Chapter Two:

2.0 VISION, GOALS, AND STRATEGIES
A carefully crafted vision statement is at the heart of every successful transit agency. It should clearly and concisely
communicate where the agency wants to be in the future. It contains the core ideals that give an agency shape and
direction. Along with the County General Plan and Community Development Plans (CDP), it serves as a tool for
decision-making.

2.1 VISION
Create a high quality multi-modal transportation system
that provides safe, reliable, convenient mobility choices
that meet the commuting, social service, and other needs of
our residents and visitors. The multi-modal system should
be environmentally responsible and cost effective.

Discussion:
During the series of public meetings held in October-November 2017, a new vision statement was proposed to replace the previous
statement (which was “Be recognized as the best transit system in the world”).
The new vision statement was endorsed over the previous vision statement by nearly everyone with comments such as “much better,”
“sounds more practical,” “moves in the right direction,” and “definitely.”
A couple of reviewers felt it should be shorter and more concise; and one reviewer endorsed the previous loftier goal as something to shoot
for. One person asked, “Does it matter? If nothing happens anyway, all this is for naught.”
Modification:
A slight modification to the vision statement was made to emphasize both commuting and social service needs of people.
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2.2 GOALS TO ACHIEVE THE VISION

Five goals are identified which will help achieve the vision. This plan assigns icons to each of them.

GOAL ONE:
Make riding transit easier, reliable, and compatible with other
multi-modal options.

GOAL TWO:
Create a transit system to serve the employment and social
needs of all people.

GOAL THREE:
Implement technology to provide real time transportation
information.

GOAL FOUR:
Create transportation hubs and bus stops with amenities
that provide rider comfort and safety and that help support
community and village gathering places.

GOAL FIVE:
Phase system implementation in a fiscally sustainable manner.

Discussion:
During the series of public meetings held in October-November 2017, five goals were proposed that would help achieve the Vision.
The five goals presented were overwhelmingly supported. Only two persons did not agree with them, and three others wanted better
clarification about Goal Three: Using Transit as a Tool.
Many recommendations were made for additional goals or change in emphasis. Many of these related to providing better customer
information. Many others related to the type of amenities they would like to see. Some wanted to address driver qualifications, some others
wanted to address reliability and productivity of the bus fleet. One reviewer did not want to see federal money used in the system.
Modifications:
Wording edits have been made to each of the recommended goals. The former Goal Three, which read “Use transit as a tool” was folded into Goal
Four as part of the intent for transit hubs as gathering places. A new Goal Three was added which emphasizes improved customer information.
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2.3 STRATEGIES

Strategies were developed for each of the goals. These are presented for a twenty-year horizon.

GOAL TWO:

GOAL ONE:
Make riding transit easier, reliable,
and compatible with other multimodal options

Create a transit system to serve the
employment and social needs of all
people

Strategy One:

Strategy One:

Strategy Seven:

Strategy Two:

Strategy Eight:

Strategy Three:

Strategy Nine:

Strategy Four:

Strategy Ten:

Implement transit as
part of a comprehensive
multi-modal system that
includes programs for
bicycles and pedestrians.

Strategy Two:

Starting in FY 2018-19
and over the next four
years, acquire 6-7 buses
per year to replace half
the current fleet size and
lower the average fleet age
to below 6 years. Target
a fleet size of 58 buses
including 27 operating
35-40 foot buses and 5
spares and 21 operating
cutaway buses (30 feet or
less) with 5 spares. Move
away from contracting for
tour buses.

Strategy Three:

Once the fleet is at optimum size of 58, practice a
fleet replacement program to acquire 4-5 buses
per year on an on-going
basis.

Strategy Four:

Develop protocols for
daily maintenance, weekly
maintenance, and preventive maintenance for all
vehicles. Improve electronic record-keeping for
all buses.

Strategy Five:

Increase the number of
positions at the maintenance facility from 5 mechanics to 8-10 mechanics
in two shifts, plus day and
night supervisors and an
inventory clerk.

Strategy Six:

Increase the hours for
live customer information during service hours
starting at 5AM to midnight, and provide real
time information on each
run from the dispatcher.

Update and modify the
routes currently in existence to reach residential
and employment locations.
Add direct cross island
service for commuters
and job seekers.
Increase the hours of
service.
Add circulator routes in
Puna and continue them
in Hilo, Waimea, and
Kona

Strategy Five:

Add Flex service in
Waimea, along Route
130 in Puna, in Hawaiian
Beaches and Nanawale,
and along the Hāmākua
Coast.

Strategy Six:

Add Bike share in
Waimea and Hilo and
contract for this service
with PATH or another
non-profit.
Provide bike lockers at
hubs and racks on all
buses.
Subsidize a Vanpool
program.
Continue the Shared Taxi
Program and expand it to
other parts of the island;
ensure a percentage of
taxis are accessible by
offering an incentive.

Strategy Eleven:

Paratransit expand the
current program in Kona
and Hilo to ¾ mile and
add to other areas of the
island, starting with Puna.

Add Sunday and holiday
schedule service
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GOAL FOUR:

GOAL THREE:
Implement technology to provide
information to riders
and others
Strategy One:

Install a technology
package on each bus.
The package consists of:
mobile data router and
validators, automatic
vehicle locator, automatic
passenger counting, electronic signage and wifi.

Strategy Two:

Develop a Hele-On Transit APP. While waiting for
this to be done, develop a
Google Transit APP.

Strategy Four:

Bus stop sign program.
Install signs at stops and
provide schedule information, trouble call
number, and web site.

Strategy Five:

Outreach Program. Provide current information
on the Hele-On website.
Conduct district meetings and/or rider surveys
every other year.

Strategy Three:

Develop and distribute
new route maps. Post
route information at bus
stops

Create transit hubs and bus stops
with amenities that provide rider
comfort and safety and that help
support community and village
gathering
Strategy One:

Upgrade the Mooheau
hub.

Strategy Two:

Identify the site for the
Kona hub, plan for its
design and construction.

Strategy Three:

Enter into partnerships
with others to provide
hub features and shelters.

Strategy Seven:

Strategy Four:

Create bus pullout design
standards and shelter
standards.

Identify the location for
the Waimea hub and add
appropriate signage and
passenger features.
Bus stop program. Fund
the bus stop program at
a level that upgrades ten
or more stops per year.
Include benches, rider
information systems,
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Strategy Six:

Acquire the land for the
hub in Pāhoa, plan for the
design and construction.
Plan the design of the
Keeau satellite hub and
park & ride.

Strategy Five:
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lighting, and protection
from the elements. Continue to build bus shelters
at major stops.

Establish roadway standards (width and pavement condition) for flex
and new service.

Strategy Eight:

Strategy Nine:

Establish hub standards
and needs for partnerships with community
associations and others.

GOAL FIVE:
Phase implementation in a fiscally sustainable manner
Strategy One:

Strategy Two:

• Fiscal and Records Officer,
Research, Data, and Grants

Strategy Three:

Add and fill the following
staff positions:
			
• Deputy Administrator

• Customer Service and Outreach
• Multi Modal Administrator
• Paratransit Clerk

Create a partnership with Hawai‘i
Economic Office to connect with
social service agencies and others.
Create a stable level of funding,
accounting for inflation, at about
$16-18 Million per annum for
the combined operating, capital
programs.

Strategy Four:

Use FTA formula grants as part
of the bus replacement program
and for portions of the operating
program.

Strategy Five:

Pursue other sources of funding such as federal discretionary
grants, State support, and corporate
subsidies.

• Garage Supervisor
• Second Shift of Mechanics
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