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Memorandum 

1 Executive Summary 

As part of PEG’s application to amend the Master Planned Development (MPD) Agreement for Park City 
Mountain Resort (the Resort), PEG is proposing to implement paid parking at the Resort base area and is 
proposing to locate a portion of their parking requirement off-site. If the MPD Amendment is approved, in 
order to reduce congestion at the base area and comply with the City’s Level of Service (LOS) standards for the 
Resort’s internal intersections, it is expected to be a Condition of Approval that PEG/Vail achieve a 20% modal 
shift away from single occupancy vehicles to other modes, such as transit and carpooling, by 2028 (or within 
five years of the occupancy of the parking garage on Parcel B). These changes will have a significant impact on 
the City’s parking facilities, as well as transit services. While the Resort may propose alternative offsite parking 
and shuttle scenarios, it is possible that a significant number of Resort guests and employees will seek parking 
and transportation to the Resort from the Quinn’s Junction area as the City currently has two Park and Rides 
(one available and one under construction) in this area.  

In order to evaluate the costs associated with Park City Transit serving Resort guests with frequent and reliable 
transportation options from the Quinn’s Junction area, Park City Municipal Corporation (PCMC) hired AECOM 
to analyze options for additional, or enhanced, transit capacity from the future Quinn’s Junction Park and 
Ride (QJPR) to the Resort – adding additional transit service at 20-minute interval frequencies and a more 
direct route with less local stops, which would result in net 10-minute interval frequencies between QJPR and 
the Resort during designated times.  
 
PCMC and AECOM have developed two scenarios for PEG/Vail to enhance Park City Transit’s 
baseline capacity from QJPR during the ski season:  
 

• Scenario 1 – “As needed” Park City Transit service during peak times based on peak demand, parking 
capacity, and other factors as agreed upon during annual discussions between PCMC and PEG/Vail. 
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This would provide transit service from QJPR to the Resort at 20-minute frequencies during peak 
hours and peak days. For sake of comparison, this scenario contemplates 43 peak days per year.  

• Scenario 2 – Park City Transit service at 20-minute frequencies from QJPR to the Resort seven days a 
week for the entire ski season estimated to be five months (November 15-April 15).  

 

Table ES -1 – PEG Enhanced Transit Capacity Scenarios 

Scenario Route 

 
 

Frequency 
Annual 

Revenue 
Hours Cost 

Annual 
Revenue 

Miles Cost 

Annual 
Fixed 
Cost 

Total 
Cost Per 

Year 
(2022$) 

Total 
Cost Per 

Year 
(2028$) 

Scenario 1 
(As needed-

43 days) 
Quinn's –High 

School/Afresh- PCMR 
 

20 mins $82,289 $24,413 $323,825 $430,537 

 
$544,727 

Scenario 2  
(5 months) 

Quinn's –High 
School/Afresh- PCMR 

 
20 mins $296,624 $88,000 $323,825 $708,459 

 
$896,281 

 

Park City Transit’s Baseline Service/Route  
Park City Transit service is based on a variety of factors centered around operational capability, available 
funding, transit ridership demand, bus and driver availability, federal requirements and more. Service scenarios 
and cost options are provided in greater detail in Sections 4 and 5 of this Memorandum.  
 

It is anticipated that QJPR will open in late 2022. Once QJPR comes online, Park City Transit will offer a 
baseline level of transit service connecting QJPR to other major Park City destinations. It is anticipated 
the local service route will consist of QJPR, the High School, Afresh Market, Park City Resort, Old Town Transit 
Center, and Deer Valley Resort with 20-minute frequencies. Over time and as demand warrants and the park 
and ride usage patterns are observed service may increase/decrease or the route may be modified.   

PEG/Vail Enhanced Service   

If PEG/Vail choose to rely on QJPR and Park City Transit to meet their off-site parking requirements, 
the QJPR service plan will include a combination of the Park City Transit baseline local route and 
enhanced (additional service and with less local stops) transit capacity provided by Park City Transit and paid for 
by PEG/Vail. Service would be interlaced between the baseline frequencies and PEG/Vail enhanced 
transit service to provide a combined 10-minute frequency for users from QJPR to the Resort.   

The interlaced service has two options for users when connecting to the Resort, summarized below: 

• Option A: Park City Transit Baseline Route – all year service from Quinn’s Park & Ride to the ski resorts 
with stops at Park City High School, Afresh Market, PCMR, Old Town and Deer Valley. 

 

• Option B: PEG/Vail Enhanced Service Route – ski season route providing peak period service to Quinn’s, 
Park City High School, and/or Afresh, PCMR. 

In conclusion, if PEG/Vail decide to rely on the City’s off-site parking capacity and Park City Transit to meet 
their off-site parking needs, it is recommended that PEG/Vail compensate the City with an annual payment 
for Enhanced Service. Peg/Vail Enhanced Service will be interlaced with PC Transit Baseline Service, which 
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will provide users with 10-minute frequencies to the Resort, providing sufficient capacity and frequency of 
service for the expected number of Resort guests during the winter season.  

 

Table ES-2 - Operating Costs for Scenarios 

Scenario Route 

Annual 
Revenue 

Hours 
Cost 

Annual 
Revenue 

Miles 
Cost 

Annual 
Fixed 
Cost* 

Total Cost 
Per Year 
(2022$) 

Total Cost 
Per Year 
(2028$) 

PCT 
Baseline 

Quinn’s – PCHS – 
Afresh – PCMR – 
OTTC - Deer Valley 
(All Year) $910,283 $411,744 n/a $1,322,028 $1,672,105 

PEG 
Enhanced 

Scenario A (43 
days) $82,289 $24,413 $323,835 $430,537 $544,727 

PEG 
Enhanced 

Scenario B (5 
months) $296,624 $88,000 $323,835 $708,459 $896,281 

 

2 Study Approach 

PCMC contracted AECOM to complete an assessment of “enhanced” transit service needs related to the 
PEG/Vail required modal shift and the potential for PEG/Vail to locate a portion of the parking requirement off-
site, likely in the Quinn’s Junction area linking the QJPR to the Resort.  

The first part of the analysis includes defining baseline bus service provided by Park City Transit from QJPR to 
major Park City destinations including the Resort, Old Town Transit Center, and Deer Valley Resort, which would 
be provided regardless of the PEG/Vail project. The second part of the analysis includes defining what level of 
enhanced service and additional capacity is required to service PEG/Vail guests with frequent and reliable 
transportation from the QJPR over and above the City’s baseline service. The purpose of this task is to assist 
PCMC in making decisions on transit service characteristics, fixed and variable costs, bus fleet requirements, 
and staffing needs for operating this enhanced service for PEG/Vail.   

The enhanced transit service was developed based on the applicant’s analysis of redirecting 633 guests 
traveling to the Resort during peak hours to the QJPR, supporting PEG/Vail to achieve their 20% modal split goal 
by 2028.  This memorandum provides an overview of the potential for transit service from Quinn’s Junction 
area to the Resort over the next seven years. Service plan recommendations and costs have been developed for 
the planning horizon year of 2028 when the hotel and Resort are scheduled to be completed and offsite parking 
will consistently be utilized due to the required modal shift and the implementation of paid parking at the base 
area. 

AECOM worked with the PCMC staff and PEG to identify and collect existing data critical for the documentation 
of the baseline and enhanced PEG/Vail service plan options. Assumptions and baseline transit service 
characteristics were developed based on existing transit data and existing operating costs. The service scenarios 
included understanding the needs of PEG/Vail over the next seven years and recommendations for the most 
efficient transit service mode, level of service, and routing to meet these needs. Section 3 summarizes the 
baseline assumptions and enhanced transit service assumptions that were used for service planning and 
assessing cost impacts to Park City Transit. 
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As part of the service planning process, major destinations were identified in coordination with Park City Transit 
staff and different routing options were recommended to serve these destinations. Round-trip travel times 
were estimated for each routing option based on existing bus travel time data for current bus service 
operations in Park City. Combinations of different routing options and service characteristics helped develop 
potential service scenarios that will evolve as ridership and destinations emerge. Part of this process included 
an operations model that estimated the number of peak buses, total revenue hours, total revenue miles and 
costs. Section 4 provides an overview of each scenario. 

Park City Transit cost allocation and wages were reviewed to understand operations and derive inputs and cost 
assumptions. The cost allocation models had actual costs and unit quantities for FY 19 to FY 21 and the cost per 
service hour and cost per service mile were projected by Park City Transit based on the previous year actual 
costs. Due to recent inflation trends PC Transit is using a 4% growth assumption. Based on the projected cost 
per service hour and cost per service mile, operations costs were estimated for the scenarios. In addition, a 
fixed cost was included for each bus based on the capital needs and ongoing maintenance of the buses based 
on FY22. Section 5 summarizes the results of the cost estimates.  

3 Enhanced Transit Service Characteristics and Assumptions 

Based on the background documentation provided by Park City Transit staff, PEG/Vail, and the overall goal of 
the study, the following assumptions were considered: 

1. Currently Park City Transit offers a different level of service during ski season and off-season. For the Park 
City Baseline Transit service and PEG scenarios, the same model was applied: 

• Ski Season: Usually from Mid-November to April (5 months) 

• Off-Season: Usually from mid-April to November (7 months) 

• The PEG/Vail Enhanced service would only operate during a portion of or the entire ski season. 

2. The following stops were considered for both service routes. For Park City Transit Baseline service, it 
should be noted that few major stops were selected to achieve express bus service for faster travel time. 
The transit scenarios were developed based on the combination of the following stops. 

• Quinn’s Park & Ride: end-of-the-line stop (Quinn’s Junction; off Old Highway 40) 

• Park City High School (along Route 248/Kearns Boulevard) 

• Afresh Market (along Park Avenue for outbound)/ and Park Ave Condos (along Park Ave for 
inbound) 

• Park City Mountain Resort (PCMR) 

• Old Town Transit Center 

• Deer Valley Resort 

3. PCMC views Park and Rides outside the City as an opportunity to provide no cost parking options and 
transportation opportunities to multiple travel markets (resort visitors and employees, old town visitors 
and employees, future Bonanza Park users, other employees and visitors). This allows the user a no-cost 
transportation option to park at the Quinn’s Junction area and use the bus to access their end destination. 
This also benefits the City and overall transportation system by reducing the number of vehicles traveling 
to the City on the SR-248 corridor. During the peak winter season, Park City implements protocols for Peak 
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Traffic and Service.  These days are defined based on current and historical traffic conditions. PCMC works 
with the resort and considers any day during events, weekend and even midweek a holiday period when 
visitation is high, a peak day. In 2020, there were 55 days classified as peak days. The total is reduced to 43 
days when Sundance is removed from the number of peak days. 

4. Because the High School and Afresh stops are highly utilized for Resort access, they are expected to be 
included in the Enhanced Service route. 

5. The future Park City Transit Service will be provided using 35-foot electric buses. The current Pare City 
Transit fleet is a mix of electric and diesel fleet. PCMC plans to eventually utilize all electric buses for this 
future service. This requires scheduling for adequate charging time in the service route. Additionally, the 
current buses have seating for 32 passengers and standing room for 18 passengers. Thus, each bus has a 
capacity of 50 which for the purposes of this capacity analysis is assumed during peak times.  

6. Bus operator layovers will be taken at the Quinn’s Park & Ride and/or Old Town (if space is available). It is 
assumed that opportunity charging will occur at these locations. Although the scenarios are not designed 
for timed transfers with the other routes in the Park City Transit system, passengers can transfer to other 
routes at the Old Town Transit Center or Afresh. 

7. The scenarios assume a planning horizon of full buildout of the PEG/Vail Resort and the Quinn’s Park & 
Ride lot. 

8. Quinn’s Park & Ride use assumptions as calculated by the Applicant from a memorandum dated 
September 15, 2021: 

• To achieve a 20% mode shift by 2028, 956 visitors must no longer arrive to the Resort via personal 
vehicle. 

• 798 of those visitors (83% of 956) will arrive by transit; the rest will arrive by alternative modes, such 
as walking (10%) Town lift (2%) and shuttles (4%). 

• Of the 798 transit riders, 633 (80% of 798) will park off-site at Park and Ride lots; the rest will take 
transit from their residence/accommodations. 

• Vehicles arriving at QJPR or other park and ride lots will have an average vehicle occupancy of 1.5 
people (AVO).  

• Therefore, 422 off-site parking stalls are estimated to be needed to satisfy demand for parking off-site. 
This proposal is the maximum peak day scenario for planning analysis purposes.  

• As 70% of vehicles originate from the Wasatch Front or Jeremy-Kimball area, Hales estimates 290 
vehicles will naturally seek to park in the 224-Kimball Junction area (Jeremy, Ecker, and Kimball 
Junction Park and Ride Lots). Due to expected capacity issues Hales estimates that approximately 140 
vehicles will park in the Jeremy-Kimball Junction park and rides and that 150 vehicles will be re-routed 
to Quinn’s which adds minimal travel time to the overall trip (less than five minutes). 

• 30% of vehicles originate from the areas other than the Wasatch Front that will naturally seek to park 
in the Quinn’s Junction area. This equates to 132 vehicles plus 150 re-routed vehicles, or 272 vehicles 
that will seek parking in the Quinn’s Junction area during peak hours. 

• However, in order to be conservative this study assumes all 422 vehicles may seek parking in the 
Quinn’s Junction area. 
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4 Baseline Service and Scenarios for PEG/Vail Enhanced Transit Service 

Over the course of three months the planning team evaluated over 12 different bus service scenarios based on 
various levels of frequency of service, spans of service, service days, number of buses, bus stops and travel 
patterns. The planning team has had ongoing meetings with PCMC staff, PEG, and has presented to the 
Planning Commission on two occasions. Based on a comprehensive technical analysis and ongoing stakeholder 
discussions, the project team has developed recommendations to best serve the transit demand at Quinn’s as 
well as including a consideration for the most efficient and cost-effective options. 

5 Transit Considerations 

5.1 Park City Transit Baseline Service 

Beginning in late 2022 Park City Transit will begin new bus service to the Quinn’s Park & Ride lot. The route will 
provide connections from Quinn’s to the ski resorts of PCMR and Deer Valley. In addition, buses will make 
intermediate stops at Park City High School, Afresh Market and Old Town. Based on ridership and the demand 
of other services in the Park City Transit system, it is anticipated the new route will operate at 20-minute peak 
headways and 30-minute off peak headways during the ski season and all day 30-minute headways the rest of 
the year. Peak service is intended to accommodate peak periods for work shifts and day skiers from 7am – 
10am and 3pm – 6pm. For the purposes of the this study the new PC Transit route will be referred to as the 
Baseline service.  

5.2 Enhanced PEG/Vail Bus Capacity 

During peak ski days it is projected that 422 of the 465 parking stalls at Quinn’s Park & Ride will be required to 
accommodate the demand from day skiers and other visitors. This represents a total of 633 visitors (1.5 people 
per vehicle) parking at the park & ride lot during peak periods. Based on existing parking projections, it is 
estimated that about 50% of the people (317) will arrive during the peak of the peak between 8am and 9am for 
skiing.  

PC Transit has a fleet of 35’ buses that have a capacity of 50 passengers per bus at the maximum load. The 
Baseline service will operate every 20-minutes during the peak period which would carry a total of 150 
passengers per hour. This is not sufficient to accommodate over 300 passengers during the peak of the peak 
and will mostly likely provide insufficient capacity for other hours during the peak periods.   

To accommodate the projected high ridership demand during peak periods, it is recommended that PEG/Vail 
provide additional bus service with 20-minute headways. The combined headways between the Park City 
Transit Baseline route and the PEG/Vail service would create a 10-minute headway service which could carry 
about 300 passengers per hour. 

5.3 Recommended Quinn’s Park & Ride Bus Service Plan 

Based on input from PCMC staff and PEG, the project team developed recommendations for service and 
financial plans. The team evaluated over 12 different potential routing scenarios. Based on the analysis of 
transit demand needs of the community, the proposed service scenarios are recommended to best serve the 
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projected demand for bus service from Quinn’s at the opening of the park & ride in 2022 through the planning 
horizon year of 2028.  

The recommended service plan includes the following: 

1. Park City Transit Baseline Route – all year service from Quinn’s Park & Ride to the ski resorts, 
seven days per week. During peak season this service will run 20-minute headways and 
during off peak it will be 30-minute headways.  

2. PEG/Vail Enhanced Service Route – ski season route providing peak period service that 
supplements the Park City Baseline service to give users 10-minute headways to Park City 
Mountain Resort.  

3. The combined services of Baseline and Enhanced would require a total of 7 peak buses in 
service (4 buses for Baseline and 3 buses for Enhanced) and 2 spare buses. When the PEG 
service is not utilized, and the service is running 30-minute headways requires 2 buses. 

The next two sections outline the basis for these recommendations.  

5.3.1 Park City Baseline Route: Quinn’s Park & Ride – PCMR – Old Town – Deer Valley 

Resort 

The Baseline Route is the core service to both resorts operated by Park City Transit when the Quinn’s Park & 
Ride lot opens. The routing provides direct connections from the Quinn’s Park & Ride lot to both the PEG/Vail 
resort and Deer Valley resort with intermediate stops at Park City High School, Afresh and Old Town.  The route 
travels counter-clockwise on the Deer Valley Drive loop to serve the Deer Valley Ski Resort at the southern end 
of the route. The route is 13 miles round trip. 

The total round trip peak travel time is 66 minutes and off-peak is 41 minutes. The route operates at 20-minute 
headways using four buses during peak and 30-minute headways using two buses during the off-peak and all 
day outside of the ski season. The route would operate from 6:30am – 11:30pm seven days per week with peak 
service from 7:00 am – 10:00 am and 3:00 pm – 6:00 pm. Baseline service is 365 days per year. Park City Transit 
is planning this route for 4 buses in service during operating hours with one spare. A spare ratio of 20 percent is 
maintained according to Federal Transit Authority (FTA) requirements as the PC Transit buses are funded with 
FTA funds. Allotting for a spare bus allows for the service to be uninterrupted in case some unexpected 
mechanical or electrical charging malfunction occurs. 

Table 1 – Park City Baseline Service Characteristics 

 

Round Trip 
Time  

Layover 
Time 

Total Travel 
Time  Frequency  Buses 

Baseline - Peak 
Period 66 8 74 20 

4 (plus one 
spare – 5 total) 

Baseline – Off-
Peak 41 8 49 30 2 
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Figure 1: Baseline Scenario Routing 
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5.3.2 PEG/Vail Enhanced Route: Quinn’s P&R – Park City High School - Afresh – PCMR 

(Peak only) 

The route operates from Quinn’s P&R to PCMR with stops at Park City High School and Afresh Market. The route 
would operate at a 20-minute headway during the peak period from 8am – 5pm using three buses. The peak 
period of 8am – 5pm was based on Park City Transit’s driver shifts. Travel time for the route is 44 minutes for 
the 8.4 mile round trip.  

Earlier scenarios for PEG service included a split shift peak period (7am – 10am, 3pm – 6pm), however due to 
driver shortages and the ongoing difficulty staffing part-time and split shifts, AECOM recommends a 10-hour 
straight shift that would include 9 hours driving and 1 hour for pre- and post- trip inspections. 

There are two service scenario options for the route that include operating for 43 days or for the entire ski 
season. 

Scenario 1 – Peak Ski Days (43 days) 

Scenario 2 – All Ski Season (5 months), seven days per week 

 

Table 2 – PEG Enhanced Route Service Characteristics 

 

Round Trip 
Time (Peak) 

Layover 
Time 

Total Travel 
Time (Peak 

Frequency 
(Peak) Buses (Peak) 

PEG Enhanced 
Service 44 8 52 20 3 (+1 spare) 

 

 

 

 

 

 

 

 

 

 

 

 

 

 



Memo 

 

  

 

AECOM            10 | P a g e  

 

 

Figure 2: PEG/Vail Enhanced Bus Service Routing 
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6 Costs 

6.1  Operating Costs 
Tables 3 and 4 present the estimated service levels and costs for each scenario. The cost estimates include fully 
allocated costs of revenue hours, revenue miles and fixed costs. A vehicle revenue hour is the total amount of 
time a vehicle is in service (including end of line layover), revenue miles are the total miles traveled while the 
bus is in service and fixed costs include agency overhead.  

The service costs shown in Table 4 reflect a $80.71 (2028) unit cost per revenue hour, $2.85 (2028) cost per 
revenue mile based on a 4% cost escalation from FY22. In addition, a fixed fee is estimated for the additional 
buses needed for Park City Transit to operate the PEG enhanced service. The fixed cost is estimated at $107,945 
per bus per year based on estimates provided by Park City. A detailed overview of cost estimates is provided in 
the Appendix. 

 

Table 3: Annual Service Operating Characteristics 

Scenario Route 

Avg Daily 
Revenue 

Hours 

Annual 
Revenue 

Hours 

Avg Daily 
Revenue 

Miles 

Annual 
Revenue 

Miles 
Peak 
Buses 

PCT Baseline 

Quinn’s – PCHS – Afresh – 
PCMR – OTTC - Deer 

Valley (All Year) 46 14,270 548 182,758 4 

PEG Enhanced Scenario A (43 days) 30 1,290 252 10,836 3* 

PEG Enhanced Scenario B (5 months) 30 4,650 252 39,060 3* 

*Requires 3 peak buses and 1 spare bus 

Table 4: Operating Costs 

Scenario Route 

Annual 
Revenue 

Hours Cost 

Annual 
Revenue 

Miles Cost 

Annual 
Fixed 
Cost* 

Total Cost 
Per Year 
(2022$) 

Total Cost 
Per Year 
(2028$) 

PCT Baseline 

Quinn’s – PCHS – 
Afresh – PCMR – 

OTTC - Deer Valley 
(All Year) $910,283 $411,744 n/a $1,322,028 $1,672,105 

PEG Enhanced Scenario A (43 days) $82,289 $24,413 $323,835 $430,537 $544,727 

PEG Enhanced 
Scenario B (5 

months) $296,624 $88,000 $323,835 $708,459 $896,281 

Notes: * Fixed Cost is $107,945 per bus per year with 4% assumed for inflation. This was calculated for three buses that would be 

operating the service. 
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Appendix A  

Based on discussions with Park City Transit and the above assumptions, the following service characteristics were 
developed. 

1. Days of service 

─ Ski Season: Seven days a week with different level of service (difference between peak and off-peak period 
defined below in section 6) 

─ Off-Season: Seven days a week with same level of service (no peak period) 

─ No difference between weekdays and weekends 

2. Number of days (ski-season and off-season) 

Days No. 

Weekdays (off-season) 150 

Weekdays (ski season) 110 

Saturdays per Year (off-season) 30 

Saturdays per Year (ski season) 22 

Sundays/Holidays per Year (off-season) 30 

Sundays/Holidays per Year (ski season) 23 

Total 365 

3. Span of service 

─ Daily service from 6:30 am to 11:30 pm  

4. Primary layover will be at Quinn’s Park and Ride and possibly at Old Town. 

─ Layover period: A minimum of 8 minutes per round trip. Some trips will have a longer layover to allow for 
opportunity charging. 

5. Routing 

─ It is assumed that the transit route from Quinn’s Park & Ride to PCMR will follow the same routing pattern for 
both weekday and weekend service. 

 

6. Costs 

a. Cost per revenue hour is based on the PC Transit FY22 unit of cost of $63.79 escalated 4% over six years to 
$80.71 in FY28. 

b. Cost per revenue hour is based on the PC Transit FY22 unit of cost of $2.25 escalated 4% over six years to $2.85 
in FY28. 

c. Fixed costs include administrative and overhead costs for PC Transit. Fixed costs are allocated per vehicle per 
year at a total of $107,945 per vehicle. An overview of fixed costs include the following: 
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Description Budgeted Expense Vehicles 

Full Time Employees $4,149,977 $1,063,137 

Part Time Employees $309,478 $0 

Insurance/Allowances/OT $3,158,937 $960,325 

Admin Supplies $177,800 $149,800 

Electricity $237,700 $45,300 

Fuel $43,500 $43,500 

Cellular/Phones $45,000 $45,000 

Waste/Sewer $29,600 $29,600 

Alarm $5,400 $5,400 

Contracted Services $570,666 $162,000 

Admin/Rent/Marketing $33,000 $33,000 

Licensing $16,500 $16,500 

Buildings $120,137 $120,137 

Office Equipment $17,600 $17,600 

Admin General Fund $1,118,181 $1,118,181 

Central Garage 
Maintenance 

$1,220,000 $0 

Central Garage Gas $460,000 $0 

Insurance Fund $508,321 $508,321 

Total $12,221,797 $4,317,801 

 

 

 

 

 

 


