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Section 1 – Background
Greenville Transit Authority (GTA) has occupied their current maintenance facility, located at
154 Augusta Street, for more than 30 years. The nearly 11,000 square foot facility was
constructed prior to the transit agency’s occupancy and has been modified on several occasions
to meet the agency’s changing needs.
The facility is located in the West End District of the City of Greenville. This area of the City has
experienced an enormous transformation over the last three decades. Recently, this area has
experienced a growing number of new residential units and businesses. Because of the
changing environment and the current state of the maintenance facility, the City of Greenville
envisions a more suitable use of the property. Recently, a first step was made to improving the
GTA property. The authority was required to remove the dilapidated building at 106 Augusta
Street that formerly housed the Children’s Theater and other prior businesses. The City is now
interested in moving forward with plans to move the maintenance facility to another more
suitable location.
This study will examine the issues related to the current facility and will provide options for the
GTA Board of Directors to consider when making the decision on the future of the maintenance
facility.

1.1 Existing Facility
The current maintenance facility is approximately 11,000 square feet in size and includes the
equivalent of three maintenance bays, as well as other spaces for offices and ancillary activities.
The maintenance bays account for approximately three quarters of the facility. The northern
half of the facility is a pull-through double bay that is used for vehicle washing and servicing, as
well as farebox removal and light maintenance. A third bay is located on the south side of the
building. This bay includes mobile lifts and is where the majority of the maintenance occurs.
Due to the limited space in the current maintenance bays, the maintenance crew is restricted
to working on one vehicle at a time in the maintenance area.
The remaining square footage in the maintenance building is dedicated to office and
administration space. The following spaces are available for staff and maintenance employees:






Parts clerk office;
Maintenance supervisor office;
Parts storage room;
Money-counting/vault room;
Lobby;
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IT room;
Farebox maintenance room;
Male and female bathrooms; and
Locker room.

1.2 Facility Condition
Based on a visual inspection and conversations with the maintenance staff, the current GTA
maintenance facility is in dire need of major repairs and upgrades. In addition to a leaking roof,
which required the installation of rain gutters on the interior of the maintenance bays, there
are several deficiencies in the building that prevent the efficient operation of the facility.
Specific deficiencies will be discussed in the Options section of this report.

1.3 Other Assets
In addition to the maintenance facility, the nearly three acre site of GTA property also includes
approximately 36 customer/employee parking spaces, 30 bus parking spaces and a tire and
equipment storage building.
The property located at 106 Augusta Street also belongs to the transit authority. A building was
recently demolished on this property and removed. This property is currently unused by the
transit authority for any transit use and could provide additional parking space for revenue or
employee vehicles.
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Section 2 – Development Options
During the development of the GTA maintenance facility plan, the following four options
provide GTA with varying degrees of financial investment:





Maintain the current facility with minor improvements;
Maintain the current facility/site with major capital improvements;
Develop a new facility on a different site; and
Change to a contract maintenance system.

While each of these options has both positive and negative consequences, the following
discussion will focus on the financial implications of each option.

2.1 Maintain the Current Facility with Minor Improvements
The first option is intended to maintain the current footprint of the facility while improving the
general work conditions. During an initial interview with the Maintenance Director, several
issues dealing with the current work conditions, equipment shortages, space needs, etc. were
identified. The following is a list of improvements to the current facility that are seen as a
minimum requirement to continue using the maintenance facility:














Roof – past repairs to the roof have proved unsuccessful; the roof leaks are currently
being mitigated with a system of interior rain gutters to catch and dispose of the rain
water;
Exhaust ventilation – there are exhaust fans at the north end of the facility, but they are
not sufficient to properly ventilate the facility; maintenance staff are required to keep
the garage doors open, regardless of the weather, to maintain a healthy environment;
Overhead lighting – the current lighting in the maintenance bays is insufficient;
additional light plants are needed to work on engines in the spaces;
Electrical system – the current electrical system is at its capacity; the system cannot
accommodate any additional requirements (i.e., Proterra charging station, etc.);
Security – the facility does not have a 360 degree perimeter fence;
Parking lot – the current parking lot is not large enough to handle the requirements at
shift change or for an all-hands training; the lighting in the parking lot is inadequate and
presents a security risk;
Storage space – there is a lack of sufficient storage;
Compressed air – the existing compressed air system does not meet the mechanics
needs;
Office space – most of the office space in the building has been converted to parts
storage and a unisex locker room;
Oil/water separator – the oil/water separator needs to be replaced; and
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Maintenance bays – in addition to a need for more maintenance bays, a maintenance
pit is needed in one of the bays.

Since staying within the current footprint of the facility is a condition of this option, additional
maintenance bays and office space are not feasible. However, the remaining improvements in
this list could occur within the current facility or on GTA owned property. The vacant property
at 106 Augusta Street could be developed for additional staff or revenue vehicle parking. An
estimate of the cost to implement the items for this option ranges from $250,000 to $350,000.

2.2 Maintain the Current Facility/Site with Major Capital Improvements
In addition to the quality work environment improvements discussed in the first option, the
following capital improvements would be included in this option:














Maintenance bays – the addition of two maintenance bays along the north wall of the
current facility could add an approximately 4,000 square feet to the facility;
Office space – a remodeling of the current office/storage/locker room/bath room space
and construction of additional office space on the west end of the building could add an
additional 2,000 square feet to the facility; showers should be included in this remodel
for maintenance employees that get oil, fuel, etc. on their skin;
Dedicated money room – this room would be designed to work more in concert with the
maintenance functions in the facility, as opposed to the current vault room, and could
be included in the remodeling of the office/storage space;
IT network – for suitable connection speeds for training, maintenance research,
purchasing parts, etc., the maintenance staff needs an upgrade the IT hardware;
Automatic external bus washer – this would reduce the number of temporary
contracted servicers that are currently used;
Mobile lifts – one set of mobile lifts will be needed for each additional maintenance bay;
Engine steam cleaner;
Engine cradle – for pulling engines for major work;
Engine build room – a dedicated space with an overhead hoist system to work on
engines;
Fork lift – the maintenance staff currently rents a forklift as needed; and
Stormwater Pollution Prevention Plan (SWPPP) – stormwater runoff from the ballpark is
creating issues on the GTA property.

This option includes the expanding the current footprint to allow for more maintenance bays
and additional office and support space. Due to the facility’s location within the City of
Greenville’s Downtown District, these expansions would more than likely require approval from
the City’s Design Review Board. The remaining items in this option are secondary to the
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construction activities. The cost estimate for this option ranges from $1.1 million to $1.5
million.
During the windshield survey of the potential future sites with several of the Board members,
the idea of redeveloping the 154 Augusta Street site was discussed. The idea included
demolishing the current facility and rebuilding the entire operation. If the site could be planned
and designed to meet all of GTA’s future needs, the capital cost of building the new facility on
the current site would be dependent on the type of development. If a new facility could be
built on the site while maintaining a single level of construction, the cost would be in the range
of $5 million to $6 million. If the development required multi-story construction, the costs
could nearly double with an estimated range of $10 million to $11 million. If GTA could work
with a developer to include other activities on the site (e.g., commercial, office or residential
developments), some of the costs may be able to be shared or deferred as part of the
development agreement.
The one major issue with this option is that the current GTA maintenance facility is a nonconforming use in the C-4 zoning district. Because of this status as a non-conforming use, the
City will not allow GTA to expand the building or the use on the current site unless they are
successful in rezoning the property to S-1. Since this area of the City does not include any other
S-1 zoned properties, the successful rezoning of the property is highly unlikely.

2.3 Develop a New Facility on a Different Site
Since the City of Greenville has been interested in moving GTA from its current location for
more than 10 years, this scenario was originally envisioned as the most likely option. The
recent development of residential and commercial activities in the West End District, along with
the City’s plans to develop the Public Works Department campus along Fairforest Way, has
spurred this idea along.
With a desired site size of four to five acres in mind, a property search was conducted. In
addition to the site size, there were other factors that narrowed the search, including:






Zoning;
Topography;
Access to major arterials;
Proximity to current fixed route service; and
Distance from the downtown transfer center.

2.3.1 Zoning
For properties within the City of Greenville, a vehicle maintenance facility could be located in
either I-1 or S-1 zoned property. Due to the limited number of industrial activities that occur
Page 5

Greenville Transit Agency Maintenance Facility Assessment Feasibility Study

within the City limits, there are very few properties within the City that are currently zoned I-1.
One area of the City that has a number of I-1 properties is located south of I-85 between
Laurens Road and Mauldin Road. The future City of Greenville Public Works Department is
planned in this area on I-1 zoned property. S-1 zoned properties are much more prevalent
within the City limits. The largest concentrations of S-1 zoned properties are located between
Laurens Road and I-385 on the east side of Greenville and south of I-85 in the Mauldin Road
corridor.
Zoning in the County limits the maintenance facility to the S-1 zoning classification. While there
are properties with S-1 zoning throughout the County, there are a considerable number of
properties just outside municipal boundary of the City of Greenville. There are S-1 properties in
all directions outside the City limits. With the plethora of choices in the County, other factors
weighed more in the decision process when identifying potential properties.
2.3.2 Topography
Due to Greenville’s location at the foothills, topography can vary from one site to the next and
even within a single site. While not limiting the search to a completely flat parcel, properties
with uneven or steep topography were avoided.
2.3.3 Access to Major Arterials
Access to major arterials was a key consideration in the selection of potential sites. In addition
to considering the physical needs of the revenue vehicles (e.g., height clearance, turning radius,
etc.), potential sites needed to have direct or easy access to major arterials within the
Greenville area. Ingress and egress from a property that requires making left turns at nonsignalized intersections is another concern.
2.3.4 Proximity to Current Fixed Route Service
Although the current fixed route system does not cover the entire urban area, the proximity to
the existing fixed route system was a consideration. Having a maintenance facility along an
existing fixed route or in close proximity to several routes could reduce deadhead miles and
hours as well as provide an opportunity to swap busses during the service day. Several of the
potential future sites are within a very short distance to the existing fixed routes. Further
discussion on this topic and its impact on GTA’s operating expenses is included in the following
sections.
2.3.5 Distance From the Downtown Transfer Center
The current maintenance facility is less than a mile from the downtown transfer center. The
current schedule has each revenue vehicle starting at the downtown transfer center in the
morning and ending there in the evening. By moving the maintenance facility further from the
downtown transfer center, the number of deadhead miles and hours for the system will
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increase. This increase will result in increased operations expenses and potentially scheduling
issues.
Based on GTA’s current operating expense per mile, for each mile that the deadhead increases,
the agency is incurring an additional expense of $5.40 per mile per vehicle. With 14 fixed route
revenue vehicles in operation for 307 days per year, the annual operating cost for moving the
maintenance facility one mile further out of town is $46,418. The following table illustrates the
increase in operation expenses throughout the year based on an increase in deadhead miles:
Table 1 – Deadhead Miles
Increased Distance
from DTC
1
2
3
4
5
6
7

Annual Miles Increase
8,596
17,192
25,788
34,384
42,980
51,576
60,172

Annual Operations
Cost Increase
$46,418
$92,837
$139,255
$185,674
$232,092
$278,510
$324,929

Source: National Transit Database, 2013 GTA Profile

The amount of deadhead could be reduced by locating the maintenance facility in proximity to
current GTA fixed routes. This would allow the revenue vehicles to proceed to their assigned
routes and immediately begin revenue service. By eliminating some of the deadhead, the
relocation of the maintenance facility would have less of an impact on the operating budget.
2.3.6 Assessment Tool
In 2004, GTA commissioned a study to evaluate the current maintenance facility and to identify
potential future sites. That study concentrated on identifying existing structures that could be
converted and be used by GTA. One of the products to come from this study was an
assessment tool. The assessment tool is an Excel spreadsheet that compares potential sites
based on a series of criteria and by comparing the overall cost of the project. The criteria fall
into five basic categories:






Zoning;
Site size, shape and components;
Building size, condition and components;
Cost of purchase and renovation; and
Location of site.
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Each of these categories has several criteria that enable the user to evaluate the potential sites.
The data inputs for each criterion are scored with either a negative, positive or zero score. The
weighting of each score is based on the criterion’s importance to the overall decision. The
following table shows the overall score achievable for each category:
Table 2 – Assessment Tool Categories
Category
Zoning
Site size, shape and
components
Building size, condition and
components
Cost of purchase and
renovation
Location of site
Totals

Number of
Criteria
2

Total Score
Achievable
7

Percent of
Total Score
5.6%

12

48

38.7%

16

41

33.1%

2

7

5.6%

6
38

21
124

16.9%
100%

In addition to the two scoring criteria, the zoning category also includes one criteria that is
answered with a “Yes” or “No”. If the property does not meet the basic zoning requirements,
then the site was not considered in the final list of properties. Due to the specific requirments
for the maintenance facility, the site and building categories had the majority of the criteria.
Many of the building criteria were not punitive. They included several bonus criteria that were
more preferred than required.
The cost of the overall project is evaluated by comparing each of the potential sites, and any
construction or renovation costs, to the average cost. If a site has an overall cost that is lower
than the average of the group, that site is awarded additional points that are added to the total
score. If the site has a cost that is higher than the average, the points are subtracted from the
overall score. The total number of points that are attainable in this portion of the assessment
are based on the range of prices for each of the properties. A summary of the assessment tool
results are shown in the following table:
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Table 3 – Assessment Tool Scoring Results
Site Number and Location
1- Fairforest Way (co-location with
City of Greenville DPW)
2- Mills Avenue (along frontage road
at I-185/I-85)
3- Highway 123/Rison Road (former
Millstone Golf Course)
4- Sulphur Springs Road (near Old
Buncombe Road)
5- Fairforest Way/Cavalier Drive
6- Webb Road
7- Ridge Road (near Fairforest Way)
8 – North Pleasantburg Drive
9 – Cedar Lane Road

Cost
Scoring

Criteria
Scoring

Total Score

2

47

49

6

2

55

57

4

2

47

49

6

7

77

84

1

-8
-9
-6
2
7

55
55
60
57
69

47
46
54
59
76

8
9
5
3
2

Rank

None of the sites listed in the final evaluation included a permanent structure that could be
utilized long-term by GTA for a maintenance facility. The property on Sulphur Springs Road
includes a 6,000 square foot metal building that could be used temporarily for this purpose, but
it does not meet the requirements for a permanent solution.
The properties selected for this evaluation are of varying sizes and shapes. In order to
normalize the cost of the actual property for each site, the cost comparison was based on
purchasing four acres of land at each site and constructing a new building. Since the building
costs for each site would be the same, the only deviation in cost for each site was the per acre
cost of land which varied from less than $30,000 per acre to $200,000 per acre. The cheapest
land is located at the Mills Avenue site, while the Webb Road site had the most expensive land.
Because of the varying property costs, the construction of a new facility plus the land purchase
ranges from $4.3 million to $4.8 million. The following pages provide a summary evaluation for
each of the sites.
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Site #1: Fairforest Way
5

Land Price/Acre: $50,0001
Total Site Size: 66.55 acres
Zoning: S-1, City of Greenville

This site was identified at the outset of the study by the
Greenlink and City of Greenville staff members. In 2012,
the City of Greenville purchased a 33 acre site on Fairforest
Way. The property will eventually be the location of the
City’s Public Works Department, along with some other
potential services. The staff members identified the City’s
purchase of this property as an opportunity for the colocation of Greenlink’s maintenance facility with the City’s
PWD. Based on the current site design, Greenlink’s location at this site would be just east of the
City’s property and Greenlink would be required to purchase a separate track of land from an
adjacent property owner.
Strengths:

Opportunities:

 Co-location with the City PWD
 Shared utilities/services
Weaknesses:

 Adjacent land for expansion
 Cost savings with co-location
Threats:

 No direct access to Fairforest Way
 Land Development Regulations
 Conflicts with PWD development
 Politics
 Distance to the transfer center
While the co-location with the City of Greenville PWD could provide some cost savings on the frontend, there are potential long-term issues that should be considered. The current City Council and
Mayor are very supportive of the transit agency;
however, over the next 30 to 40 years (the life
cycle of the new facility), that support could
City of Greenville
change. Another threat associated with this site
Public Works Dept
is the requirement for fee simple access to a
public road. The proposed location of the GTA
maintenance facility is several hundred feet from
the closest public road. The LDRs may require
the development of a public road into the PWD
site which could be result in higher than expected
development costs for the City and GTA.
1

Price per acre based on a conversation with
City of Greenville staff, not a sales flier

Page 10

Greenville Transit Agency Maintenance Facility Assessment Feasibility Study

Site #2: Mills Avenue/Frontage Road (I-185/I-85
interchange)
Land Price/Acre: $27,500
Total Site Size: 32 acres
Zoning: S-1, Greenville County
This site is currently undeveloped and is located
northwest of the I-85/I-185 interchange. The location
provides high visibility to visitors of the Greenville area.
Due to the location along the Frontage Road, the site
can be accessed via White Horse Road to the north or
Staunton Bridge Road to the west.

Strengths:
 Low land price
 Highly visible site
Weaknesses:




Undeveloped
Limited direct access
Distance to the transfer center

Opportunities:


Adjacent land for expansion

Threats:


Land Development Regulations

While this site provides the lowest per acre land
costs, the limited direct access and distance to
the downtown transfer center should be
considered. Also, since the property is currently
wooded and undeveloped, the timeframe for
breaking ground on the future maintenance
facility could be at least two years from the time
of site selection. The Greenville County LDRs
have specific requirements for sub-dividing
parcels. The developer will be required to
design, bond and construct a road that meets the
County’s standards. This process could take up
to 24 months.
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Site#3: US 123/Rison Road
Land Price/Acre: $50,0002
Total Site Size: 249 acres
Zoning: PD, Greenville County
This site is the former Millstone Golf Village. The golf
course opened in 2001 and closed in 2006. In addition
to the former golf course, the site was approved for
more than 2,100 residential units and nearly 175,000
square feet of commercial development. The site is
currently being evaluated to determine the best redevelopment plans.
Depending on the final redevelopment plans, the zoning may need to be
approved by Greenville County Council.
Strengths:


Direct access to US 123 and Rison Road

Weaknesses:


Years to develop overall site

Opportunities:
 Adjacent land for expansion
 Future residential development
Threats:


Greenville County Zoning Regulations

While there is a lot of potential for future ridership at this site, the past lack of development
interest at this site could result in a lengthy development process. The site developer will be
required to design, bond and construct roads in the development that meet Greenville County road
standards prior to selling any development
sites. This process could result in a delay in
breaking ground on the future GTA
maintenance facility of 18 to 24 months. One
option would be for GTA to negotiate a site
that borders along Rison Road.
If the
developer is willing to sell a site along the
existing public road to GTA, the maintenance
facility could be developed prior to the
development of the overall site.
2

Price/acre based on conversation with listing agent;
actual price per acre for the entire site is $23,300 with
higher per acre costs for sites closer to US 123.
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Site #4: Sulphur Springs Road
Land Price/Acre: $58,900
Total Site Size: 11.8 acres
Zoning: S-1, Greenville County
This property is located a few miles from Furman
University and along a current GTA fixed route. The site
has previously been graded and cleared by the owner.
There is a 6,000 square foot metal building on the
property that is currently being used as an automobile
repair and maintenance shop. In addition to its primary
access along Sulphur Springs Road, the site has a fee
simple access to Old Buncombe Road.
Strengths:
 Dual access to public street
 Site ready for development
 Along current fixed route
 Existing building
Weaknesses:


Demolition of existing building for future
maintenance facility

Opportunities:


Additional land for expansion

Threats:


Potential conflict with surrounding land
uses

This is the only site in the list of potential properties that has an existing structure. While the
existing building will not provide a permanent
solution for the GTA maintenance facility, it
could be used in a temporary capacity. Once
the current GTA maintenance facility is sold, the
agency will need a temporary location to
perform on-going maintenance on the fleet of
revenue vehicles. The building on this site has
sufficient room to perform maintenance, as well
as storage and office space. There are also
restrooms in the building. Upon completion of
the new facility, GTA can determine if the
existing structure could be used for storage or
other ancillary uses.
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Site #5: Fairforest Way/Cavalier Drive

5

Land Price/Acre: $85,000
Total Site Size: 7.76 acres
Zoning: S-1 & O-D, City of Greenville
The piece of property is located less than 1,500 feet from
the City of Greenville’s site for the future PWD along
Fairforest Way. The property also has significant road
frontage along Cavalier Drive. The zoning on the property
is currently split with S-1 and O-D. While rezoning the O-D
portion of the property may not be necessary for the
proposed uses, the GTA staff may choose to work with the
City of Greenville Planning staff to zone the entire site with
the S-1 classification.

Strengths:
 Significant street frontage
 Even topography across the site
Weaknesses:



Distance from the downtown transfer
center
Higher per acre cost than City PWD site

Opportunities:


Sufficient land available for future
growth
Threats:



Public opposition to rezoning
Lack of vacant adjacent property

While this site is undeveloped, the issues with some of the other undeveloped properties do not
exist. The site does not need to be subdivided
nor have any public roads installed, so the
development process could start almost
immediately upon purchase. The site would
need to be cleared and graded, but is otherwise
ready for development. The property sales agent
mentioned that the adjacent property, owned by
Shealy Electrical Wholesalers, may have an
interest in purchasing approximately an acre of
adjoining property to expand their current
operations. If GTA decides to negotiate this site,
a discussion with Shealy should be considered.
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Site #6: Webb Road
Land Price/Acre: $100,000 to $200,0003
Total Site Size: 5 to 8 acres3
Zoning: S-1, City of Greenville
Webb Road connects the Mall Connector Road to
Congaree Road just east of the Woodruff Road corridor.
There are several properties along this nearly half mile
street. The available properties are located on both
sides of the street in a light industrial area. The per acre
cost for each of these properties is significantly higher
than most of the other identified properties due to the
nearby commercial developments and the Woodruff
Road effect.
Strengths:

Opportunities:

 Proximity to several GTA routes
Weaknesses:

 Serve as remote transfer station
Threats:




Woodruff Road traffic
Price per acre of land




Commercial development
Future traffic issue

Several current and some potential future fixed routes operate in the area around the Webb Road
properties. The ability for buses to leave the maintenance facility and immediately switch into
revenue service reduces the number of deadhead caused by moving the facility from its current
downtown location. However, the properties
are located in an area that experiences high
volumes of traffic, especially during the holidays
and on weekends. The developments in this
area continue to add the current traffic
situation without much relief in sight. The
inability to get the vehicles into the
maintenance facility for repairs or at the end of
revenue service will impact the agency’s budget
with added operator time and fuel expended.
3

The properties identified along Webb Road include at least

8 parcels that are owned by several parties. Several parcels
may need to be assembled to meet the GTA needs.
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Site #7: Ridge Road
Land Price/Acre: $100,000
Total Site Size: 6.5 acres
Zoning: S-1, City of Greenville

5

Strengths:


Easy access to major arterials

Weaknesses:



Topography
Lack of adjacent vacant land

This site is located near the intersection of Ridge Road
and Fairforest Way. It is just north of the location of
sites 1 and 5. This property is located across Ridge Road
from J.L. Mann High School and St. Joseph Catholic
School. The property is easily accessed from Laurens
Road to the north and Mauldin Road to the south. The
Clemson University International Center for Automotive
Research (CU-ICAR) is located just north of this
property.
Opportunities:


Proximity to I-85, CU-ICAR and Proterra

Threats:


School traffic

This site is located within the Planned Global Business Park and may be subject to the business
park’s restrictions. However, the property itself would be suitable for the GTA maintenance facility.
The rectangular shape of the property provides the agency with a significant amount of road
frontage. The property’s topography, especially in
the southwestern section, could be a concern.
There is a dry creek bed in that section of the
property which may or may not dictate some of
the future development plans. One of the
opportunities for GTA is the site’s proximity to
both CU-ICAR and the current Proterra plant. GTA
already has a public-private partnership that
provides a shuttle on the ICAR campus. The
proximity to the Proterra plant could provide
other opportunities for GTA.
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Site #8: North Pleasantburg Drive
Land Price/Acre: $50,000
Total Site Size: 8.1 acres
Zoning: S-1, City of Greenville
This site is located along North Pleasantburg Drive, at
the intersection with Piney Mountain Road. The site
5
sits below the roadway in between two rail lines
owned by CSX and Norfolk Southern. The property is
mostly cleared and is relatively flat. While the site
cannot be accessed from any other roadway, the
potential future access to existing rail lines makes this
site unique. These lines, or their existing rights-ofway, could potentially be used for the future highspeed rail service between Charlotte and Atlanta.
Strengths:

Opportunities:

 Easy access to major arterials
 Potential for rail service at site
 Cleared and level site
Weaknesses:

 Future access to rail lines
 Room for expansion from current need
 Future access to express routes
Threats:

 Commercial development
 Rail traffic
The site includes more acreage than needed for the current GTA operations. However, future plans for
the service include the addition of electric vehicles which will require room and covered parking for
overnight charging stations.


“Landlocked” site

The North Pleasantburg Drive property is also
located in close proximity to GTA’s future plans for
two corridor express routes along Wade Hampton
Boulevard and Poinsett Highway. These routes are
described in detail in the agency’s recent TIGER VII
grant application.

Page 17

Greenville Transit Agency Maintenance Facility Assessment Feasibility Study

Site #9: Cedar Lane Road
Land Price/Acre: $24,000
Total Site Size: 12.3 acres
Zoning: C-2, Greenville County
The former drive-in theater site is currently owned
by Freedom Baptist Church. In order to meet GTA’s
needs for a maintenance facility, the site would
require a re-zoning to S-1. Although re-zonings are
not guaranteed, a logical argument can be made for
this site due to the surrounding landuses and other
adjacent S-1 sites. The site is level and is seemingly
development-ready.
If re-zoning the site is
successful, construction on a facility could begin almost immediately upon acquiring the site.
Strengths:
 Easy access to major arterials
 Cleared and level site
Weaknesses:


Current zoning

Opportunities:


Room for expansion from current need

Threats:


Re-zoning process

Like several other sites in this evaluation, the Cedar Lane Road site has more acreage than is
necessary for the current GTA needs. One issue with this site is the lack of direct sanitary sewer
access on the property. The local sewer district does have capacity and a line is located just off the
site and could be accessed for any new developments via an easement that was granted.
If the needed re-zoning of the property is
successful, the site has direct access to a major
arterial, as well as an existing GTA fixed route,
and is a cleared and level site for development. A
contract with the current owner would need to
be contingent upon the successful re-zoning of at
least a portion of the property. Once the
rezoning process is completed, development on
the site could begin almost immediately.
Although the re-zoning process would add an
additional 4 to 6 months to the development
schedule, some of that time will be gained by the
current state of the site.
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2.3.7 Summary
Based on the criteria in the assessment tool and the price to purchase the land and construct
the building, the Sulphur Springs Road site ranked as the top site to be considered. While other
sites have lower per acre costs or provide other opportunities, this site is “move-in” ready. The
property has been cleared and graded by the owner and could be ready for paving or
construction in a very short period of time following purchase. At approximately four and a half
miles from the transfer center, the Sulphur Springs Road site has one of the shortest distances
to the downtown transfer center.
The major downside for any of the sites is the increased deadhead miles that would be incurred
by moving from the current location. The current one-way deadhead is approximately three
quarters of a mile per vehicle, costing GTA approximately $34,814 per year. Using a simple
buffering analysis around each of the potential sites, we determined which sites were within
the same approximate distance of the current fixed routes. The following table shows the
results of that analysis:
Table 4 – Distance to Fixed Routes

7.1
4.7

Deadhead
Annual
Cost
$329,571
$218,167

Routes
within
0.75 Miles
0
2

Percent of
Total
Service
0%
14%

Adjusted
Deadhead
Annual Cost
$329,571
$187,623

4.1

$190,315

1

7%

$176,993

4.4

$204,241

1

7%

$189,944

6.7

$311,003

1

7%

$289,233

5.0
5.2
3.8
3.3

$232,092
$241,376
$176,390
$153,181

4
5
1
2

29%
36%
7%
14%

$164,785
$154,480
$164,043
$131,735

Site Number and
Location

Distance to
DTC (miles)

1- Fairforest Way
2- Mills Avenue
3- Highway 123/
Rison Road
4- Sulphur Springs Road
5- Fairforest Way/
Cavalier Drive
6- Webb Road
7- Ridge Road
8- N Pleasantburg Drive
9- Cedar Lane Road

Based on the percentage of fixed routes within three quarters of a mile of each of the sites, the
annual deadhead cost could be reduced. The potential site with the lowest impact on the
operating budget from increased deadhead cost would be the Ridge Road site. However, the
increased annual deadhead cost is still nearly five times the current annual deadhead cost.
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2.4 Change to a contract maintenance system
Instead of performing their maintenance with in-house staff, several transit agencies within
South Carolina utilize contract maintenance. While there are both advantages and
disadvantages to contracting services, this report is focused on the financial implications of this
option. The table below shows a comparison of GTA’s maintenance cost versus two systems
that contract for their service:
Table 5 – Maintenance Comparison
Transit
Agency

VOMS

Greenville
Columbia
Charleston

14
28
81

2013 Annual
Maintenance
Cost
$964,967
$1,857,077
$5,046,148

Annual
Maintenance
Cost per VOMS
$68,926
$66,324
$62,298

Annual
Revenue Miles
715,191
773,201
2,928,999

Annual
Revenue Miles
per VOMS
51,085
27,614
36,160

Since the transit systems in Columbia and Charleston have more vehicles operated in maximum
service (VOMS) than Greenville’s transit system, the annual maintenance cost for each of those
agencies is much larger. However, when each agency’s maintenance is compared on a per
VOMS basis, Greenville spends more money per vehicle than either of the two peers.
There are several factors that can account for higher maintenance expenses per VOMS, such as
systemic engine issues, age of fleet, and the number of revenue miles. The table above shows
that Greenville has the highest average number of revenue miles per VOMS. The number of
miles has a direct impact on the amount of preventive maintenance required on each vehicle.
On the other hand, the revenue vehicle fleet in Greenville is significantly newer than the other
agencies. Greenville’s fleet is an average of 6.63 years old, while Columbia and Charleston are
9.94 and 12.54 years old, respectively.
If this option were to come to fruition, GTA will still require an approximately two acre parking
area for the overnight storage of the revenue vehicles and for employee parking. The
construction of a surface parking lot for this purpose would cost approximately $400,000 to
$500,000 plus the cost of the land purchase.

2.5 Summary
Based on the information gathered for each of the options above, there are clearly advantages
and disadvantages of each option. In the long run, the GTA Board of Directors needs to weigh
the long-term implications of each option. The City of Greenville and GTA have dealt with this
issue for more than ten years. With the increased development in the West End District, a
decision needs to be made on the future of the 106 and 154 Augusta Street properties. The
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major factors that the Board will need to weigh in their decision-making process are outlined in
the table below:
Table 6 - Summary

Factor
Capital Cost
Operating Cost5
Temporary
Facility
Implementation

Option 1 –
Improve Current
Facility
$250k - $350k
n/a

Option 2 –
Expand Current
Facility
$1.1m - $1.5m4
n/a

$4.3m - $4.8m
$132k - $329k

Option 4 –
Contract
Maintenance
$400k - $500k
$46k to $325k6

No

No7

Yes

Yes

6 months - 1 year

1 - 2 years

2 - 4 years

6 months - 1 year

Option 3 – New
Facility

4

The costs shown relate to the least impactful scenario under this option. A reconstruction of the entire site costs
range from $5 million to $11 million.
5
6

The operating costs represent an increase to the current operating costs as a result of a particular option.
The increase in operating costs for Option 4 assumes that the deadhead from the DTC to the maintenance garage

is between 1 and 7 miles.
7

Option 2 would require a temporary facility if the GTA Board decides to build a new facility on the current site.

While the capital and operating costs are fairly straightforward, the cost of a temporary facility
and the impacts to the service are unclear. Depending on the Board’s decision, these factors
could add additional costs and stress for the system and its employees.

2.5.1 Transition
If the decision is made to move out of the 154 Augusta Street property to another site, a
transition plan will need to consider the following issues:








Temporary maintenance facility;
Mobile tool room;
Secure money room;
Employee parking;
Shift change impacts;
Temporary contract maintenance; and
Secured overnight parking of revenue vehicles.

Each of these issues can jeopardize the efficiency and effectiveness of the current operation.
Since GTA operates six days a week, there is no time for a shutdown or a cease in operations
until the new facility is up and running. The management, and Board members, will need to
work to keep employees’ and customers’ moral high during this period.
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Section 3 – Recommendation
Based on discussions with the GTA staff and a physical evaluation of the agency’s property, it is
clear that the current facility does not meet their current needs or future plans. The facility
lacks the proper size and equipment to function efficiently. In order to meet the current and
future needs, a new or expanded facility would be required. Since the current facility is a nonconforming land use at its location, the facility cannot receive any major improvements or
expansions without being re-zoned. The possibility of re-zoning the property in a district of the
city that is experiencing unprecedented commercial and residential development is highly
unlikely.
Therefore, the best option for GTA’s future maintenance facility is to develop a new facility on a
different site. The top three sites that were evaluated are within a reasonable distance to the
existing downtown transfer center. Since the additional deadhead operating costs are an issue,
one of these sites should be chosen for the future facility. Additionally, each of these sites is
located along a current fixed route, which can reduce the deadhead costs created by the
location of the new facility.
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