MEMORANDUM

TMPC
Agenda Item No. 1(G)(2)

TO:

FROM:

Honorable Chairman Jose "Pepe" Diaz

DATE:

and Members, Board of County Commissioners

Geri Bonzon-Keenan
County Attorney

SUBJECT:

September 13, 2021

Resolution authorizing the
implementation of the bus
service adjustments set forth in
the Better Bus Network,
including service enhancements
of an estimated annual cost of
$20,292,064.00 to improve and
expand service as detailed in the
accompanying memorandum and
attachments, to be implemented
on or after January 2022; and
approving the Resilience Plan,
and authorizing its
implementation, providing for a
framework on how to implement
certain service adjustments
during unforeseen circumstances
or emergencies

The accompanying resolution was prepared by the Transportation and Public Works Department
and placed on the agenda at the request of Prime Sponsor Commissioner Eileen Higgins.
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MIAMI-DADE

Memorandum

Date: October 5, 2021
To: Honorable Chairman Jose “Pepe” Diaz
and Members, Board of County Commissioners
From: Daniella Levine Cava /. " i |
Mayor VAL O\ttt (e
Subject: Resolution Authorizing the Better Bus Network to be Implemented in or after

January 2022, and Approving the Resilience Plan to Prioritize Service in Times of
Depleted Resources

Recommendation

It is recommended that the Board of County Commissioners (Board) approve the implementation
of the Better Bus Network (BBN), as depicted in Exhibits 1A, 1B, and 3, attached herein. The
network is proposed to be implemented in or after January 2022. The BBN transforms the bus
network of Miami-Dade County from one that provides a basic service to every corner of the
County to one that provides more reliable and frequent service for a greater number of riders. The
plan increases access to jobs and services and provides a more equitable service for minority and
low-income residents to reach 32 percent more jobs and services within 60 minutes compared to
the existing network. The BBN plan better leverages taxpayer funds and County resources by
reducing the number of duplicative and low ridership routes and focusing more service in areas of
high demand.

It is also recommended that the Board approve the Resilience Plan, as depicted in Exhibit 4,
attached herein, which provides a framework on how to implement certain service adjustments
during situations where resources are depleted, such as during unforeseen budget or labor
circumstances or emergencies.

Board approval of this proposed new network and Resilience Plan is required pursuant to Miami-
Dade County Code (County Code), Chapter 2 Article XIX, section 2-150 following a public
hearing.

Scope
The proposed bus network service adjustments will have a countywide impact, affecting 80 out of

the 99 existing routes. The Resilience Plan will also have a countywide impact, as it would affect
the entire bus network only in times of depleted resources.

Fiscal Impact/Funding Source

The BBN introduces an enhanced bus service that requires additional operating funds for an amount
not to exceed $20,292,064. The final cost will be known when the operator schedule is finalized,
approximately three months prior to implementation of the BBN.

Funds for a public outreach campaign conducted prior to the public hearing, presentation materials
and a service equity analysis amounted to $164,330.06 of operating funds.



Track Record/Monitor
The project manager is Linda Morris, AICP, Chief of Service Planning and Scheduling, Department
of Transportation and Public Works (DTPW).

Delegated Authority

This resolution approves the Resilience Plan described herein and as shown in Exhibit 4, which
provides for and authorizes the implementation of the framework on how to implement certain
service adjustments during unforeseen circumstances or emergencies. The resolution does not
delegate any other authority.

Background
In 2019, the Better Bus Project launched an ambitious plan to transform the bus network of Miami-

Dade County from one that provides a basic service to every corner of the County, to one that
provides quality and more frequent service to more residents and provides greater access to jobs
and services for the majority of residents. While there is no perfect BBN, the goal was to minimize
the adverse impacts and maximize the number of riders we serve with sufficient frequency.

On October 22, 2020, the Board of County Commissioners approved Resolution No. R-1100-20 to
support the final Better Bus Network with certain exceptions and directed the Mayor to implement
the new network after a public hearing and coordination efforts with Transit Alliance. Since then,
staff have made further refinements to the plan to ensure it is operationally viable and solicited
public feedback and worked with union representatives and operations staff to improve some
detailed elements of the plan.

Public Outreach

Between 2018 and 2020, the Transit Alliance led an unprecedented public outreach campaign for
the initial draft plan, which received more than 5,000 survey responses, 1,700 text message
conversations, and engaged over 2,800 people at workshops and presentations across the entire
County.

DTPW staff continued public engagement and undertook further outreach in March and April 2021
with support from Kittelson and Associates and Transit Alliance. An online survey captured
feedback on the plan principles and the level of support from 2,185 respondents. Nearly 90 percent
of respondents would like to see the plan implemented.

In addition to the survey, staff held seven virtual community meetings averaging 20 attendees each,
and five stakeholder meetings. To ensure the feedback was captured from those not able to access
online activities, the Transit Alliance engaged with over 1,500 passengers about the plan at bus
stops or on board the bus. A text message line, and the ability to email and schedule a phone call to
talk about the plan were additional ways passengers could provide their feedback. A summary of
the survey results and all public comments is available at the project site and will be presented at
the public hearing.

Plan Enhancements



The original service plan for the BBN was designed to remain service neutral, in essence providing
the same level of service hours as the pre-COVID service levels. While the service-neutral plan
provides a solid framework, additional resources would ensure the network is both reliable and
better serves our community. Full details of the final BBN plan are outlined in the overall midday
network map in Exhibit 1A and the route specifics in Exhibit 1B. Exhibit 1C provides the Pre-
COVID midday network map while 1D provides all the Pre-COVID routes for comparison to the
proposed network. Table 1 below lists the highest priority recommendations as developed through
feedback from the public, stakeholders, bus operations and representatives from the TWU.

Agencies across the country have undergone similar reimagining of their bus networks, with the most
successful being Houston and Austin (CapMetro). Both planned for cost-neutral redesigns but
ultimately approved budgets that slightly increased service. Houston increased its operating budget by

4% and Austin by 8%. The table below represents a 7% increase in operating budget.

Table 1 — Changes and Enhancements in the Better Bus Network Plan Based on Public

Feedback

ROUTE CHANGE COST BENEFIT

Peak 7 | Add weekday peak service every 30 $1,040,400 | Brings peak service to every
minutes on a branch to MIA. 15 minutes along NW 7% St, -

the existing peak frequency.
Relieves capacity constraints
and provides a better
east/west high frequent
network in the peaks.

8 Truncate weekend service to terminate | $ (561,136) | Provides savings while not
at FIU instead of SW 152 Ave. reducing existing service.

Peak 8 | New route to provide higher frequency | $ 832,320 Brings peak service to every
in the peaks between SW 82" Ave and 15 minutes along SW 8% St, -
Downtown Miami. the existing peak frequency.

Relieves capacity constraints
and provides a better
east/west high frequent
network in the peaks.

9A Route along NE 163" St instead of NE | $ 0 Provides more service along
19 Ave. NE 163" St while retaining

coverage with Route 210.

9B Route to Biscayne Boulevard along $(979,472) | Provides savings and shorter

Miami Gardens Drive. route for passengers. Skylake
is covered by the reinstated
Route 210.

14 New Route — A combination of $ 5,559,680 | Provides additional coverage
existing routes C and M. Provides in Overtown and a connection
direct service from Mt Sinai Hospital from the mainland to Mt Sinai
via Collins Ave to the Omni every 30 Hospital.
minutes, and extends to the Goodwill
via Overtown/Jackson every 60
minutes.




17 Use existing routing to Earlington $ 517,208 Provides more coverage
Heights Metrorail Station, Vizcaya service.

Station, and the residential
development commonly known as the
“3 Round Towers.”

27 Southbound trips loop to Bayshore Dr | $ 0 Creates operationally feasible
and terminate at Coconut Grove routing.
Metrorail Station as opposed to using
City Hall.

32 Rerouted to serve the Amazon $ 118,320 Better serves the major
fulfilment center in Opa-Locka on NW employment generator in the
37" Ave. area.

35 Deviated to resume original alignment | $ 91,936 Directive per Resolution No.
closer to the Community Health of R-1100-20.

South Florida (CHI) in Cutler Bay.

37 Re-instate service south of US-1 to $ 1,599,360 | Provides coverage service to a
South Miami Metrorail Station via minority low-income
CocoPlum. neighborhood and service for

housekeeper employment.

38 Increase from every 12 minutes to $ (374,408) | Provides additional frequency
every 10 minutes in PM Peak and where it is needed and savings
truncate to terminate at SW 344" St where there is low ridership.
Park & Ride instead of at the Wal-Mart
at approximately US-1 and SW 330"

St.

Peak-51 | Reinstate limited stop service along $2,080,800 | Provides an express service to

Flager St. downtown. Also relieves
capacity constraints along the
Flagler St corridor.

52 Truncate to terminate at Dadeland $(195,976) | Provides savings where there
South instead of Dadeland North. Re- is low ridership.
route to Homestead Ave in Perrine.

56 Routed to use Aragon Ave and $0 Creates operationally feasible
Andalusia Ave instead of Miracle Mile. routing.

73 Truncate to terminate at Dadeland $ (99,008) Creates operationally feasible
North instead of Dadeland South. routing and savings where
Eliminate NW 12th St deviation and there is low ridership.
use existing routing south of SR 836.

Peak 73 | Begin at 5AM and end at 8PM (2 hours | $ 312,120 Creates operationally feasible
extra span). Route to South Miami routing and provides more
Station and SW 57th Ave. Eliminate coverage. Provides better
NW 12th St deviation and use existing service for housekeeper
routing south of SR 836. employment.

75 Extend to Haulover Park. $ 568,072 Creates operationally feasible

routing.




75 More service east of Golden Glades $1,509,600 | Creates another high frequent
Interchange (Increase from every 30 east/west corridor along N
minutes to every 15 minutes). Creates a 163rd St and into FIU. This
new branch for service every 30 mins will relieve capacity
into FIU. constraints and create a

reliable east/west connection
where there is none today.

87 Keep the End of the Line at Palmetto $ (542,776) | Provides savings and ensures
Station and do not extend to better reliability. Passengers
Okeechobee Station. can transfer to rail for

Okeechobee Station.

79/54 Extends Route 79 down to South Beach | $3,896,060 | Provides a one-seat-ride to
to reduce transfers onto Route 1. New Lincoln Rd from the mainland
terminus on west end of Route 79ML. reducing inconvenient transfer
Route 54 is reinstated as a standalone on Collins Ave. Relieves
route with slight alignment change. overcrowding concerns.

Standalone route 54 will
provide better service
reliability than connecting it
with route 79.

107 Route to SW 104th St through West $0 Directive per Resolution No.
Perrine. R-1100-20.

125 Extend to 85th St and Collins Ave. $0 Connects to the Miami Beach

Trolley

136 Re-instate route to provide service on $ 150,858 Provides more coverage
Old Cutler Road.

183 Route via NW 68" Ave instead of NW | $0 Provides better access to the
67" Ave. Country Club neighborhood.

No service on NW 67th Ave
and limited access due to
barrier wall.

210 Re-instate to continue service to $ 1,245,896 | Heyman — Provides coverage
Skylake. to Skylake.

248 Route along SW 152nd Ave to US 1 $0 Streamlined thru Naranja to
instead of Naranja Lakes Blvd. serve locations along US].

248 Deviated to resume original alignment | $ 0 Directive per Resolution No.
closer to the Community Health of R-1100-20.

South Florida (CHI) in Cutler Bay.
207 Reinstate to serve high demand $1,769,633 | Relieves capacity constraints

segments of SW 1st St and SW 7th St
and connect Brickell and Downtown
with the bus.

on the Flagler St and Calle
Ocho corridors. It also
provides for a bus connection
between Brickell and
Downtown.




208 Reinstate to serve high demand $1,752,576 | Relieves capacity constraints
segments of Flagler St and SW 8th St on the Flagler St corridor. It
and connect Brickell and Downtown also provides for a bus
with the bus. connection between Brickell

and Downtown.

TOTAL $20,292,064

Plan Benefits

Job Access — The plan increases access to jobs and services by more than 30 percent within 60
minutes at midday on a weekday. Exhibit 2 describes the increased access by Commission District
in the original proposed plan, and all 13 districts show positive increases in access. The enhanced
plan expands access even further in the majority of districts.

Consistent high frequency service — The high frequency service lines operate generally from 6 AM
to 10 PM with more consistent service on weekends. This allows those who have service jobs with
irregular shift times access to the same quality bus service as someone who works a 9 AM to 5 PM
job. The new network accentuates the role transit plays as part of the economic recovery by making
sure workers have a quicker and more reliable commute.

Greater access to high frequent routes — The plan provides frequent service within a half mile of
23 percent of residents compared with only 10 percent today.

Uses resources efficiently — The existing network has duplicative routes along certain corridors,
and some routes serve very few passengers. The new network maximizes the efficiency of each
taxpayer dollar by allocating more service in areas of high demand and less service in areas where
it is sparsely used.

Creates more equitable service — Minority and low-income residents can reach 32 percent more
jobs and services within 60 minutes than in the existing network. This is a greater increase than
non-minority and non-low-income residents.

Passenger Impacts

While the plan provides many benefits outlined above, there is a two percent increase in residents
with no access to service due to more focus on high demand areas. The goal of the plan is to improve
bus service in Miami-Dade County using principles devised from the initial public outreach. The
initial plan was developed with no increase in service hours. Increased service in one area would
come in the form of reductions in another. Tradeoffs were presented and key decisions for the plan’s
development were based on initial passenger feedback:

Ridership vs Coverage — Over half of the survey respondents wanted a network focused more on
areas where there is strong demand for transit. This principle led to the proposed plan that provides
more service in high demand areas and reduces service in areas with low demand.

Streamlining service along corridors — Today multiple routes overlap along our major corridors,
which provides inconsistent service for passengers as the routes do not arrive at regular intervals.
It also spreads resources thinly. For example, along Collins Ave south of Julia Tuttle Causeway,
seven routes overlap along segments. Two of the seven are in the bottom 20 percent of productive
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routes across the County and three are in the top 20 percent. The plan proposes to streamline
multiple routes along a corridor to create one or two high-frequent routes for more reliable service.

Fewer routes equals more service hours — While there are a smaller total number of routes, the
service hours increase by seven percent. The plan concentrates service hours on fewer routes with
higher frequencies rather than spreading them thinly on many low-frequency routes.

Span of high-frequent service — One tradeoff that helps create greater accessibility for all is
increasing the span of high-frequent service. The existing service focuses on providing high
frequencies only during the peak periods; however, people need to travel at all times of the day and
days of the week. This especially helps low-income service workers who work shifts and on
weekends.

Peak vs. Off-Peak Frequency — The peak service carries the most passengers per hour, yet the off
peak carries more passengers in total. The plan focuses on providing more quality high-frequent
service for more passengers. To help visualize the network available in the off-peak, the plan
materials focus on the midday frequency of service - see Exhibit 1A.

Some tradeoff impacts are lessened by the changes proposed in Table 1. Specifically, areas such as
West Grove retain service on Route 37, and Route 136 provides service previously eliminated along
Old Cutler Road. These changes and enhancements will improve the network and lessen the impact
of tradeoffs, specifically adding back service into the peaks to help address potential capacity
concerns.

Bus Stop Spacing Standards

A crucial part of the BBN is bringing the spacing between bus up to those standards approved by
the Board on November 4, 2009. The existing network suffers from slow bus speeds due in part to
the bus stops being too close together, often 850 feet or three blocks apart and in some instances
every block. The new network reduces the number of stops, bringing the spacing to an average
distance of 1,300 feet apart, roughly five blocks or a quarter mile. Passengers would therefore walk
a maximum of 1/8™ of a mile or 2 minutes to their nearest stop. This helps speed up the bus and
aligns with the approved County standards. While staff acknowledges this will require a small
percentage of existing passengers to walk a little further to their nearest bus stop, the initial 2019
survey showed 72% of respondents were willing to do so for a faster trip. Furthermore, the 2021
survey saw 57% of respondents stating they would be willing to walk at least a quarter mile. A full
list of stops by proposed route can be seen in Exhibit 3.

Service Equity

The report presented to the Board in October 2020 provided a service equity analysis showing
minority residents and low-income residents receive more of a service increase than non-minority
and non-low-income residents. The consultant undertook a service equity analysis on the plan with
the proposed changes and enhancements which found no disparate impacts to minority or low-
income populations. There were four route, changes not included in this analysis as they were added
later; however, all four route changes provide additional service in minority and low-income
neighborhoods. A final service equity analysis will be performed on the approved plan.

Resilience Plan



To prepare for future events that limit resources, such as during a pandemic or budget shortfalls,
staff is requesting that this Board approve the Resilience Plan, which provides a roadmap to guide
any service reductions or adjustments. Staff’s response to the current public health pandemic was
on an ad hoc basis and was difficult to communicate to passengers during a fast-moving situation.
The Resilience Plan provides more guidance through establishing different tiers of service
depending on the level of resources available. To be clear, this is not a plan staff hope to implement;
it is only a plan to be implemented if the County faces an unforeseen reduction in labor or budget.
Full details of the Resilience Plan can be seen in Exhibit 4.

Other Network Redesigns

In a recent survey conducted as part of TCRP Synthesis 140.: Bus Network Redesigns study of transit
agencies who had completed, or were in the process of developing a redesign, one third of the
respondents indicated their bus network redesign would be cost-neutral. Most of the remainder
indicated an increase in operating costs with just a couple of transit agencies seeking to reduce
operating costs through their redesign process.

Cost-neutral bus network redesigns develop a system that better serves the needs of the riders within
their current operating budgets. However, even transit agencies that had additional money to spend
often develop a cost-neutral plan to encourage the discussion of trade-offs. If cost-neutrality, or only
minor budget increases, is an objective of the redesign, the transit agency needs to be more willing to
make drastic changes in order to reallocate existing resources. Below a list of some of the agencies
that participated in the study:

e AC Transit — Service expansion with redesigned routes and more frequent service; also
established microtransit zones. Implemented in phases between 2016 and 2018.

e CapMetro — Bus network redesign with intent to remove duplication and increase
frequency. Implemented 2018.

e (COTA — Non-cost neutral bus network redesign and expansion, including bus rapid transit
(BRT) component. Implemented 2017, BRT in 2018.

¢ IndyGo — Bus network redesign that includes three new BRT lines. Transition from a hub
and spoke model to a frequent grid rolling out over the next several years.

e HRT — Bus network redesign with regional high-frequency network and microtransit
zones. Phased implementation beginning late 2021.

e LA Metro — Bus network redesign adding frequency, reliability, and connectivity
particularly with other transit operators.

e MDTO MTA — Cost-neutral bus network redesign with high- frequency grid and capital
improvements. Implemented, 2017.

The report also indicates how some transit agencies are evaluating the use of new mobility solutions
into bus network redesign planning. Partnering with private sector mobility solutions could address
travel needs identified during the redesign planning process that may not be best served by fixed route
transit.

In addition, most of the agencies interviewed indicated that an effective bus network redesign is
supported and bolstered by capital improvements that make the buses more efficient, such as bus lanes,
Transit Signal Priority (TSP), and limited stops; passenger facilities such as improved bus stop
signage, transit centers, and amenities; and operating facilities such as improved layover locations.
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Timeline for Implementation

Implementation of a network change of this scale requires at least six months from the time of final
approval by the Board. Per the TWU contract, service changes are required in November and June
each year. If approved in July 2021, staff would need to arrange with TWU to either delay the
November service change, if permitted by the applicable labor agreement, to January 2022 or
implement an additional service change between November 2021 and June 2022.

While staff would have preferred a sooner launch for the BBN, additional time was necessary to
incorporate stakeholder feedback and produce a plan that serves the most needs. Staff deemed it
vital to finalize the plan through public outreach, and a continuing dialogue with the bus operators
who know their routes and ridership best. This approach created the best opportunity for a more
comprehensive plan ready for successful implementation.

mmy Morales
qlhief Operations Officer
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