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Memorandum

Agenda Item No. 2B4
Date: April 13, 2018 May 1, 2018

To: Honorable Chairman Esteban L. Bovo, Jr.
and Members, Board of County Commissioners

From: Carlos A. Gime,

Subject: Performance Report for Miami-Dade County Bus Routes Outsourced to
Limousines of South Florida, Inc.
(Departmental Directive #171019)

On June 6, 2017, the Board of County Commissioners (Board) approved Resolution No. R-611-
17 authorizing access to Contract No. 18483 between Limousines of South Florida, Inc. (LSF)
and the City of Miami (City), for the provision of transit services in Miami-Dade County (County).
This report has been prepared by the Department of Transportation and Public Works (DTPW)in
response to a request from the Board to provide a performance update for the associated
contracted bus routes. This report provides a summary of the service performance analysis
conducted for the first six months of the operation of the 14 contracted bus routes, from
September 2017 to February 2018.

BACKGROUND

Contracted Services Overview

DTPW developed a countywide transit plan which included bus route modifications and
adjustments based on an analysis of ridership data and maximum passenger load per vehicle.
The analysis focused on service improvements to increase the efficiency, reliability, and
consistency of the bus service, while simultaneously seeking to identify savings. DTPW identified
savings through the re-structuring of low productivity routes, elimination of duplicative service,
straightening of main corridor bus routes, and adjustment of service to match ridership demand.

Within the plan, DTPW initially identified 14 low-ridership bus routes to be contracted out in order
to utilize smaller, more appropriate vehicles to provide adequate service. The outsourced routes
were 1, 29, 46, 82, 101, 202, 211, 212, 246, 254, 267, 272, 286, and 344. A trial run of Routes
46, 101, 254, and 286 occurred from August 23, 2017 to August 26, 2017, and the operation of
all 14 routes commenced on August 27, 2017.

In order to realize additional savings and to provide services equitable to the demand, DTPW will
also contract with LSF for routes 56, 71, 72, 115, 210 and 217, as well as Life Line routes Green
Hills, Kings Creek, Sierra Lake, Robert Sharp, Ahepa, and Fed Gardens. For reference purposes,
Life Line routes are transportation services for the disadvantaged required by State Statute.
These particular routes provide transportation services for the elderly and disadvantaged, once a
week for a few hours per day, from senior centers to markets or malls.

MONTHLY OPERATING COSTS

Figure 1 includes the cumulative monthly operating costs and realized savings for the 14 bus
routes from September 2017 to January 2018. The contracted expenses include the monthly
invoices by LSF, and costs for fueling vehicles at the County’s Internal Services Department
fueling location. The total amount for the first five months of the contracted operation of the routes
is $1,284,604, resulting in an approximately 49 percent cost savings versus the amounts
previously incurred by the County. When compared with the total cost of $2,536,380 for the
County’s operation of the14 bus routes, the total savings amount is $1,251,773, and is expected
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to be over $3,000,000 annualized. This trend is aligned with the fiscal impact anticipated by
DTPW.

Table 1: Cumulative Monthly Operating Costs and Realized Savings for Contracted Bus
Routes, from September 2017 to January 2018

A DTP [) DR J R A B A
DIR OPERATIQ P
Sep-171 461,304 214,999 -246,306 -53percent
Oct-17 467,842 254,054 -213,788 -46percent
Nov-17 520,389 308,715 -211,674 -41percent
Dec-17 517,126 249,228 -267,898 -52percent
Jan-18 569,718 257,610 -312,108 -55percent
TOTAL 2,536,380 1,284,607 -1,251,773 -49percent

SERVICE DELIVERY ANALYSIS

To ensure efficiency, reliability, and consistency, DTPW monitors service performance and
service delivery of bus routes using service standards adopted by DTPW in 2009. For the
purposes of this analysis, service data for the 14 routes combined, including monitoring data
(scheduled trips and on-time departures from the first scheduled stop of the trips), on-time
performance, customer complaints, and accidents, were analyzed.

The service standards provide a framework for guiding the creation and evaluation of existing and
proposed services. The measures by which these service standards evaluate bus service delivery
are on-time performance and number of missed trips. The total number of scheduled trips varied
by month due to the number of overall service days, weekdays, level of service, and holidays.
DTPW's staff conducted field checks and used mobile equipment to monitor an average of 37
percent of scheduled trips per month.

Departures from First Time Points and On-Time Departures

To validate the on-time initiation of daily service, the bus departures at the first stop of routes was
monitored with the mobile tracking equipment. DTPW monitored the scheduled number of
departures from the first scheduled stop of the trips and calculated the percentage of trips for
buses that departed on time.

Figure 1 shows the on-time departures from first time points by month for all bus routes during
their first six months of operation. After clearing operational constraints due to impacts caused by
Hurricane Irma, buses improved the on-time departure performance from 84 percent in
September 2018, to 97 percent in February 2018.

! Lower operating costs in September 2017 due to Hurricane Irma.
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Percentage of On-Time Departures from First
Time Point for Contracted Bus Routes
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Figure1: Percentage of on-time departures from first scheduled stop of the trips, all contracted
bus routes combined

On-Time Performance Analysis

On-Time Performance (OTP) is the time deviation of actual operating time from the published
schedule, and is one of the key monthly indicators used to measure DTPW'’s performance on
public transportation services. OTP indicates the percentage of time that buses are on time, which
corresponds to actual arrival being no more than 59 seconds before scheduled departure, and no
more than four minutes and 59 seconds past the scheduled time of departure. OTP is measured
monthly by comparing the actual departure times at all time points using an Automatic Vehicle
Locator System with the corresponding scheduled departure times, excluding first and last time
points for each trip. OTP varies by month due to many factors including traffic conditions, weather
conditions, number of incidents, number of overall service days, and weekdays.

OTP Analysis Before and After Contracted Service

DTPW is monitoring the OTP of the contracted bus routes utilizing mobile equipment installed on
LSF’s vehicles. For the purposes of this report, the analysis was conducted using OTP data from
November 2017 to January 2018. The average OTP for all the contracted routes was compared
against the average OTP level for the routes before being outsourced, for the time period from
February 2017 to July 2017.

According to the data available for this report, buses on the contracted routes were on time
approximately 77 percent of the time, performing slightly above the average performance level of
76 percent reported for the six month period before the contracted operation of the routes, and
slightly below the desired OTP of 78 percent. The chart in Figure 2 illustrates the monthly OTP
for the combined bus routes before and after being contracted out.

To ensure that the outsourced routes meet the minimum OTP standard of 78 percent, DTPW is
actively monitoring the monthly reports to identify operational actions that can help improve bus
route performance.
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Average On-Time Performance
for Contracted Bus Routes by Month
(Before and After Outsorced Bus Operation)

ON-TIME PERFORMANCE (%)

Figure 2: Average OTP for all routes combined before and after the outsourced operations

BUS SERVICE COMPLAINT ANALYSIS

DTPW is responsible for the timely and effective response to public service requests, including
customer complaints on bus services sent through the 311 Contact Center Program, MDT tracker
app, and complaints made on behalf of residents through a County Commissioner’s office, or
through a municipality’s administration if applicable. A service request is opened for every
concern or complaint received, and is sent to the appropriate section within DTPW for review,
investigation, recommendations for improvements or corrective actions, and implementation of
recommendations if applicable. In the case of the contracted bus routes, customer complaints are
investigated and discussed with LSF.

Under DTPW's direct operation of the 14 bus routes prior the start of the contracted services, a
combined total of 166 customer complaints were received within a period of six months. This is
an average of 28 complaints per month between February 2017 and July 2017. During the first
six months of the outsourced operation of the routes, from September 2017 to February 20182,
DTPW received approximately 214 complaints related to the 14 bus routes, or an average of 36
complaints per month. However, from September to February, the monthly complaints declined
by 78 percent, from 79 to 20 complaints respectively. Figure 3 illustrates the combined total
customer complaints received per month for the bus routes before and after the outsourced
services.

It is important to note that 62 percent of the complaints received under the contracted services

occurred between September and October, and decreased significantly thereafter. This is likely
associated with an unfamiliarity of the customers with the new outsourced service, and residual

Z Data from Customer Complaints Report for February 2017 through and February 2018.
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impacts of Hurricane Irma. Nonetheless, DTPW will continue working with the contractor to
identify improvements to their operations and improve customer satisfaction.

Total Customer Complaints for Contracted Bus
Routes Combined by Month
(Before and After Outsourced Services)
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Figure 3: Combined total customer complaints received by month before and after the start of
outsourced bus route services

MONTHLY RIDERSHIP ANALYSIS

Total Combined Weekday Boardings by Month

Boarding counts from September 2017 to January 20182 for all 14 bus routes, except Route 82,
were obtained from the County’s fare collection system. The boarding counts for Route 82 were
obtained from LSF’s ridership reports due to a data issue with the County’s equipment onboard
this route’s vehicles.

Figure 4 shows the combined average weekday boardings for the 14 outsourced bus routes from
February 2017, when they were under DTPW's direct operation, until January 2018, five months
into the outsourced services.

Before Contracted Services (February 2017 - July 2017)

From February 2017 to July 2017, under DTPW's direct operation of the 14 routes, the average
weekday boardings observed a decline in ridership of 12 percent. The ridership for the combined
routes experienced an average 9 percent decrease when compared with the same period of time
the previous year (266 passengers). This decreasing trend is aligned with the overall Metrobus
system ridership trend. From February 2017 to January 2018, excluding September’s ridership,
the overall bus system has experienced an average weekday ridership reduction of 9 percent per
month, carrying about 17,600 weekday passengers less every month than in the previous year.

* Most recent ridership data published is January 2018. All ridership data was obtained from the Monthly Ridership
Technical Reports.
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After Contracted Services (September 2017 - January 2018)

Complete ridership data for the outsourced service is available from September 2017 to January
2018. Due to the Hurricane Irma in September, the contracted bus routes experienced a
significant reduction in weekday ridership of about 43 percent less than the average weekday
ridership carried by the routes before being contracted out. However, from September to January,
the monthly average weekday ridership increased from 1,632 weekday passengers in September
2017, to 2,453 weekday passengers in February 2018, which corresponds to a reduction of nearly
16 percent when compared to the same period of time the past year (excluding September’s
data). The ridership reduction on the contracted bus routes might be caused by a combination of
factors, including the decreasing ridership trend experienced by the bus system prior the
contracted services, residual impacts from Hurricane Irma, or the effects of service transition.

Combined Average Weekday Boardings
for Contracted Bus Routes by Month
(Before and After Outsourced Services)

TOTAL AVG. WEEKDAY BOARDINGS

Figure 4: Combined average weekday boardings for contracted bus routes by month before and
after the contracted operation of the routes

MONTHLY TOTAL ACCIDENTS AND SAFETY CONCERNS

Under DTPW's direct operation of the 14 bus routes prior to the start of the outsourced services,
a combined total of 26 accidents, or an average of four accidents per month, were reported from
February 2017 to July 2017.

From the start of the contracted services, the monthly accidents decreased significantly from six
accidents in September to two accidents in February. According to the accident data for the first
six months of contracted operations, the combined total of accidents, and average monthly
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accidents, are comparable with those reported under DTPW'’s direct operation of the routes (see
Figure 5).

Additionally, DTPW safety personnel advised that approximately 40 percent of the accidents
experienced by the contracted routes were preventable incidents. As such, DTPW is working

closely with LSF to identify mitigation strategies, and potential improvements to the contracted
operations in order to further reduce the number of accidents experienced.

Total Accidents for Contracted Bus Routes
Combined by Month
(Before and After Outsourced Services)
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Figure 5: Combined total accidents reported by month before and after the start of outsourced
bus route services

CONCLUSION

A performance assessment of contract expenses, realized savings, on-time performance,
customer complaints, and ridership were compared for services provided directly by DPTW
versus services contracted out to LSF for similar time periods. According to the data available,
the outsourced bus routes are performing slightly above the on-time performance level previously
reported for the same routes under DTPW's direct operation. Additionally, the number of
customer complaints and accidents reported per month have decreased. Finally, the total savings
for the first five months of contracted operations is $1,251,773, and is expected to be over
$3,000,000 annualized. This represents an approximate 49 percent costs savings to DTPW's
operating budget for these routes. DTPW will continue to closely monitor and work with LSF in
an effort to improve customer’s experience, and to ensure customer satisfaction.
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Pursuant to Ordinance 14-65, this memorandum will be placed on the next available Board
Meeting. If additional information is required, please contact Alice N. Bravo, P.E., Director, DTPW,
at (786) 469-5406.

C: Abigail Price-Williams, County Attorney
Geri Bonzon-Keenan, First Assistant County Attorney
Alina T. Hudak, Deputy Mayor, Office of the Mayor
Alice N. Bravo P.E., Director, Department of Transportation and Public Works
Chris Agrippa, Clerk of the Board
Eugene Love, Agenda Coordinator



Maps of Additional Miami-Dade County Routes to be
outsourced to Limousines of South Florida, Inc.
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Figure 1: Route 56 Map
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