transit Propensity 

Figure 9 contains an overlay of the above-mentioned demographic categories based upon the number of 
transit dependent categories that exist in each geographic unit above the Norfolk average. The areas of 
Norfolk with the highest number of transit dependent categories are found in central Norfolk. This analysis, 
along with the previous other companion maps visualizing the specific transit dependent populations identify 
where public transportation service is needed most in Norfolk.  
 
 

Figure 9.  Transit Propensity 
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2.3  Major Activity Centers 

Major transit activity centers are important in terms 
of land use, trip generation, and the ability to be 
served by public transit. Activity centers are 
locations that are typically shown to generate transit 
trips because they are prime origins or prime 
destinations, and they generally include a wide 
variety of land uses including shopping/retail areas, 
commercial, hospital, or education centers. There is 
no set formula used to derive a list of activity 
centers, as the process is subjective. Figure 10 
shows locations of possible transit generators within 
Norfolk. Places identified as possible transit 
generators, and identified as major employers, 
include Faith Regional Health Services (FRHS), schools, Walmart, grocery stores/shopping centers, the 
YMCA, senior centers and veteran services, Northeast Community College (NECC), and several apartment 
complexes.  
 

Figure 10.  Major Activity Centers 
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2.4  Travel Patterns 

The 2017 ACS yields information about the means of transportation to work for the study area’s employed 
residents. Table 2 shows the number of people in Norfolk’s workforce and their modes of travel. These data 
were tabulated for employees 16 years of age and older who were employed when the ACS was completed. 
The majority of the workforce drove alone to work (10,085 people or 81 percent). Carpooling (11 percent) was 
the next highest mode of transportation to work. There were only 70 employees (one percent) who reported 
using public transportation. Out of Norfolk’s workforce, 362 people reported that they worked from home, 
requiring no mode of transportation to work.  
 

Table 2.  Means of Transportation to Work 

Means of Transportation 
Norfolk 

Workers Percent 

Drove alone 10,085 81 

Carpooled 1,373 11 

Public transportation (excluding taxicab) 70 1 

Walked 177 1 

Taxicab, motorcycle, bicycle, or other means 350 3 

Worked at home 362 3 

Total 12,417 100% 

Note: Workers 16 years and over 
Source: U.S. Census Bureau, 2013-2017 American Community Survey 5-Year Estimates 

 
 

2.5  Community Growth Areas 

The 2017 Norfolk Comprehensive Plan Update identifies the project residential and employment growth for 
Norfolk and the surrounding areas. Figure 11 identifies residential growth to continue in the west and north 
west portion of the city. In addition, east and north east of the city, pockets of growth will also occur. 
Employment growth, also shown in Figure 
11, will continue in the western portion of 
the city and south of the city. Pockets of 
growth are also located north and northeast 
of the city. 
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Figure 11.  Project Residential Growth (top) and Projected Employment Growth (bottom) 
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2.6  Summary 

The information presented within this chapter provides the project team and the local transit agencies a 
valuable snapshot of highest transit needs areas. These data were used to develop the transit alternatives 
presented in following chapters. 
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3. Transit Demand Assessment 

3.1  Transit Demand Models 

A key step in developing and evaluating transit plans is a careful analysis of the mobility needs of various 
segments of the population and potential transit riders. There are several factors that affect demand, not 
all of which can be forecast. Demand estimation is an important task in developing any transportation plan, 
and several methods of estimation have been developed. This analysis makes use of the demographic 
data and community conditions data, as discussed in Chapter 2 of this Report.  
 
This chapter presents an analysis of the demand for transit services in the study area based upon standard 
estimation techniques. These methodologies are standard approaches to estimate transit needs and 
demand. Some may be more appropriate for the Norfolk study area than others. The transit demand 
identified in this section was used with information gathered to identify and evaluate various transit service 
options. This chapter describes several models and formulas to help quantify different segments of transit 
need and demand in the study area, including:  
 

 Greatest Transit Needs Index 

 General Public Rural Non-Program Demand Model 

 Small City Fixed Route Demand Model 

 Peer Communities / Existing service 

 
Each of these approaches helps to show the patterns likely to arise regarding transit needs within the study 
area. Estimating demand for services is not an exact science and therefore must be carefully evaluated. 
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3.1.1  Greatest Transit Needs Index – 
Methodology 1 

The “greatest transit need” is defined as those areas 
in the study area with the highest density of zero-
vehicle households, elderly persons, people with 
ambulatory disabilities, and low-income populations. 
This information was presented in Chapter 2 and 
was used in the development of service alternatives 
and the identification of appropriate service 
constraints later in the planning process. 
 
3.1.1.1  Methodology 

The categories used for calculation of the greatest 
transit need were zero-vehicle households, elderly 
population, ambulatory disability population, and 
low-income population. Using these categories, a 
“transit need index” was developed to determine the 
greatest transit need. The density of the population 
for each census area within each category was 
calculated, placed in numerical order, and divided 
into four segments. Four segments were chosen to 
reflect a reasonable range, with each segment 
corresponding to the service area.  
 
The block groups with the lowest densities were 
given a score of one. The block groups in the 
segment with the next lowest densities were given a 
score of two, and so on, until the block groups in the 
segment with the highest densities were given a 
score of four. This scoring was completed for each 
of the categories (zero-vehicle households, elderly 
population, ambulatory disability population, and 
low-income population). After each of the block 
groups were scored for the four categories, all of the 
scores were added to achieve an overall score.  
 
3.1.1.2  Results 

Table 3 presents the rank for each Census Block 
Group in the study area. The scores range from four 
(lowest need) to 13 (highest need). As shown in 
Figure 12, the Census Block Groups with the 
greatest transit need are located along US 81 north 
of US 275.  
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Table 3.  Census Block Groups with the Greatest Transit Needs 

Census 
Tract 

Census 
Block Group 

Overall 
Score 

Census 
Tract 

Census 
Block Group 

Overall 
Score 

9609 3 13 9610 1 10 

9609 5 13 9606 1 9 

9610 2 13 9608.01 3 9 

9607 3 12 9610 3 9 

9609 4 12 9608.01 1 8 

9608.01 2 11 9606 2 6 

9609 1 11 9611 2 6 

9609 2 11 9622 4 6 

9606 3 10 9607 1 5 

9607 2 10 9611 1 5 

9608.02 2 10 9608.02 1 4 

 
 

Figure 12.  Greatest Transit Needs Index  
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3.1.2  General Public Rural Non-Program Demand – Methodology 2 

Transportation Cooperative Research Program (TCRP) Report 161 
provides a method of estimating general public rural transit demand. 
The TCRP analysis procedure considers transit demand in two 
major categories: program and non-program demand. Program 
demand is defined by TCRP Report 161 as “those trips that would 
not be made without the existence of a specific social-service 
program or activity,” and “the distinguishing factor is that the trip time 
and destination are set not by the traveler, but by the agency 
sponsoring the trip.” On the other hand, the methodology used in 
this section estimates the demand for general public, or non-
program, passenger transportation in rural areas. 
 
This methodology applies transit-dependent population statistics 
and trip rates to estimate the annual demand for non-program and 
overall general public rural transportation. The general public rural 
non-program demand estimation technique described in TCRP 
Report 161 is calculated by the following formula: 
 
 

Annual Demand = (2.20 x Population Age 60+) + (5.21 x Mobility-Limited Population Age 18-64) 
+ (1.52 x Residents of Households Having No Vehicle) 

 
Annual Demand Calculation = 20,200 trips = (2.20 x 5,471) + (5.21 x 1,094) + (1.52 x 976) 
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As calculated above, transit demand is estimated at approximately 20,200 passenger-trips annually. Figure 
13 illustrates the Rural General Public Non-Program Demand by individual Census Block Group. The 
Census Block Groups with the highest Rural General Public Non-Program Demand are located in the 
northern, eastern, and western portions of the study area. 
 

Figure 13.  Rural General Public Non-Program Demand 
 
 

3.1.3  Small City – Methodology 3 

TCRP Report 161 provides a method for estimating fixed route demand for small urban areas with 
populations less than 50,000. The demand estimation technique considers the total population and 
estimated annual vehicle-hours of service and is calculated by the following formula: 
 

Annual Demand = (5.77 x Revenue-hours) + (1.07 x population) + 
(7.12 x College/University Enrollment) 

 
Annual Demand Calculation = 170,102 trips = (5.77 x 24,336) + (1.07 x 27,741) + (7.12 x 0) 
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Assuming a local fixed route service, like a circulator, operates in Norfolk using six peak vehicles operating 
12 hours a day on weekdays and nine hours a day on Saturdays throughout the entire year, the annual 
vehicle revenue hours for the service would be 24,336. The population of the study area is 27,741. The 
formula also includes college/university enrollment (not including community college enrollment), which is 
zero, as there are no four-year resident colleges or universities in Norfolk. The forecasted ridership for a 
fixed route service in Norfolk would be an estimated 170,102 one-way trips annually. 
 

3.1.4  Peer Data Demand – Methodology 4 

Peer communities with similar characteristics to Norfolk were identified by the project team to assist in 
gauging transit services. Data gathered for the peer communities included population, transit service type, 
number of vehicles, total operating expenses, ridership, vehicle revenue hours, vehicle revenue miles, and 
regional preference. The six peer communities are listed below in Figure 14. 
 

Figure 14.  Peer Communities 
 
 
Table 4, on the following page, lists the peer communities and Norfolk transit services (both NPT and Ponca 
Express) with the averages for each category highlighted grey.  
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Table 4.  Peer Comparison Data 

Agency Name  
Type of 
Service 

Population 
No. of 

Vehicles 

Total 
Operating 
Expenses 

Unlinked 
Passenger 

Trips 

Vehicle Rev. 
Hrs. 

Vehicle 
Rev. Miles 

Marshalltown 
Municipal Transit, IA  

Flex + Fixed 
Route 

27,440 8 $   631,328 90,353 11,827 114,892 

Burlington Urban 
Service, IA 

Fixed Route 25,330 9 $   914,444 200,479 17,548 214,150 

Ottumwa Transit, IA Fixed Route 24,705 10 $ 1,122,039 147,253 19,054 228,856 

Clinton Municipal 
Transit Admin, IA 

Fixed Route 25,892 15 $ 1,698,523 318,335 26,858 376,357 

Brookings Area 
Transit Authority, SD 

Demand 
Response 

23,471 22 $ 1,144,173 147,006 32,806 477,662 

Dunn County Transit 
Commission, WI 

Flex + Fixed 
Route 

16,222 4 $   563,552 111,208 7,715 98,518 

OCCK, Inc., KS Fixed Route 47,513 42 $ 2,407,734 316,883 57,407 1,028,551

Average of Peer Systems 27,225 16 $ 1,211,685 190,217 24,745 362,712 

NPT /  
Ponca Express, NE 

Demand 
Response 

27,741 8 $   465,332 32,952 16,253 179,175 

Performance Measures 

Agency Name 
Passenger Trips 

per Capita 
Cost per Capita 

Passengers 
per Rev. Hr. 

Cost Per Passenger 
Trip 

Cost Per Rev 
Hr. 

Marshalltown Municipal 
Transit, IA  

3.3 $ 23.01 7.6 $ 6.99 $ 53.38 

Burlington Urban Service, IA 7.9 $ 36.10 11.4 $ 4.56 $ 52.11 

Ottumwa Transit, IA 6.0 $ 45.42 7.7 $ 7.62 $ 58.89 

Clinton Municipal Transit 
Admin, IA 

12.3 $ 65.60 11.9 $ 5.34 $ 63.24 

Brookings Area Transit 
Authority, SD 

6.3 $ 48.75 4.5 $ 7.78 $ 34.88 

Dunn County Transit 
Commission, WI 

6.9 $ 34.74 14.4 $ 5.07 $ 73.05 

OCCK, Inc., KS 3.7 $ 50.68 5.5 $ 7.60 $ 41.94 

Average of Peer Systems 7.0 $ 44.51 7.7 $ 6.37 $ 48.97 

NPT / Ponca Express, NE 1.2 $ 16.77 2.0 $ 14.12 $ 28.63 

Source: National Transit Database, 2017; American Community Survey, 2017, LSC.2019 
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Using the above data collected from the peer review, the 
Peer Data Demand Methodology calculates the transit 
usage in the current area or other similar peer areas and 
forecasts ridership with a similar level of service. This 
measure and methodology show the resource commitment 
to transit by the community. Applying the transit ridership 
per capita for the existing ridership level (approximately 
32,952 annual trips / 27741 population), Norfolk today = 1.2. 
In other words, if future transit service would remain status 
quo – just as it is today – expected ridership would be 
approximately 33,260 annual trips. This calculation uses the 
high cohort population projections discussed earlier in this 
report from the Norfolk City Comprehensive Plan. Table 5 
presents the peer community demand estimates.  
 
 

Table 5.  Peer Data Transit Demand Methodology 

Agency Population Ridership Ridership per Capita 

Marshalltown, IA 27,440 90,353 3.3 

Burlington, IA 25,330 200,479 7.9 

Ottumwa, IA 24,705 147,253 6.0 

Clinton, IA 25,892 318,335 12.3 

Brookings, SD 23,471 147,006 6.3 

Menomonie, WI 16,222 111,208 6.9 

Salina, KS 47,513 316,883 6.7 

Average 27,225 190,217 7.0 

NPT/Ponca Express 27,741 32,952 1.2 

Source: National Transit Database, 2017; American Community Survey, 2017; LSC, 2019. 

 
 
The transit ridership per capita for Norfolk is 1.2, 
with Marshalltown, IA as the closest peer at 3.3 
rides per capita. Should NPT and Ponca 
implement transit services to the level in 
Marshalltown, the transit demand results in 
approximately 92,500 annual trips. If NPT and 
Ponca implement transit services to the average 
level of the peer agencies (7.0 average), the 
transit demand results in approximately 195,600 
annual trips. 
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3.2  Summary of Norfolk Transit Demand 

A summary of the results of the four different demand 
methodologies are presented below and in Table 6 These 
estimates are not cumulative. Different approaches focus on 
different markets. Other methodologies exist; however 
substantial data collection is needed (and outside the scope of 
this project) to feed into the models for appropriate projections. 
While the demand forecasts have highly variable results, they 
are useful in identifying a range of demand for Norfolk. The 
lowest ridership projection is 20,200 annual trips and the highest 
is 195,600, which assumes a high level of service.  
 
Methodology 1: Greatest Transit Needs Index methodology does 
not reflect ridership projections. However, it does reflect the 
areas within the community, shown previously in this chapter, 
with the highest propensity for transit usage, which is critical with 
any service modifications. 
 

Table 6.  Summary of Demand Methodologies 

Methodology Project Annual Ridership 

2: Rural Non-Program Demand 20,200 

3: Small City Fixed Route Model 170,102 

4: Peer Community Demand Range 92,500 – 195,600; (based upon 3.3/7.0 trips/capita) 
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4. Existing Transportation 

Norfolk residents have two primary public transit providers in the community, in addition to a taxi company 
and intercity bus service to/from Omaha. This study focuses on the two public transportation providers – 
Ponca Express and Norfolk Public Transportation. The data within this chapter identify where resources 
are available to meet future needs of the community. 
 

4.1  Norfolk Public Transportation 

Norfolk Public Transportation is a non-profit organization providing public transportation mobility options to 
residents of the City of Norfolk and immediate surrounding communities for over three decades. The agency 
provides demand response, curb-to-curb service, Monday through Friday, 6:00 a.m. to 6:00 p.m., and 
Saturday and Sunday from 7:15 a.m. to 4:45 p.m. Passengers must schedule rides 24 hours in advance. 
Office hours for scheduling trips are Monday through Friday from 8:30 a.m. to 4:30 p.m. The agency 
operates six peak vehicles during the weekday. All vehicles operated by NPT are wheelchair accessible. 
 
The base fares for NPT are shown in Table 7 below. 
 

Table 7.  Norfolk Public Transportation Fare Rates 

  
Monthly Pass Rate – Unlimited 

Rides for 30 Days 
Single Ride Rate 

Seniors 60+ $   50.00 $ 2.00 

Adults $   90.00 $ 2.50 

Youth 18 and Under $   70.00 $ 2.00 

Family Youth Up to 3 Kids $ 120.00 $ 25.00 after 3 Kids 

Medicaid Eligible $   30.00 $ 1.50 

Summer Youth $   70.00  

 
 
Norfolk Public Transportation provided approximately 
31,400 trips in 2019, with 90 percent of the trips as 
general public passengers and 9 percent Medicaid 
and/or contracted service. NPT operates service in 
Norfolk at 222 N 4th St., which is a leased facility. The 
building houses the administration, dispatch/ 
scheduling, and garage for vehicle parking.  
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NPT is currently at capacity with the existing facility and the lease for the 
facility will be due in the next year. The recommended future transit 
services presented within this report will make the existing building over 
capacity. NPT and Ponca Express are in discussions regarding future 
transit facility needs and potential for a coordinated transit facility. 
 
NPT invested in CTS TripMaster technology for dispatch/scheduling 
software in 2019. The agency uses the software as an effective tool to 
for trip planning, driver manifests, reporting, and other convenient 
functions, such as monitoring and assessing service and ridership 
patterns. NPT is the first rural transit in the state using driver tablets to 
scan passes purchased by customers. This technology has worked well 
as a selling tool for NPT to enhance the passengers experience and 
also for drivers for less handling of fares.  
 
The following statistics were discussed in the previous chapter in the peer review section and will be broken 
out into more detail below. Several performance statistics are directly related to the efficiency and starting 
point for understanding NPT’s performance over time. The data collected within this report are prior to the 
nationwide pandemic, which began impacting transit agencies around the world in March 2020, including 
NPT. 
 
Ridership trends show the pattern of usage over a period of time. NPT ridership increased over the past 
three years, with approximately 31,356 total transit trips in 2019, an increase from 30,914 in the previous 
year. 
  
Riders per revenue hour, reported as passenger trips per revenue hour, is a measure used to quantify 
service consumption and can help evaluate the amount of resources consumed in providing service. This 
metric measures service effectiveness. NPT reports 2.4 passengers per hour for 2019, which has been 
stable for NPT for the past three years. National statistics1 tracking rural public transit agencies report the 
average passenger trips per revenue hour is 2.6, which indicates this NPT statistic is good and are in-line 
with averages for the nation.  
 
Passenger trips per revenue mile is calculated by dividing transit boardings by revenue miles. It is a 
measure of the consumption of the supply of revenue service provided. Passengers per revenue mile for 
the past fiscal year was 0.22, which is higher than the previous year at 0.21. National statistics indicate, on 
average, rural transit agencies with similar size operations as NPT, a 0.18 passenger trips per revenue 
mile. This indicates NPT is doing a good job and slightly higher than the national average with riders 
consuming the amount of services available to the community.  
 
Cost per revenue hour is a reflection of total costs during all service hours. NPT for 2019 has a cost per 
hour of $29, which is significantly lower than the national average of approximately $35-$40 per revenue 
hour. It is a good statistic for NPT to show lower costs and efficiency; however, it also reflects challenges 
the agency is having of hiring and retaining drivers, due to low driver wages and benefit packages. The 
recommendations discussed within this report include a higher cost per revenue for NPT future services.  

 
1 https://www.ugpti.org/surcom/resources/transitfactbook/downloads/2017-rural-transit-fact-book.pdf 
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The detailed peer community review shown in the previous chapter provides additional information for 
comparison among other similar-sized transit agencies.  
 

4.2  Ponca Express  

Ponca Express, operating under the auspices of the Ponca Tribe of Nebraska Transportation Department, 
provides two public transportation services – one service for rural communities, and the second service for 
the metro communities - Lincoln, Omaha, and Sioux City. Curb-to-curb trip requests are booked on a first 
come, first service basis. The service area for Ponca Express is anywhere within a 200-mile radius of 
Norfolk, Niobrara, Sioux City, Lincoln, and Omaha. The focus of this report is for services operating in the 
rural areas of Norfolk and the immediate surrounding areas.  
 
Ponca Express operates demand response service Monday through Friday at all locations from 7:30 a.m. 
to 6:30 p.m. in Norfolk and from 8:00 a.m. to 4:30 p.m. in Niobrara. In the metro areas, Omaha operates 
7:00 a.m. to 5:30 p.m., Lincoln 8:00 a.m. to 4:30 p.m., and Sioux City 8:00 a.m. to 4:30 p.m.  
 
At the Norfolk office, Ponca Express operates a Norfolk to Wayne connection every Monday, Wednesday, 
and Friday, leaving Norfolk at 8:00 a.m., arriving Wayne at 8:45 a.m., returning to Norfolk at 11:00 a.m. and 
arriving at 11:45 a.m. The base fares for service are shown below.  
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The 15,000 square-foot Ponca transit facility in Norfolk is located at 1800 Syracuse Avenue, where 
administration, dispatch/ scheduling, light maintenance, and garage for interior bus/van parking. The transit 
facility opened in 2014 and cost $3.5M. The goal of the project was providing a central location for providing 
connections to rural residents and communities. The facility was also designed to house a training area and 
conference room for transit-related events, such as transit rodeo and transportation training.  
 
Ponca Express is currently at capacity with the existing facility for parking and all rural services. Having the 
existing building at capacity presents a challenge for expanding services and the purchase of new vehicles. 
Expanded services will require additional vehicles that will not physically fit into the existing garage area of 
the facility. The recommended future transit services 
presented within this report will make the existing 
building over capacity. Ponca Express and NPT are 
in discussions regarding future transit facility needs 
and potential for a coordinated transit facility. 
 
Ponca Express provided approximately 3,000 annual 
trips in 2019 for rural services from the Norfolk office. 
This ridership number does not include ridership 
numbers for Ponca Express in the metro areas. 
Ponca Express is not an existing Medicaid provider.  
 
Ponca Express invested in ParaPlan technology for 
dispatch/scheduling software in 2019. The agency 
uses the software as an effective tool to for trip 
planning, driver manifests, reporting, and other 
convenient functions, such as monitoring and 
assessing service and ridership patterns.  
 
Similar to NPT in the above text, the following 
statistics were discussed in the previous chapter in 
the peer review section and will be broken out into 
more detail below. Several performance statistics are 
directly related to the efficiency and starting point for 
understanding Ponca Express’s performance over 
time. The data collected within this report are prior to 
the nationwide pandemic, which began impacting 
transit agencies around the world in March 2020, 
including Ponca Express.  
 
Ridership trends show the pattern of usage over a period of time. Ponca Express ridership increased in 
2019 with approximately 3,000 total transit trips, an increase from 2,612 in the previous year. 
  
Riders per revenue hour, reported as passenger trips per revenue hour, is a measure used to quantify 
service consumption and can help evaluate the amount of resources consumed in providing service. This 
metric measures service effectiveness. Ponca Express reports 0.6 passengers per hour for 2019, which 
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has been stable for the past three years. National statistics2 tracking rural public transit agencies report the 
average passenger trips per revenue hour for this size of transit agency is 3.1, which indicates this Ponca 
Express is lower than the national average. A goal for the future services will be to increase this metric for 
Ponca Express.   
 
Passenger trips per revenue mile is calculated by dividing transit boardings by revenue miles. It is a 
measure of the consumption of the supply of revenue service provided. Passengers per revenue mile for 
the past three years is 0.02. National statistics indicate, on average, rural transit agencies with similar size 
operations as Ponca Express, a 0.18 passenger trips per revenue mile. Ponca Express is lower than this 
national average and will have a goal to increase this metric with future services. 
 
Cost per revenue hour is a reflection of total costs during all service hours. The project team did not have 
total costs for only rural Ponca Express services. Therefore, as future services were developed, the project 
team used Ponca Express total costs for estimates. The national average for demand response services in 
rural areas is approximately $35-$40 per revenue hour.  
 

4.3  Major Activity Centers and Boarding Locations  

Both NPT and Ponca Express provided passenger pick-up and drop-off location data. Figure 15 illustrates 
primary pick-up locations. For NPT, the locations (not including private residences) included:  
 

 Walmart  

 Westside Plaza Apartments  

 Norfolk County Club  

 Hy-Vee East  

 Rebekah Manor  

 Senior Center  

 Norfolk Public High School  

 Skyline Apartments  

 Kensington Apartments  

 Faith Regional  

 
For Ponca Express, the locations (not including private 
residences) included: 
 

 Ponca Tribe of Nebraska  

 Rebekah Manor  

 Hy-Vee East  

 Walmart  

 Faith Regional  

 
2 https://www.ugpti.org/surcom/resources/transitfactbook/downloads/2017-rural-transit-fact-book.pdf 
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Figure 15.  Norfolk Public Transit and Ponca Express Pick-Up Locations 
 
 
Figure 16 illustrates the drop-off locations. For Norfolk Public Transit, the locations included: 
 

 Walmart  

 Senior Center  

 Boulevard Village  

 Hy-Vee East  

 Norfolk Middle School  

 Faith Regional  

 Northeast Community College  

 Westside Plaza Apartments  

 Dialysis  
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For Ponca Express, the drop-off locations included: 

 

 Rebekah Manor  

 Ponca Tribe of Nebraska  

 In His Arms Day Care  

 Jerry’s Hilltop Café  

 Faith Regional  

 

Figure 16.  Norfolk Public Transit and Ponca Express Drop-off Locations 
 
 

4.4  Local Taxi Service and Charter Services 

The local taxi service is provided by Checker Cab with its home base located at 1800 W Pasewalk Avenue 
in Norfolk. Checker Cab operates seven days/week from 6:00 a.m. to midnight with service available 
typically in 20 minutes from the time of the call.  
 
Navigator Bus operates out of Norfolk and provides chapter bus services nationwide. The agency also runs 
Airport Express service to Omaha Eppley Airport. 
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 4.5  Intercity Bus – Regional Service – Norfolk/Omaha   

Regional intercity bus service from Norfolk to Omaha operates seven days per week. The average fare is 
$37-$45 per person, per one-way trip. The bus leaves Omaha at 7:30 a.m. and arrives in Norfolk just under 
three hours later. Express Arrow provides the regional 
bus service. Six stops are served along the route – 
Fremont, North Bend, Schuyler, Columbus, Humphrey, 
and Madison. Several of the stops along the route are on 
call, in which the passenger must call in advance for the 
bus to travel to the stop. The on call stops along the route 
are Omaha Eppley, North Bend, Schuyler, Humphrey 
and Madison. Buses leave from Norfolk daily at 10:45 
a.m. and arrive in Omaha at 1:30 p.m. serving the same 
six stops as listed earlier. Free Wifi and outlets are 
available on every bus to enhance customer service and 
amenities. 
 

4.6  Services Summary  

The data included in this chapter provided background information for future flexroute development, 
proposed bus stop locations, cost estimates, and vehicle availability.  
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5. Public Engagement  

The purpose of this public engagement section is to summarize previously collected input and current 
feedback as part of the initial study process for the Norfolk flexroute service. The goal of continued public 
involvement activities in the future is to collect feedback as the flexroute schedules, bus routes, and bus 
stops are refined over the next year. By continuing to involve the community in this planning process over 
the next year, increased awareness, marketing, and support for the service from citizens and stakeholder 
agencies will be instrumental in the success of the project.  
 

5.1  Community Input – Northeast Region Gaps/Needs  

NDOT hosted Regional Coordination Committee meetings and public meetings throughout 2016-2018, in 
which the initial planning of concepts for Norfolk fixed route and flexroute services began. Additional transit 
agency meetings and site visits provided baseline data to begin looking at options for service and where 
the service is needed most within the city. In addition, these initial efforts reviewed previously adopted plans 
to ensure consistency with local planning efforts (presented earlier in this report). 

Figure 17.  Summary of 2016 Community Outreach 
 
 

5.2  Technical Committee  

From the previous feedback and initial planning efforts, NDOT identified the Norfolk Flexroute Study as a 
priority project and began this specific study effort in Summer 2019. This study continues the momentum 
of establishing more mobility options in Norfolk with flexroute services. A Technical Committee was formed 
to assist and guide the Mobility Management team with feedback on transit needs in the community. The 
Committee consisted of the management and staff of the NPT, Ponca Express, the local taxi company, 
local city staff, and members of the NPT Board. Technical Committee meetings were held throughout the 
study process, both in-person and virtually, to encourage maximum attendance and feedback for the 
project. Meetings, specific to flexroute service in Norfolk, began in July 2019 and were held in August, 
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October, November, December, and continued into 
2020, February, July, and August. In March 2020, the 
Corona Virus, COVID-19, pandemic began affecting 
businesses and services across the world. This is also 
true across the state of Nebraska, including Norfolk. 
Safety was, and continues to be, the priority for public 
transportation services. During the time of the pandemic, 
the Mobility Management team began developing this 
Final Report to provide direction and next steps towards 
implementation of services. During the initial months of 
the pandemic, Ponca Express and Norfolk Public 
Transportation evaluated and adjusted public 
transportation schedules appropriate to the level of 
service and safety of the drivers and passengers, just as 
all other transit agencies in the state. 
 

5.3  Next Steps - Community Input  

This Norfolk Flexroute Report focuses on the previous 
community input and the baseline transit agency data 
collected to develop the initial concepts for future service. 
The next steps for the Mobility Management team are to 
take the recommendations of this report out into the 
community, to create opportunities for stakeholders and 
residents to learn about the new services and provide 
input on the final operational planning elements. Public 
open house meetings, neighborhood meetings, local 
organization meetings, and other venues will be targeted 
over the next year to present the enhanced transit service 
for Norfolk and the surrounding areas. In addition, our 
team will host online informational briefings and 
coordinate a website for persons who are unable to attend 
in-person meetings.  
 
Community engagement activities will be conducted throughout the next phase of implementation for the 
flexroute service and other regional services. Our goal includes providing simple and easy-to-understand 
story boards, information sheets, pop-up meetings, and social media. We will continue to coordinate with 
local businesses and organizations for outreach opportunities. 
  

COMMUNITY ENGAGEMENT 
 

July/August 2019 
 Study Kick-off and Onsite Visits 

October 2019 

 Met with NPT and Ponca for feedback 

November 2019 
 Presentation to Ponca Executive Team
 NPT Board Presentation 

December 2019 
 Technical Committee Meeting 

February 2020 

 Met with NPT and Ponca for feedback 

July 2020 
 Agency feedback 
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6. Development of Route Alternatives  

The Mobility Management team began the review of transit route alternatives for Norfolk by looking at fixed-
route service, demand response only service, and flexroute service options. Based upon feedback from the 
Technical Committee, previous community input, and the projected cost estimates, the flexroute option is 
the preferred mode and is discussed in detail in the following chapters. 
 

6.1  Flexroute Overview 

There are several variations of route deviation service (flexroute) that can be designed for bus service in 
Norfolk. Each variation has slightly different service characteristics and different passenger experiences. 
The definition of flexroute as defined by the Federal Transit Administration (FTA) is clearly stated in FTA 
Circular 4710.1 (November 4, 2015), shown in Figure 18. 
 
 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Figure 18.  FTA Definition of Flexroute 
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6.2  Initial Route Options – October 2019 

Three initial flexroute options were developed for Norfolk and 
presented to Norfolk Public Transit and Ponca in October 2019.  
 

6.2.1  Option A 

As shown in Figure 19, Option A consists of a single flexroute 
service with a three-quarter-mile deviation zone. The route hits 
many of the key destinations in Norfolk either by direct routing or 
the deviation zone. The route is predominately linear with a small 
loop in southwest Norfolk. The loop would operate in one direction 
and would be served once per run.  
 

Figure 19.  Initial Service Option A 
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6.2.2  Option B 

As shown in Figure 20, Option B consists of a single flexroute service with a three-quarter-mile deviation 
zone. Like Option A, the routing for Option B hits many of the key destinations in Norfolk either by direct 
routing or the deviation zone. This route travels from NECC and Ponca Tribe and ends near the FRHS and 
the medical offices in west Norfolk, then travels back on the same route.   
 

 Figure 20.  Initial Service Option B 
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6.2.3  Option C 

As shown in Figure 21, Option C consists of a two flexroute system with a three-quarter-mile deviation zone. 
Together, the two routes form roughly a figure eight throughout Norfolk with connections at Walmart and 
Northeast Community College. With this option, some passengers may be required to transfer between 
buses at these two transfer points. 
  

Figure 21.  Initial Service Option C 
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6.3  Revised Route Options – November 2019 

After the meetings with Norfolk Public Transit and Ponca in October 2019, the consensus was to focus on 
a two or three flexroute system. Three revised flexroute options were developed for Norfolk and presented 
to the Norfolk Public Transit Board and Ponca Executive Team in November 2019.  
 
Table 8 presents the service characteristics of the three revised route options assuming a 60-minute 
frequency, a 30-minute frequency, and a combination option with 60-minute frequency for half of the day 
(during non-peak times) and a 30-minute frequency for half of the day (during peak times).  
 
Cost estimates included in Table 8 were derived from a cost allocation model based on Norfolk Public 
Transit’s existing service. The model also took into account an increase in driver wages to $22.00 per hour 
and a new transit supervisor position.  
 

Table 8. Norfolk Revised Route Options  

Option Frequency 
Number 

of 
Vehicles 

Annual 
Hours 

Annual 
Miles 

Variable 
Cost 

Additional 
Fixed 
Costs 

Local 
Match 

Requirem
ent 

Ridership 
Cost per 

Passenger 

NPT Status Quo - 13,301 143,340 $290,359 - $76,850 - - 

Option 
A 

60-Minute Frequency (Entire Day) 2 8,112 97,344 $219,000 $40,000 $52,594 40,560 $6.39 

30-Minute Frequency (Entire Day) 4 16,224 194,688 $439,000 $40,000 $101,188 81,120 $5.90 

Combination -  
60-Minute Frequency (Half Day) 
30-Minute Frequency (Half Day) 

4 12,168 146,016 $329,000 $40,000 $76,891 60,840 $6.07 

Option 
B 

60-Minute Frequency (Entire Day) 3 12,168 140,338 $328,000 $40,000 $76,845 60,840 $6.05 

30-Minute Frequency (Entire Day) 6 24,336 172,723 $624,000 $40,000 $148,820 121,680 $5.46 

Combination -  
60-Minute Frequency (Half Day) 
30-Minute Frequency (Half Day) 

6 18,252 156,530 $476,000 $40,000 $112,832 91,260 $5.65 

Option 
C 

60-Minute Frequency (Entire Day) 3 12,168 148,044 $330,000 $40,000 $76,907 60,840 $6.08 

30-Minute Frequency (Entire Day) 6 24,336 182,208 $627,000 $40,000 $148,820 121,680 $5.48 

Combination -  
60-Minute Frequency (Half Day) 
30-Minute Frequency (Half Day) 

6 18,252 165,126 $478,000 $40,000 $112,863 91,260 $5.68 

 Notes: 
- Mileage does not include extensions 
- Based on operating 12 hr./weekday and 9 hr./weekend 
  Source: LSC, 2020. 
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6.3.1  Revised Option A 

As shown in Figure 22, Revised Option A consists of two 
flexroutes with a three-quarter mile deviation zone. The blue 
route is similar to Initial Option A with a predominately linear 
route structure with a small loop in southwest Norfolk. The loop 
operates in a counterclockwise direction and would be served 
once per run. The blue route also has two extensions, one to 
Ponca and one to Boulevard Village, which would only be served 
on an as needed basis. The pink route provides service to both 
Norfolk Middle School and Norfolk High School and serves more 
of eastern Norfolk. The pink route has a more linear structure 
operating a small loop by Faith Regional and the medical 
services in western Norfolk. 
  

Figure 22.  Revised Service Option A 
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6.3.2  Revised Option B 

As shown in Figure 23, Revised Option B 
consists of three flexroutes with a three-quarter-
mile deviation zone. The blue route in Revised 
Option B is similar to Revised Option A, with the 
exception that the route operates north-south on 
Queen City Blvd./7th St. rather than on Hwy. 81. 
The blue route in Revised Option B has one 
extension to Boulevard Village, which would only 
be served on an as needed basis. The pink route 
in Revised Option B is the same as Revised 
Option A. Revised Option B introduces a third 
flexroute, the brown route, which connects 
Ponca, the Bel Air Apartments, Norfolk Veteran’s 
Home, and NECC. The brown route has one extension to the residential neighborhoods in eastern Norfolk, 
which would only be served on an as needed basis.  
 

Figure 23.  Revised Service Option B 
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6.3.3  Revised Option C 

As shown in Figure 24, Revised Option C consists of three flexroutes with a three-quarter-mile deviation 
zone. The blue route in Revised Option C connects NECC, the Norfolk Veteran’s Home, Norfolk Middle 
School, Hy-Vee East, Skyline Apartments, Hy-Vee West, Walmart, Dollar Tree, Faith Regional, and the 
medical services in western Norfolk. The pink route in Revised Option C connects Norfolk High School, 
Norfolk Senior Center, Kensington Apartments, the VA Norfolk Clinic, Rebekah Manor, Hy-Vee West, 
Walmart, Dollar Tree, Faith Regional, and the medical services in western Norfolk. The pink route has one 
extension from Norfolk High School north to the YMCA and Norfolk Middle School, which would only be 
served on an as needed basis. The brown route in Revised Option C connects NECC, Norfolk Veteran’s 
Home, the YMCA, Ponca, the Bel Air Apartments, the VA Norfolk Clinic, Lou’s Thrifty Way, Walmart, Hy-
Vee West, and Rebekah Manor. 
  

Figure 24.  Revised Service Option C 
  
 

6.4  Feedback and Guidance 

After meetings with the Norfolk Public Transit Board and Ponca Executive Team in November 2019, the 
preferred future transit alternative for Norfolk flexroute is Revised Option C. The detailed operational 
information is presented in the following chapter of this report.   
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7. Preferred Alternatives & Services 

7.1  Service Plan 

The Preferred Alternatives include several services, 
including:  
 

 Local Norfolk flexroute service 

 Local Norfolk demand-response service 

 Commuter service – immediate service 
area within approximately 30 miles of 
Norfolk 

 Regional service – transit services within an 
approximate 100-mile service area 

 
The services included in the Preferred Alternatives 
are discussed further below. 
 

7.1.1  Local Flexroute 

As shown in Figure 25, the preferred local flexroute 
alternative consists of three flexroutes with a three-
quarter-mile deviation zone. The three routes 
consist of: 
 

 Blue Route - serves NECC, Norfolk 
Veteran’s Home, Norfolk Middle School, N 
1st St. & E Prospect Ave., Hy-Vee East, Skyline Apartments, Hy-Vee West, Walmart, Dollar Tree, 
Faith Regional, and the medical offices in western Norfolk.  

 Pink Route - serves Norfolk High School, Norfolk Senior Center, Kensington Apartments, Odd 
Fellow Rebekah Manor, Hy-Vee West, Walmart, Dollar Tree, Faith Regional, and the medical 
offices in western Norfolk. The pink route has one extension from Norfolk High School north to the 
YMCA and Norfolk Middle School, which would only be served on an as needed basis. 

 Brown Route - serves NECC, Norfolk Veteran’s Home, the YMCA, Ponca, Skyline Dr. & Glenmore 
Dr., Walgreens, the VA Norfolk Clinic, Lou’s Thrifty Way, Walmart, Hy-Vee West, and Odd Fellow 
Rebekah Manor. 

 
The following assumptions were made in developing the flexroute preferred alternative: 
 

 Service will operate seven days per week year-round, with 12 hours of service on weekdays and 
nine hours of service on weekends. 

 Six peak vehicles in operation. 

 Maximum of two to three deviations per run per route.  

Local 
Flexroute 
Service

Local 
Demand-
Response

Commuter 
Service

Regional 
Service

Preferred Service Plan 
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 All costs include an average driver wage of $22.00 per hour including benefits and all drivers must 
have a Commercial Drivers License (CDL), as well as provide good service and consistency. The 
CDL license is required due to the larger vehicle size, which accommodates more passengers than 
the existing vehicles used today. In addition, wages for a transit supervisor position are included. 

Figure 25.  Local Flexroute  
 

7.1.2  Local Demand Response Service 

The local demand response service will provide local dial-a-ride service within Norfolk, similar to what 
Ponca and Norfolk Public Transit are operating today. The local demand response service will operate 
seven days per week year-round, with 12 hours of service on weekdays and nine hours of service on 
weekends, with a maximum of five peak vehicles in operation. 
 

7.1.3  Commuter Service 

The commuter service will provide trips to/from Norfolk within approximately 30 miles. The commuter 
service will operate seven days per week year-round, with 12 hours of service on weekdays and nine hours 
of service on weekends, with two vehicles in operation. 
 

7.1.4  Regional Service 

The regional service will provide longer distance regional trips within approximately 100 miles from Norfolk. 
Passengers would need to reserve their ride in advance by calling the dispatcher/scheduler. The regional 
service will provide service seven days per week year-round with two vehicles in operation. 
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7.2  Operating and Capital Costs 

Table 9 presents the operating and capital costs associated with the Preferred Alternatives. The table 
illustrates the variable and additional fixed costs for each of the services, as well as the federal, state, and 
local match requirements. Cost estimates included in the table were derived from a cost allocation model 
based on Norfolk Public Transit’s existing service. The model also took into account an increase in driver 
wages to $22.00 per hour and a new transit supervisor position. 
 

Table 9.  Operating and Capital Costs  

Full System Costs – Today 

Option Frequency 
Number 

of 
Vehicles 

Annual 
Hours 

Annual 
Miles 

Variable 
Cost 

Additional 
Fixed Costs 

Local Match 
Requirement 

Fed State Ridership 
Cost per 

Passenger 

 24-hr Advance 8 16,253 179,175 $465,332 - $164,337 $232,666 $164,337 32,952 $14.12 

Local Flex –  
Option C 

Local flex 
service 
operating on a 
30-Minute 
Frequency 
(Entire Day) 

6 24,336 182,208 $627,000 $50,000 $169,250 $338,500 $169,250 121,680 $5.56 

Local 
Demand 
Response 

Local trips 5 20,280 202,800 $537,000 $20,000 $139,250 $278,500 $139,250 40,560 $13.73 

Commuter 
Service 

Trips within 30 
miles 

2 8,112 243,360 $262,000 $25,000 $71,750 $143,500 $71,750 6,490 $44.22 

Regional 
Service 

Longer regional 
trips 

2 8,112 243,360 $262,000 $25,000 $71,750 $143,500 $71,750 4,056 $70.76 

On Demand As Requested 1 3,000 30,000 $79,000  $19,750 $39,500 $19,750 2,250 $35.11 

Operations Total 16 63,840 901,728 $1,767,000 $120,000 $471,750 $943,500 $471,750 175,036 $10.78 

Mobility Manager  2,080   $95,000 $9,500 $85,500 $0   

Capital - Bus Stop Infrastructure      $40,000 $320,000 $40,000   

Capital - Vehicles      $72,000 $576,000 $72,000   

Start-up Costs      $26,000 $208,000 $26,000   

Capital Total     $95,000 $147,500 $1,189,000 $143,000   

TOTAL 16 63,840 901,728 $1,767,000 $215,000 $619,250 $2,132,500 $614,750 175,036 $10.78 

Mileage does not include extensions 
Source: LDC, 2020 

 
 
The Preferred Alternative assumes the new flexroute transit service will have six new vehicles and 
approximately 50 new flexroute bus stops, as shown in Table 10. The table also illustrates what the costs 
would be to lease the six flex buses on either a three-year or five-year leasing period. 
 
  



Norfolk Flexroute Study   
November 2020 
  

 

52 

Table 10.  Detailed Capital Costs  

Norfolk Capital Costs 

Type Total Cost Yearly Cost 

Flex Bus Stops (50) $400,000 - 

Flex Buses (6) - Purchase $720,000 - 

Flex Buses (6) - 3-Year Lease $780,000 $260,000 

Flex Buses (6) - 5-Year Lease $900,000 $180,000 

   Source: LSC, 2020. 

 

7.3  Administration and Oversight 

A key element throughout the planning process has been the discussion of roles and responsibilities.  
Figure 26 shows each of the roles, which are represented by a balloon for simplicity. The balloons illustrate 
all of the different components needed for implementation of the Preferred Alternative. The team met with 
both Ponca and Norfolk Public Transit to discuss the positives and the tradeoffs, as well as how to divide 
the responsibilities between the two agencies. 
 

 

Figure 26.  Transit Tasks and Roles for the Preferred Alternatives 
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Based on the feedback from both agencies, as well as best practices for how to divide up the roles and 
responsibilities, Figure 27 presents the proposed breakout of services for the new transit service. The 
responsibilities under Norfolk Public Transit include: 
 

 Operate flexroute and handling of capital implementation of bus stops, routes, and technology 

 Continue to operate local demand response services 

 Implement mobility management position – coordinate with Norfolk agencies for planning, 
outreach, marketing and coordination of trips 

The responsibilities for Ponca Express include: 
 

 Continue operating regional service, but expand services, service hours, days, marketing and 
upcoming regional transit routes 

 Continue operating commuter service, but expand services, marketing, service hours, days, 
marketing and be primary provider for commuter routes 

 Implement On-demand service primarily for the Norfolk area in the initial stages. Service can be 
expanded once marketing and services are tested in Norfolk.  

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

Figure 27.  Transit Roles by Agency 

Ponca Express                                                              Norfolk Public Transit 
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8. Implementation Plan 

A detailed description of the Preferred Alternatives was presented in the previous chapter. The operating 
expenses were itemized annually, and the capital costs were identified for the startup of the flexroute and 
expanded services. Determining how we pay for the future transit services for Norfolk and for the expanded 
service areas is not a simple task and will continue to evolve in the next phase of this project. 
 

8.1  Next Steps 

The next steps for the flexroute and expanded 
services are discussed in this chapter. These steps 
include many complex strategies and requirements to 
be in place for the successful launch of expanded 
services for the Norfolk area. 
 
The local project team, Technical Committee, and 
stakeholders have been champions for expanded 
services and are instrumental in providing feedback 
and moving this project forward. Having this strong 
local group and support is fundamental for the 
success of future services. This group understands 
public transportation is an economic benefit to the 
community, provides access to jobs, services, 
educational facilities, and medical offices, etc. 
Continuing local coordination among the 
stakeholders is a key goal of the next phase of the 
study. This Norfolk Flexroute study is the beginning 
tool to understand service options, costs, and 
detailed steps to bring the future services to fruition. 
 
Enhanced transit for Norfolk and the surrounding 
area over the long term will require continued 
financial support from many supportive local entities. 
In order for the proposed transit system to effectively 
meet the travel needs of the region, service will be available for all residents, from youth, elderly and 
disabled, employers, and Medicaid-eligible residents. Providing an equitable funding distribution is a goal 
of the next phase of this project by having unanimous long-term commitment amongst the entities and a 
defined process, including financial responsibilities. 
 
All public transit systems across the United States are funded through a combination of programs and 
revenue sources, such as state grants, passenger fares, advertisement revenues and local contributions, 
and most systems typically rely on federal grants to help cover a significant portion of a system capital 
costs. This chapter identifies potential funding for operating and capital expenses for the preferred transit 
alternatives.  
 
The potential revenue categories for the funding plan are: 
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 Federal Transit Administration (FTA) funding – the revenue estimates assume a contribution of 50 
percent of total operations from the FTA. In addition, the future revenue estimates for capital costs 
will be approximately 70-75 percent of the total project costs. 

 State funding – the state revenue estimates include 25 percent of total operating costs and 10 
percent of vehicle capital costs.  

 Local funding – local funding covers approximately 25 percent of the total operating costs and 
approximately 20 percent for capital expenses. Specific funding streams are the next steps for this 
project and will be identified as the local project team and the Mobility Management team talk to 
local stakeholders about the preferred alternatives. Local funding partners will likely include the 
City of Norfolk, Madison County, Northeast Community College, Ponca Tribe, Norfolk Public 
Schools, Faith Regional Hospital, United Way and other local organizations. 

 Fares – it is assumed approximately 10 percent of the total operating cost will be funded from 
farebox revenue. 

 

8.2  Capital/Infrastructure Needs  

The focus of this study was to review transit 
alternatives for Norfolk flexroute service and the 
immediate surrounding area. As the alternatives 
were developed, the realization of the capacity of the 
existing transit facilities came to light.  
 
Ponca Express, as mentioned earlier in this report, 
has one of their main transportation offices in 
Norfolk, with administration, dispatch, and garage 
available onsite. To-date, the facility is at capacity, as 
indicated by Ponca management. The new 
expanded services will require an additional five 
vehicles, plus one spare, which will be over capacity 
for the Norfolk site. 
 
Norfolk Public Transportation is in similar 
circumstances as Ponca Express with their existing 
facility, except their existing facility is leased verses 
Ponca Express owning their facility. The proposed 
new services for NPT require three additional 
vehicles, plus one spare, in addition to expanded 
dispatch and administration area.  
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The local project team and Ponca Tribe expressed interest in an expanded facility, which would meet the 
needs of the expanded Ponca service and the full NPT services. The potential coordinated facility would 
be a joint venture with potential partners of City of Norfolk, Ponca Tribe, Norfolk Public Transit, and 
Northeast Community College. An estimated total cost of $6M-$7M for the new coordinated facility is based 
upon other transit facilities in Nebraska with similar sized transit services. This estimated will be reviewed 
in detail during the next phase of the study, along with further discussion on the best local partner to apply 
for funding and maximize grant funding.  
 
Other capital expenses for both agencies are the acquisition of vehicles to ensure vehicle capacity. In the 
phase of the study, the Mobility Management team will review the vehicle capacity at each agency to 
determine availability and provide estimates for how many existing vehicles can be used verses the 
purchase of new buses. 
 
The new flexroute services include designated bus stops and bus stop infrastructure throughout the city of 
Norfolk. Each stop will be reviewed to ensure American with Disabilities Act (ADA) accessibility. The bus 
stops represent an image of the transit services within Norfolk and will be designed to complement other 
city features. In addition, at the high activity bus stops, NPT will place bus shelters and/or benches to 
provide protection from the Nebraska climate and elements.  
 

8.3  Next Steps 

An Implementation Plan was prepared for the future Norfolk Preferred Transit Alternatives, including the 
flexroute, commuter, regional, and the on-demand service. The Plan provides a roadmap for the project 
team to continue the momentum from this study process and move into 
the next phase of the project.  
 
In addition, the Implementation Plan, shown in Figure 28, sets the stage for the next phases of the project 
to secure funding and begin the process of coordination with local partners for services, bus stop 
coordination, and potential funding. 
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Table 11.  Implementation Plan 

No. Next Steps 
Year 2020 Year 2021 

Sept Oct Nov Dec Jan Feb Mar April May June 

1 Finalize Study           

2 Outreach Local Communities           

3 Funding Commitments           

4 
Marketing Plan-Name, Logo, 
Colors, Etc. 

 
         

5 Final Operational Plan           

6 Final Organization/Oversight Plan           

7 Bus Stop Detailed Analysis           

8 Bus Stop Partners           

9 Final Capital Plan           

10 RFP out for bid/award           

11 Bus Stop Improvements           

12 Go Live           

 

No. Next Steps 
Year 2021 Year 2022 

July Aug Sept Oct Nov Dec Jan Feb Mar April May 

1 Finalize Study            

2 Outreach Local Communities            

3 Funding Commitments            

4 
Marketing Plan-Name, Logo, 
Colors, Etc. 

        
   

5 Final Operational Plan            

6 Final Organization/Oversight Plan            

7 Bus Stop Detailed Analysis            

8 Bus Stop Partners            

9 Final Capital Plan            

10 RFP out for bid/award            

11 Bus Stop Improvements            

12 Go Live            

 


