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Foreword

This report summarizes the efforts to implement and evaluate the impact of Rural Intelligent
Transportation Systems (ITS) after the innovative software, Mobile Data Terminals (MDTSs),
were placed on transit vehicles in the rural community of Poinciana, Florida. The equipment was
part of a Federal Transit Administration (FTA) Operational Test awarded to the Central Florida
Regional Transportation Authority (LYNX) and Polk County Transit System (PCTS) and was
intended to help achieve four main goals: increase efficiency of paratransit operations, maintain
or improve customer satisfaction, reduce overall costs of providing paratransit service in rural
areas while increasing service opportunities, and coordinate billing.

Rural ITS aided transit operators, dispatchers, and consumers in part by providing maps and
manifests, as well as fare and passenger information to assist in difficulties faced in public rural
transportation. Broader land area, fewer employment opportunities, and disabled/disadvantaged
passengers were some of the obstacles LYNX and PCTS faced and hoped to alleviate with the
MDTs.

Photograph of the driver’s compartment of a Polk County Transit Services’ paratransit
vehicle with a mobile data terminal (MDT).

Notice

This document is disseminated under the sponsorship of the United States Department of
Transportation in the interest of information exchange. The United States Government assumes
no liability for its contents or use thereof.

The United States Government does not endorse products of manufacturers.
Trademarks or manufacturers’ names appear in the document only because they are essential to
the objective of this report.
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Summary

Background

The Central Florida Regional Transportation Authority d/b/a LYNX and Polk County Transit
System (PCTS) Rural Intelligent Transportation Systems (ITS) Demonstration Project began in
2002, after LYNX and PCTS received funding for a Federal Transit Administration (FTA)
Operational Test for the Implementation of Advanced Technologies in Rural Transit Service.

The cooperative agreement enabled the two entities to install Mobile Data Terminals (MDTSs)
and Automatic Vehicle Location (AVL) aboard their respective transit vehicles, which helped
transit operators, dispatchers, and consumers in part by providing maps and manifests. The
software also provided fare and passenger information to LYNX and PCTS, which both face
challenges of providing services in large, rural areas to many who are disadvantaged.

LYNX operates 66 fixed-routes and 126 paratransit routes in Orange, Osceola, and Seminole
counties. PCTS is a division under the Polk County Board of County Commissioners. PCTS
operates nine fixed-routes, six days per week in eastern Polk County. Currently, both agencies
provide service in Poinciana, Florida, which is located within both Osceola and Polk counties.
As a result, neighbors living in two separate counties could head to a common destination with
their respective provider, resulting in a duplication of service.

Rural Advanced Technologies

LYNX conducted a procurement process to obtain the advanced technologies needed for the
Rural ITS Demonstration Project. Through the procurement process, the agencies obtained and
installed the following technologies for implementation and evaluation. The technologies were
combined with the goal of increasing mobility within the rural area.

= Trapeze Pass Software — The software package that automates reservations, scheduling,
and dispatch functions. Both LYNX and PCTS have adopted the Trapeze Software™
family of products, thus offering interoperability across transit agencies.

= Upgraded Voice Communications — LYNX and PCTS upgraded to 800 Mhz trunking
systems to directly support the Rural ITS Demonstration Project.

= Mentor XGate Middleware — Interfaces with in-vehicle applications to send messages
to and from dispatch. Integrates mobile computing components.

= Mobile Data Terminals (MDTs) — Allow real-time electronic communications between
dispatchers and operators. A visual display of information is sent over the MDTs
removing the need for manual manifest of trips. Drivers can electronically receive
passenger manifests, insert/delete trips, and collect real-time status updates and
automated mileage information for each trip. Drivers can use on-screen maps and turn-
by-turn voice prompts for navigation.
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= Global Positioning Satellite (GPS) — A system that provides the ability to track vehicles
by latitude and longitude with 11 meter accuracy, depending on coverage, obstructions,
and other impediments. The GPS system is the key component for the accuracy of the
computer-aided dispatch/automatic vehicle location CAD/AVL system. These
technologies work in concert to send information to both the MDT and dispatchers. In
addition, GPS is also utilized to provide a visual display of map information over the
MDT and on equipped computer systems. This improves customer service because
dispatchers can notify clients of the vehicle arrival time for scheduled trips. The GPS
system also provides the MDT with passenger locations facilitated by turn-by-turn on-
screen and audio directions.

= Automatic Vehicle Location (AVL) — Computes and transmits vehicle location and
status, integrates vehicle locations with arrival signs, and displays current vehicle
locations.

= CITRIX - The software platform that allows real-time access through a server
connection between LYNX and PCTS, providing shared access to each party’s database
manifests for the purpose of grouping trips.

= Computer Aided Dispatch (CAD) — The software program that coordinates and
automates scheduling functions using GPS information.

= Geographic Information System (GIS) — The system utilized to provide a visual
display of information over the MDT and on equipped computer systems.

Rural ITS Evaluation Goals

Through conversations with the agencies’ staff members, a series of project goals, objectives,
and strategies were developed to guide the Rural ITS implementation process. In addition,
performance measures were developed to evaluate how the advanced technologies impacted the
delivery of both LYNX and PCTS service within the rural area. The four main project goals are
listed below. Following each goal is a summary of the strategies that were implemented to
achieve the project goals and the key findings.

Goal 1: Increase efficiency of paratransit operations with regard to paratransit services.

To increase the efficiency of paratransit services within the rural area, the agencies coordinated
customer trips by utilizing CITRIX technology to review manifests each evening as well as 24
hours in advance and multi-load out-of-area trips and trips with similar origin and destinations on
to one agency’s vehicle regardless of the designated provider. In addition, if PCTS had a
paratransit customer that could access service along a LYNX fixed-route, PCTS paratransit
service would drop off the customer at an accessible LYNX fixed-route bus stop and provide the
passenger with a complimentary bus pass.
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Performance indicators used to monitor the efficiency of the paratransit operations, specifically
whether the agencies are carrying more people without incurring additional costs include the
number of passengers per trip, passengers per hour, and the number of out-of-area passengers
versus the number of out-of-area trips.

Passengers per trip and passengers per hour measure the improved service efficiency for each
individual transit agency; however, improving the efficiency of these measures may reduce
overall costs and allow the agencies to expand existing services within the rural areas. In
addition, passengers per trip and passenger per hour may indicate that the agencies have multi-
loaded vehicles as a result of the rural technologies, specifically the MDTs. Increases in
ridership may indicate that coordination has occurred and mobility options have expanded for
individuals in the rural area.

Key Findings

= None of the measures reflected a clear improvement related to reducing the duplication of
service

= Neither agency provided a single fixed-route transit pass for the other agency’s transit
services during the entire project period; therefore, neither agency reduced costs by
transitioning paratransit customers to the fixed-route system

= Transit ridership in the rural project area increased during the project period across all
modes

= The Poinciana Pick Up Line, a new flex-route service, was launched and experienced a
310 percent increase in ridership during the project and post-project periods

= Customer service staff, dispatchers, and drivers who were interviewed agreed that the
project resulted in an improved paratransit operation and the service was carrying more
passengers more efficiently

Goal 2: Coordinate billing processes and funding sources to maximize the availability of
transportation services within rural areas.

As part of the Rural ITS Demonstration Project, LYNX and PCTS utilized their respective
Trapeze PASS software to track paratransit trips provided by each agency on a monthly basis.
As a result, the agencies began to operate trips for each other. The agency that provided the
coordinated trip billed the other agency for the trip utilizing the agency’s established
Transportation Disadvantaged (TD) Commission rate. As part of the Rural ITS Demonstration
Project, LYNX and PCTS explored methods for billing all paratransit funding sources through
electronic mechanisms as well as receiving payments electronically. In addition, both agencies
will jointly seek opportunities to further service to the rural area by partnering to secure funding
through the Florida Department of Transportation (FDOT) service development grants and Job
Access and Reverse Commute (JARC) and New Freedom Program (NFP) grants.

Since no coordinated trips were operated between LYNX and PCTS prior to the operational test,
there is no pre-project data.
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Key Findings

Coordinating billing for paratransit trips between two different agencies is challenging at
best, and with Florida’s coordinated transportation system’s multiple funding partners the
task becomes exceptionally difficult. While LYNX and PCTS developed a procedure to
operate coordinated trips, they only provided 11 trips during the project period. Several
items impacted the coordinated trips resulting in the low number of trips provided during
the project period. Several of these factors are described below.

o Differences in fares are based on each agency’s approved rate of reimbursement
from the TD Commission or the approved trip rate schedule from the Agency for
Persons with Disabilities (APD). Fares were problematic since the agency
collecting the fare did not have the same approved rate schedule with the provider
of the trips. LYNX’s rate reschedule was based on per hours while PCTS’s rate
was based on per mile. Utilizing the rate schedules and each agency’s respective
passenger fare could result in an overage per trip or shortfall. The agencies
decided that the fare paid by the passenger should be the fare that the passenger
would normally pay if the trip was not coordinated; therefore, each agency was
responsible for reconciling any overages or shortfalls.

o Differences in “no-show” policies and procedures for handling missed trips were
problematic during the project period; however, since the project began PCTS has
adopted the same no-show policy as LYNX to improve consistency during
coordinated trips.

o Differences in the times that each agency scheduled and dispatched trips made
coordination difficult. Due to LYNX’s size and the number of paratransit trips
provided, LYNX updated its manifest throughout the day, while PCTS had
designated times for preparing the manifest. Due to the inconsistent procedures
for scheduling, it was difficult to identify the trips that would be well suited for
coordination.

o Differences in out-of-area trip policies created difficulties in coordinating trips.
The agencies determined that the best trips to coordinate would be LYNX users
needing transportation to Polk and Hillsborough counties and PCTS users needing
transportation to Seminole and Volusia counties. Trips for both agencies to
Alachua County also provided an opportunity for coordination. However, LYNX
transported customers outside of the service area two days per week, while PCTS
provided out-of-area trips any time. Throughout this demonstration project,
PCTS adopted the same out-of-area trip policy, which furthered efforts for
coordination.

It is anticipated that additional coordination efforts can be undertaken in the future, since
these barriers were identified during the demonstration project and have been addressed
since the project.

One objective of this goal was to adjust the established billing procedure from each
agency by implementing an electronic process for billing; however, a completely
electronic coordinated billing was never established through the duration of the
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demonstration project.  Since the project, the Polk County Board of County
Commissioners has approved Electronic Payment Transfers. LYNX and PCTS
coordinate electronic payments at this time, but billing still involves some manual
processing.

Goal 3: Demonstrate and evaluate how innovative ITS technologies could be utilized to enhance
options in rural communities.

With the implementation of new technologies, customers expect the process of obtaining or
giving information to improve. As part of this Operational Test, vehicles were equipped with
AVL. This allows dispatchers to be proactive and aware of delayed trips in order to begin
handling them before the customer calls on the phone.

To measure the achievement of the goals established to guide the project, pre-project data was
collected from both agencies. During the data collection process, LYNX was unable to provide
any call time data collected prior to the Operational Test; however, PCTS was able to provide
almost all of the data. PCTS was unable to track the amount of time it took for a call to abandon
or how long the caller would wait on hold before hanging up. PCTS was also unable to provide
the total number of requested trips as not all requested trips result in reservations. If PCTS and
the customer are unable to reach an agreement of an appointment or pick-up time, the call is
counted as a trip request but never generates a reservation.

Key Findings

= The perceived availability and quality of transit service was met based on the results of
the onboard and telephone surveys conducted of fixed-route, flex-route, and paratransit
passengers of both agencies.

Goal 4: Reduce overall costs of providing paratransit service in rural areas while increasing
service opportunities.

The agencies are reducing overall costs by coordinating to provide trips for each others’
customers and utilizing only one vehicle when coordinating out-of-area trips. In addition to
coordinating trips, an additional portion of the grant called for both agencies to distribute fixed-
route passes for the other agency to assist them with completing their out-of-area trips on fixed-
route. Prior to the start of the project, neither agency had issued any passes for the other agency.

Indicators used to measure the progress towards achieving this goal include cost per passenger,
cost per trip, and last cost performance. Last cost performance can be measured in one of two
acceptable methods for the TD Commission: cost per hour or the average cost for operating the
service for every hour and cost per mile or the cost incurred for every mile of revenue service
operated. In addition to examining improvements in performance and cost savings measures,
surveys and interviews were conducted to gain direct feedback from customers and operators.
Customers who participated in the survey and interview processes included the following three
groups:
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1. Passengers on-board Link 26 (LYNX’s Pleasant Hill Road/Poinciana route) and on-board
the Poinciana Pick Up Line (a call-a-ride flex-route service circulating within the
Poinciana community).

2. A random sample of current ACCESS LYNX and PCTS paratransit passengers who
reside within the Poinciana service area.

3. Passengers on-board ACCESS LYNX and PCTS paratransit vehicles while conducting an
observation of the deployed technology.

Key Findings

Service opportunities increased as a result of the implementation of the Poinciana Pick
Up Line

LYNX’s cost per passenger decreased from $28.24 in the pre-project period to $27.65 in
the pre-project period

LYNX’s paratransit cost per hour decreased from $39.42 in the pre-project period to
$35.52 in the post-project period

LYNX’s cost per vehicle trip increased from $30.94 in the pre-project period to $32.44 in
the post-project period

PCTS’ cost per passenger increased from $25.34 in the pre-project period to $31.15 in the
post-project period

PCTS’ paratransit cost per trips increased from $25.43 in the pre-project period to $30.81
in the post-project period

PCTS’ cost per hour increased from $1.64 in the pre-project period to $2.40 in the post-
project period; however, this measure is somewhat questionable due to the unlikely low
rate per hour

Lessons Learned

After assessing the technology installation and implementation process within the rural area, the
following lessons learned and recommendations are include for future consideration when
deploying ITS technologies.

Differences in billing procedures and rates may result in one agency paying more for
services than the other and difficulties receiving payment for coordinated trips; therefore,
billing differences should be addressed to achieve successful coordination.

Additional improvements to the MDTs seemed to be needed, such as updating the street
maps.

Text messages are an efficient way of communicating and take less time than traditional
radio use.

Automatic updates from the MDTs to Trapeze PASS reduced manual data entry work
performed by dispatchers.

Providing complimentary fixed-route bus passes did not prove to be an effective measure
for the efficiency of paratransit operations with regard to paratransit service.
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Conclusion

Although both agencies were satisfied with the technological additions, only 11 trips occurred
during the evaluation and none since; therefore, there may be a need for further study of the
utilization of the technology before it becomes readily available. However, staff interviews
showed improved job satisfaction among paratransit dispatchers and drivers. In addition, the
project evaluation concluded that drivers and dispatch were having increased efficiency since the
MDTs allowed dispatch to locate each bus and determine the best route to accommodate
travelers, decreasing the duplication of service by each agency. Efficiency was also increased as
the MDTs created manifests with optimum speed and accuracy daily. The equipment showed
the amount each traveler was required to pay, which they could do either with cash or pre-paid
cards. However, even if a rider was unable to pay the fare, they were still permitted to travel.

While the technology was supposed to help LYNX and PCTS coordinate their trips, the two
agencies had not previously coordinated their services and had different billing procedures.
Neither agency had experience with billing other transportation providers. Differences in billing
between the two agencies were noticeable as LYNX billed per hour and PCTS charged per mile;
therefore, making comparisons difficult. Other differences in billing included LYNX using an
established rate and the PCTS rate varied depending on the passenger, often resulting in LYNX
paying more for services than they were receiving from their funding sources. Billing
differences between agencies need to be addressed before trips occur to achieve successful
coordination. Based on the results of the evaluation, the following billing procedure
recommendations should be considered when coordinating trips:

1. Timely monthly billing
2. Billing detail to “booking agency’s cost”
3. Electronic Funds Transfer

In addition to billing procedures, additional improvements to the MDTs seemed to be needed,
such as updating the street maps. However, both agencies were satisfied with the technology and
staff interviews indicated improved jobs satisfaction among paratransit dispatchers and drivers.
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Chapter 1: Introduction

In 2002, the Central Florida Regional Transportation Authority, d/b/a LYNX and Polk County
Transit Services (PCTS) partnered to develop a Rural Intelligent Transportation System (ITS)
Demonstration Project.  The agencies were awarded funding by the Federal Transit
Administration (FTA) for an Operational Test for the Implementation of Advanced Technologies
in Rural Transit Service. The purpose of the joint LYNX and PCTS Rural ITS Demonstration
Project was to improve mobility service in rural areas within the respective service areas and add
a connection to fixed-route service for residents outside of the Y-mile access boundary.
Additionally, this test is the first experience with Mobile Data Terminals (MDTs) by each
agency in an effort to increase the efficiency and effectiveness of the existing services provided
by the agencies.

The advanced technologies that were implemented with the goal of improving the efficiency of
transportation services provided by LYNX and PCTS included Computer Aided Dispatch,
Automated Vehicle Location (CAD/AVL) and MDTs. These technologies and the associated
equipment required by each agency to successfully operate both systems independently were
installed on 10 vehicles for each agency (20 vehicles total) by November 2006.

Project Partners

Central Florida Regional Transportation Authority (LYNX)

LYNX operates 66 fixed-routes in a three-county service area of 2,500 square miles. Nine of the
fixed-routes serve Osceola County, with two routes extending into Polk County: Link 26
Pleasant Hill Road and Link 426 Poinciana. The later route was established in December 2008.
LYNX serves a population of more than one million, of which 193,355 live in rural Osceola
County. The population is expected to increase by more than 80 percent by year 2025. LYNX
also serves the role of Community Transportation Coordinator (CTC) for Orange, Osceola, and
Seminole counties. The paratransit service, known as ACCESS LYNX, provided more than one-
half million passenger trips last year, with 84,160 of those trips in rural Osceola County. The
Bus Pass Program provides many trips each year by allowing Medicaid and Transportation
Disadvantaged (TD) customers who are able to ride regular fixed-route buses an opportunity to
have greater independence and mobility options, while greatly reducing the cost to the subsidized
programs.

ACCESS LYNX and LYNX Pick Up Line are both operated under contract by MV
Transportation. MV Transportation is responsible for taking reservations, scheduling,
dispatching, reporting, and overseeing driver training and operation of vehicles for ACCESS
LYNX and the Pick Up Line. The LYNX Pick Up Line service operates within a designated
area in Poinciana, Florida. Residents utilizing the Pick Up Line must make a reservation at least
2 hours in advance. The Pick Up Line service will pick up passengers at their doors and drop
them off anywhere within the designated boundary. The vehicle also connects with the fixed-
route Link 26 bus service; therefore, providing easier access for those wanting to use local
transportation and the fixed-route system.

December 2010 8



LYNX/PCTS Rural ITS Demonstration Project

Polk County Transit Services (PCTS)

PCTS, a division under the Polk County Board of County Commissioners, serves as the
Administrative Agent for Winter Haven Area Transit (WHAT), which is located in eastern Polk
County. PCTS operates nine fixed-routes, six days per week and is also the designated CTC for
Polk County, providing more than 120,000 ambulatory, wheelchair, and non-emergency stretcher
trips annually for Medicaid, Florida Commission for the Transportation Disadvantaged, and
other agencies for medical purposes. Polk County is located in Central Florida, 35 miles west of
Orlando and 25 miles east of Tampa. Polk County is the fourth largest county in land area in the
state covering 2,010 square miles. With approximately 518,000 residents, the county is the
eighth largest county in terms of population. Thirty-eight percent of the population live in
incorporated areas of Polk County, leaving 62 percent in unincorporated areas. Providing
coordinated transportation is challenging due to the large land area with widely separated and
limited medical services, social services, and employment opportunities.

Polk County operates PCTS and Winter Heaven Area Transit (WHAT) separately, but uses some
of the same employees for oversight.

Federal Transit Administration (FTA)

The FTA has provided funding for the Rural ITS project to be conducted by LYNX and PCTS.
In addition, FTA has provided guidance and oversight for the project including the development
of the Operations Plan to implement services and throughout the final evaluation process.

Regional Mobility Issues

LYNX and PCTS provide a variety of transit services within large service areas. Coordinated
transportation services between the two agencies are somewhat limited and are usually only
clients with special medical needs using paratransit service rather than employment trips. The
agencies recognized an opportunity to coordinate transportation services and provide expanded
regional mobility for the residents of the rural area.

Other major issues that impact regional mobility and contribute to transportation barriers are
listed in the following bullets:

= Lack of funding for public transportation services;

= Development barriers that are not conducive to efficient transit operations;

= Multiple agencies providing services with varying technologies which makes
coordination of transportation difficult; and

= Political boundaries impacting regional decision making.

Project goals and objectives were developed to guide the Rural ITS Demonstration Project and
address the regional mobility issues and transportation barriers.
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Regional Coordination

The regional coordination effort by LYNX and PCTS allows both agencies to leverage existing
vehicles, existing advanced technologies, and existing institutional practices. The Rural ITS
project adds a direct link between LYNX and PCTS and further enhances their respective roles
as designated CTCs.

Poinciana Pick Up Line

Both agencies currently operate fixed-route services that do not connect with each other. LYNX
operates the Link 26 route within Poinciana, which straddles the counties of Polk and Osceola.
PCTS operates Route 15 along the U.S. 27 corridor north to Haines City within Polk County and
about seven miles west of Poinciana. Since funding a fixed-route service that connects the entire
corridor is not financially feasible, the agencies explored the potential for implementing lower-
cost service alternatives that would bridge the transportation gap in fixed-route services for the
rural area. As a result, LYNX implemented the Pick Up Line flexible circulator service within
the Poinciana area. The Poinciana Pick Up Line was the first phase of a new coordinated transit
service that linked rural Poinciana residents with the regional LYNX fixed-route bus network
utilizing the Link 26.

Figure 1: Poinciana Pick Up Line Vehicle

Flex-route service combines the advantages of a fixed-route’s defined service area with
paratransit’s flexibility in serving customers at their curb. The service is designed to operate on
a fixed schedule at one fixed point where the flex vehicle can connect to the fixed-route bus and
then provide curb service to any address within a five to seven square mile area. When
passengers are connecting to the Pick Up Line from the fixed route, they board the Pick Up Line
vehicle and tell the driver where they wish to be dropped off within the defined service area.
When passengers wish to be picked up within the service area and taken to the fixed point, they
call and make a reservation approximately two hours before their desired scheduled arrival time
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at the fixed point stop. The Pick Up Line is unique because it utilizes ITS technologies to
facilitate the flex services process.

Figure 2: Flex-Route Service
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Paratransit Operations

To improve regional coordination through the Rural ITS Demonstration Project, LYNX and
PCTS knew that that an end-to-end communication solution was needed. The pre-existing in-
vehicle communication system consisted of radios, paper driver manifests, and map books. The
paratransit radios became overloaded making the driver and dispatch communication difficult;
therefore, as part of the demonstration project MDTs were installed on the ten LYNX and ten
PCTS paratransit vehicles.

Components of the Rural ITS Demonstration Project

As part of the Rural ITS Demonstration Project, both LYNX and PCTS utilized MDTs and AVL
equipment from Mentor Engineering. The units were manufactured with internal, embedded
Sprint/Nextel iDEN modems to communicate with the ten pilot vehicles from each agency
operating in the rural area. The agencies’ existing Trapeze PASS software module was
integrated with Mentor’s XGate middleware allowing for real-time communication with the
vehicles while providing electronic manifests and displaying vehicle location information to the
dispatchers at each agency. The system architecture was designed to allow for more same day
demand response calls to be filled based on vehicle availability and proximity to the passenger
location. The technology was installed on LYNX’s entire fleet and is easily scalable for rollout
to the remainder of the PCTS fleet when funding becomes available. In a subsequent phase of
this project, Trapeze updates and CITRIX technology were utilized to create computer
connectivity between LYNX and PCTS technological environments. The technology gave the
entities the ability to view one another’s vehicle locations while in the other’s service area.
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Then, it was possible to communicate via phone to direct the others vehicle to customers needing
transportation.

Ranger’s real-time messaging and AVL capabilities assist with the synchronization of critical
transfers between feeder services. This technology allows door-to-fixed-route service and fixed-
route-to-door service for rural non-ADA residents. On-time performance is an issue for every
transit agency. This technology allows customer service representatives to give clients an
accurate estimated time of arrival, which should decrease the number of “No-shows.” On-time
performance measures are a key component of the service evaluation to determine if increased
agency coordination adversely effects service delivery. Figure 2 illustrates the LYNX and PCTS
integration of rural ITS components.

Figure 3: System Architecture for Rural ITS Transit Service
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Rural ITS Implementation Goals

Through conversations with the agencies’ staff members, a series of project goals, objectives,
and strategies were developed to guide the Rural ITS implementation process. In addition,
performance measures were developed to evaluate how the advanced technologies impacted the
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delivery of both LYNX and PCTS service within the rural area. The four main project goals are
listed below.

Goal 1: Increase efficiency of paratransit operations with regard to paratransit services.

Goal 2: Coordinate billing processes and funding sources to maximize the availability of
transportation services within rural areas.

Goal 3: Demonstrate and evaluate how innovative ITS technologies could be utilized to enhance
options in rural communities.

Goal 4: Reduce overall costs of providing paratransit service in rural areas while increasing
service opportunities.

The remaining sections of this report include an analysis of the procurement and installation
process, an evaluation of the rural ITS technologies and lessons learned throughout the project
period. During the final project evaluation, the four goals previously listed as well as the
associated objectives and strategies were measured using a series of performance indicators,
interview, and customer service data.
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Chapter 2: Methodology

This chapter describes the methodology used to evaluate the implementation of the ITS
technologies and the progress made towards achieving the project goals that were established to
guide the Rural ITS Demonstration Project.

Procurement and Implementation Process

After the technologies were deployed, an assessment of the implementation process was
conducted through one-on-one interviews were with key LYNX, MV Transportation, and
Mentor Engineering staff. The interviews were structured to focus on the events that surrounded
the project’s critical points. These critical points include:

= Request for Proposal Preparation
Proposal Evaluation

System Design

Communications Infrastructure
Installation

Integration and Testing

Training

Operations

Findings from the interviews with key staff during the implementation process are described in
greater detail in Chapter 3.

Final Evaluation

In addition to the initial assessment of the procurement and implementation process, a final
evaluation of the project was conducted to evaluate the efficiencies and lessons learned during the
rural transit coordination process.

To measure the project’s success, project data was collected over the following 3 time periods:

1. Pre-Project - April 2006 through January 2007
2. During-Project - April 2007 through January 2008
3. Post-Project - April 2008 through January 2009

Pre-project data included interviews conducted by both agencies to obtain passenger input relating to the
four project goals. During-project data included available operational, billing, and customer service data.
A consultant conducted the final evaluation process and gathered the post-project data using the following
techniques:

Customer Telephone Surveys

Mail Surveys

On-board Surveys

Interviewing and Observing Drivers (both on and off of the vehicles)
Collecting LYNX and PCTS Billing Information
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Goals, Objectives, and Strategies

Each of the project goals is listed below along with a table illustrating the respective objectives and
strategies. The tables also include the measures used to gauge the project’s progress towards achieving

each goal. In addition, each table is followed by an explanation of the measures.

Goal 1: Increase efficiency of paratransit operations with regard to paratransit services.

For the goal, increase efficiency of paratransit operations with regard to paratransit services, the
objectives, strategies, and respective measures are:

Table 1: Efficiency Goals, Objectives, and Strategies

Goal [Objective

[Strategy

[Measure(s)

1. Increase efficiency of paratransit operations with regard to paratransit services.

1. Reduce duplication of service by transit agencies.

1. Coordinate customer trips by utilizing CITRIX
technology to review manifest each evening and
multi-load trips within a three-mile radius with a

Passengers/Trip

Passengers/Hour

# Multi-load Trips

2. Coordinate customer trips by utilizing CITRIX
technology to review manifest 24 hours in
advance for out-of-area trips and multi-load trips
to one agency's vehicle.

# Out-of-area passengers vs. #
out-of-area vehicle trips

3. If PCTS has a paratransit customer that can
access service along a LYNX fixed-route, PCTS
paratransit service will drop the customer to an
accessible LYNX fixed-route bus stop and
provide complementary bus passes.

# of LYNX passes issued by
PCTS

# of PCTS paratransit passengers
and clients to LYNX buses

2. Increase overall area transit ridership.

1. Introduce new flex-route service to provide
open-door same day reservation service
(PickUpLine)

PickUpLine passengers

2. Improve area fixed-route ridership (Link 26)
due to connections with paratransit and flex-
route services.

Link 26 passengers

PickUpLine passengers

Direct connection Access
LYNX/PCTS paratransit
passengers

3. Increase overall ridership across all area transit

modes.

Fixed-route+PickUpLine+Access
LYNX+PCTS paratransit
ridership, Total ridership per
capita for target area

The above measures quantify the changes in productivity of the services offered, being:

Passengers per Trip: The average number of passengers on board a single vehicle trip. A

higher number is desirable.
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Passengers Per Hour: The average number of passengers on board a vehicle for each
hour a vehicle is in operation. A higher number is desirable.

Number of Multi-Load Trips: Vehicle trips with more than one passenger on board. A
higher number is desirable.

Number of Out-of-Area Passengers Versus Out-of-Area Vehicle Trips: Passengers
traveling on vehicle trips going beyond the LYNX Orange, Osceola, and Seminole
county service area and beyond the PCTS Polk county service area. A higher ratio is
desirable.

Number of LYNX Passes Issued by PCTS: Number of multi-ride passes for LYNX
fixed-route transit services provided directly to customers by PCTS. A higher number is
desirable.

Number of PCTS Paratransit Passengers and Clients to LYNX Bus: Number of
paratransit passengers traveling to transfer to a LYNX fixed-route bus to complete their
journey. A higher number is desirable.

Goal 2: Coordinate billing processes and funding sources to maximize the availability of
transportation services within the rural areas.

The second goal, coordinate billing processes and funding sources to maximize the availability
of transportation sources within the rural areas, focuses on finding additional funding resources
or using savings to extend transportation resources as well as streamlining the billing process of
paratransit trips. Both LYNX and PCTS serve as the Florida Commission for the Transportation
Disadvantaged’s CTCs for their respective counties. This designation means that both systems
not only provide ADA complementary paratransit service, but also service for eligible Medicaid
clients and the Transportation Disadvantaged. Trips for Medicaid clients and the Transportation
Disadvantaged are funded through the state; therefore, billing trips to the appropriate agency is
already complex, and providing for billing between the two separate transit agencies adds new
challenges. The objectives, strategies, and respective measures for this goal are listed in Table 2.
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Table 2: Billing Goals, Objectives, and Strategies
Goal [Objective [Strategy [Measure(s)

2. Coordinate billing processes and funding sources to maximize the availability of transportation services
within rural areas.

1. Test how technology can increase coordination of finances for transportation services shared
between multiple agencies.

1. Utilizing Trapeze, track trips provided by each
agency on a montly basis. Each agency will
provide a monthly list of eligible customers for
trip purposes. By the 10th of the following
month each agency will provide a list of all
passengers carried via the other agency. # of PCTS trips billed by LYNX
2. Coordinate billing for various services tested through this pilot utilizing technology

# of LYNX trips billed by PCTS

1. LYNX and PCTS will seek methods to bill all
paratransit funding sources through electronic
mechanisms, as well as receive payments
electronically. % of trips billed electronically

3. Seek opportunities to find additional funding sources or use savings to extend transportation
services.

1. Jointly seek opportunities to further service to
the rural area by partnering to secure funding
through FDOT service development grants and
Federal JARC and NFP (5307, 5310, 5311, 5316,|Change in grant dollars awarded
5317, FDOT Service Development, Rural ITS  [for targeted joint rural service
Demonstration Grant) areas

Number of LYNX Trips Billed by PCTS: The number of passenger trips that LYNX
transports for PCTS clients, in which PCTS then bills the appropriate funding agency.

Number of PCTS Trips Billed by LYNX: The number of passenger trips that PCTS
transports for LYNX clients, in which LYNX then bills the appropriate funding agency.

Percent of Trips Billed Electronically: The share of the trips included in the prior two
measures that are billed using electronic, automated methods.

Change in Grant Dollars Awarded for Targeted Joint Rural Service Area: The increase or
decrease in grant funds awarded LYNX and PCTS for providing transit services in the
targeted joint rural service area centered on Poinciana, Florida covering both Osceola and
Polk counties.
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Goal 3: Demonstrate and evaluate how innovative ITS technologies could be utilized to enhance

options in rural communities.

For the goal, demonstrate and evaluate how innovative ITS technologies could be utilized to
enhance service in rural communities, the two transit agencies strongly desire to be able to use
new technology that results in better service to their customers, and not be perceived as
degrading service in the name of efficiency. The project team identified three areas where there
are opportunities to measure customer satisfaction: the reservation and information call centers,
the paratransit vehicle services, and the overall service of the transit systems being fixed-route,

flex-route, and paratransit.

Table 3: Customer Satisfaction Goals, Objectives, and Strategies

Goal |Objective  |Strategy [Measure(s)

3. Demonstrate and evaluate how innovative ITS technologies could be utilized to enhance options in
rural communities.

1. Utilize technologies to maintain or improve customer satisfaction.

Call hold times

Length of calls

1. Both systems monitor call center statistics and [Dropped calls

adjust procedures, as necessary. Trips requested/trips reserved

2. Improve customer satisfaction with available |Link 26, PickUpLine, Access
transit service. LYNX, and PCTS paratransit

Customer survey responses from

2. Utilize technologies to maintain or improve transportation services.

Completed trips/reserved trips

On-time performance

# of no-shows

1. Ensure at least same level of service for # of missed trips

paratransit customers. Average trip length

Call Hold Times: The length of time the average caller into the paratransit reservation
and information customer service center must spend waiting on hold before speaking

with a transit representative. A shorter call hold time is desirable.

Length of Call: The average amount of time spent with each caller into the paratransit

reservation and information customer service centers. A shorter call length is desirable.

Dropped Calls: The number of telephone calls into the paratransit reservation and
information customer service center that are not answered by a transit representative
before the caller hangs up while waiting on hold. A smaller number of dropped calls are

desirable.

Trips Requested / Trips Reserved for Each Call Center: The number of passenger trips
that clients requested versus the number of actual reservations made. A higher ratio is

desirable.
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Completed Trips / Reserved Trips: The number of paratransit passenger trips actually
transported versus the number of passenger reservations for service. A higher ratio of
Completed Trips / Reserved Trips is desirable.

On Time Performance: The percentage of paratransit trips that are on-time versus the
total trips. A trip is defined as being on time if it arrives 15 minutes or less before the
scheduled pick up time or 30 minutes or less after the scheduled pick up time. A higher
percentage is desirable.

Number of No-Shows: The number of passengers who are not present for boarding a
reserved paratransit trip. A lower number is desirable.

Number of Missed Trips: The number of reserved trips that are not met by paratransit
vehicles, so that the passenger is not transported. A lower number is desirable.

Average Trip Length: The average distance passengers travel on board a paratransit
vehicle to reach their destinations. A lower average trip length is desirable.

Improve Customer Satisfaction: How well transit passengers are satisfied with the
service will be measured through surveys. The overall surveying effort is discussed in
detail later in this chapter.

Goal 4: Reduce overall costs of providing paratransit service in rural areas while increasing
service opportunities.

For the goal, reduce overall costs of providing paratransit service in rural areas while increasing
service opportunities, the two transit systems want to be able to provide as much service as
possible for the limited resources they have available. The measures for this goal focus on
efficiency or moving as many people at as low a cost as possible.
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Table 4: Service Goals, Objectives, and Strategies
Goal |Objective [Strategy |Measure(s)
4. Reduce overall costs of providing paratransit service in rural areas while increasing service
opportunities.
1. Utilize coordination to improve transportation service across service areas and increase
opportunities for customer utilization.

1. Agencies will supply each other bus passes for
the purposes of transitioning paratransit # of LYNX passes issued by
customers to fixed-route or PickUpLine services. [PCTS

Pass prices will be determined and documented
by PCTS and LYNX as this pilot project moves [# of PCTS fixed-route passes
forward. issued by LYNX

LYNX cost/passenger

2. Through trip coordination, reduce paratransit [LYNX cost/trip

service agency expenses for PCTS and LYNX. [LYNX cost/hour

Evaluating this through comparisons to cost for |PCTS cost/passenger

the same customers, trips, or overall service in  |PCTS cost/trip

the previous year. PCTS cost/hour

Number of LYNX Passes by Type Issued by PCTS: The number of multi-ride passes
provided by PCTS for use on LYNX buses and Pick Up Line (flex route) services. A
higher number is desirable.

Number of PCTS Fixed-Route Passes Issued by LYNX: The number of multi-ride passes
provided by LYNX for use on PCTS buses. A higher number is desirable.

LYNX Cost per Passenger: The total operating costs for LYNX paratransit (ACCESS
LYNX) service divided by the total number of LYNX paratransit passengers. A lower
number is desirable.

LYNX Cost per Trip: The total operating costs for LYNX paratransit (ACCESS LYNX)
service divided by the total number of LYNX paratransit vehicle trips. A lower number
is desirable.

LYNX Cost per Hour: The total operating costs for LYNX paratransit (ACCESS LYNX)
service divided by the total number of LYNX paratransit vehicle hours (the amount of
time the vehicles are in service). A lower number is desirable.

PCTS Cost per Passenger: The total operating costs for PCTS paratransit service divided
by the total number of PCTS paratransit passengers. A lower number is desirable.

PCTS Cost per Trip: The total operating costs for PCTS paratransit service divided by
the total number of PCTS paratransit vehicle trips. A lower number is desirable.
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PCTS Cost per Hour: The total operating costs for PCTS paratransit service divided by
the total number of PCTS paratransit vehicle hours (the amount of time the vehicles are
in service). A lower number is desirable.

Passenger Surveys

In order to gain direct feedback from customers and observe how the technology was utilized,
the evaluator conducted a series of surveys and interviews with three groups of people. The
surveys given to customers are identical regardless of the mode of travel or method of
conducting the survey. The three groups of people surveyed or interviewed include:

1. Passengers on-board Link 26 (Pleasant Hill Road/Poinciana) and the Poinciana Pick Up
Line.

2. A random sample of current ACCESS LYNX and PCTS paratransit passengers who
reside within the Poinciana service area.

3. Passengers on-board ACCESS LYNX and PCTS paratransit and ACCESS LYNX
vehicles while conducting an observation of the technology in use.

Link 26 and Poinciana Pick Up Line Survey

Passengers on LYNX’s Link 26 and the Poinciana Pick Up Line were surveyed for two
consecutive weekdays, Monday, September 29, 2008 and Tuesday, September 30, 2008 covering
all times of the day. The survey was distributed on-board the vehicle to all customers who were
willing to complete the questionnaire. The survey was available in both English and Spanish due
to the high Hispanic population in the area. Survey participants could either hand the completed
survey to the evaluator or return the survey by mail.

ACCESS LYNX and PCTS Paratransit

LYNX and PCTS provided a listing of all customers who have used the service within the past
12 months and whose mailing address lies within the 34759 and 34758 zip codes. These
customers were assigned a random number using Microsoft Excel’s Random Number Generation
Tool, sorted by those numbers and the top 15 people were contacted to complete the survey by
telephone interview.

ACCESS LYNX and PCTS Paratransit On-Board Survey

On Wednesday, October 1, 2008, an observer rode along with two separate PCTS paratransit
operators as they used the MDTs installed in the vehicle. In addition, the passengers on-board the
vehicles were surveyed for their input using the same survey as those contacted by telephone.
On Thursday, October 2, 2008 the same process was completed at ACCESS LYNX. The
completed surveys were compiled and tabulated together.

Copies of all surveys are attached in Appendix 2: Customer Survey Instruments.
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Staff Interviews

Several staff members from both agencies were interviewed concerning how their jobs and the
perception of service they provide have changed from one year ago and the start of the project.
The results of these interviews provide their perceptions as to what has improved or not
improved as a result of the Rural ITS project. Their perceptions can be compared against actual
data to determine if the coordinated service is working or just perceived to be working.
Appendix 3 includes samples of the interview guides used by the evaluator when meeting with
staff members.

LYNX & MV Transportation Office Surveys

On Thursday, October 2, 2008, the evaluation team visited the office of MV Transportation, the
contract transportation provider for LYNX, to conduct surveys and observe staff from the billing,
customer service, dispatch, and operations departments as they completed tasks related to the
Rural ITS project.

Customer Service and Dispatch

The evaluator conducted six surveys with MV staff that work for ACCESS LYNX in positions in
or related to dispatch, scheduling, or customer service. When the evaluator arrived on the
scheduled interview day, MV was experiencing a staff shortage and all regular reservationists
were busy and unable to participate in the interview process. Due to the staffing situation, rather
than interview the reservationists the evaluator interviewed staff who might have some insight
and useful comments regarding the Rural ITS project. Most of the staff available had experience
in other positions, including reservations. The average employment term of those interviewed
was over eight years. Some of the employees had been employed directly by LYNX prior to the
contract with MV Transportation for this operation.

While most (five out of six interviewed) individuals indicated they were a little familiar with the
project, most knew of the project in terms of the implementation of the MDTs and the Trapeze
PASS interface, rather than the overall goal of using technology to coordinate trips between
agencies.

On-board Driver Interviews

The evaluator interviewed paratransit drivers (or staff members recently promoted from driving
positions) from LYNX’s paratransit contract provider, MV Transportation, and from PCTS.
Each of the drivers was asked the following questions:

Has your job changed as a result of this project?

Do you believe you have more or less efficient schedules?

Do you believe you carry more or less customers in a day?

Do you believe customers are on your vehicle for more or less time per trip?
Do you have more or fewer customers transferring between modes?

arONE
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6. What percentage of time have you had customers on-board the vehicle?

Do customers express the need for more transportation? If so, where and when?

8. Have you received any training on the MDTs? Do you need any additional training
on their use?

9. Do you use the MDTs? If so, how and what information do you get from them? Is
there additional information you would like them to display?

~

The results of these interviews are presented in Chapter 5.

LYNX/MV Transportation Drivers

During the course of the day, the evaluator interviewed two staff members who recently were
promoted from operator to road supervisor and trainer. In addition, one active driver was
interviewed and observed as to how the technology was being used.

The first person interviewed was a female trainer (MV 1) who had started working for MV
Transportation almost 20 months ago as a driver and was promoted to trainer after 1 year. When
she first started, the MDTs were being installed in vehicles, but she was unaware of the overall
project at that time. She became more aware of the grant after she was promoted and more
involved in operations.

The second person interviewed was a male road supervisor (MV 2) who started working for MV
Transportation approximately two years ago as a driver. He was promoted to his current position
after being with the company for just under 1 year. At the time of his hiring, no information was
given about the grant or how the MDTs were obtained. As he became more involved in
operations, he learned of the grant and related service.

The third person interviewed was a male driver (MV 3) who started with MV Transportation 9
months ago. He had not held any additional positions at MV Transportation or LYNX. When he
started working for MV, the MDTs were already installed in the vehicles. He was not familiar
with the project or the grant used to obtain the MDTs and updated dispatching software.

PCTS Drivers

During the course of the day, the evaluator team traveled with two different drivers to conduct
interviews and observe how the technology was being used.

The first person interviewed was a female driver (PCTS 1) who had worked there eight years.
Her first three years were driving for the WHAT, which is a fixed route service operated
separately by PCTS. She was not familiar with the project or the grant used to obtain the MDTs
and updated dispatching software.

The second person interviewed was a male driver (PCTS 2) who had worked there 13 months
and had no additional positions within PCTS. He was not familiar with the project or the grant
used to obtain the MDTs and updated dispatching software, but commented not all vehicles were
equipped with the MDTs. Since he was a new employee, he did not always have a vehicle
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equipped with an MDT. He also said he preferred vehicles with MDTs, since it allowed him to
complete his job more easily and helped eliminate mistakes.
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Chapter 3: Procurement Process

Request for Proposal Preparation

As part of the Rural ITS Study, a Request for Proposal (RFP) was created to contract systems
integration services, hardware, software, and installation to provide an integrated
communications subsystem and CAD/AVL carrier services program. Both LYNX and PCTS
seek to improve and better manage Paratransit operational efficiencies through CAD/AVL
technologies and have seriously committed to improving transportation and mobility for
residents. The RFP was a major step in soliciting a qualified proposal that would ultimately
excel the transit programs to a new level of technology and efficiency.

In the preparation of the RFP, LYNX related that their most difficult decision was the
specification of a strong and robust cellular wireless communications system. The cellular
system connects the AVL field units with the data network that is used by the dispatcher to
provide trip and client related information to the driver. This cellular network also allows the
driver to send “canned” messages (i.e., preset messages) to the dispatcher.

LYNX program managers related that the vendor’s use of cellular wireless technology provided
an excellent solution. The key parameters of vehicle cost per month, coverage available, and
bandwidth enabled LYNX to readily expand the paratransit fleet’s data network to include the
fixed route fleet’s data network. The fixed route fleet includes 230 vehicles.

Proposal Evaluation

Two firms provided proposals and costs in response to the Paratransit RFP: Mentor Engineering
and Trapeze. The proposals were evaluated by the LYNX source evaluation committee (SEC).
Although the Mentor proposal was not the lowest in cost, the evaluation team strongly felt that
Mentor had the better equipment, most current successful experience, and had proposed a well
qualified project implementation team and process.

System Design

LYNX’s choice of Mentor Engineering’s standard set of CAD/AVL and MDT operational
functionalities fully met LYNX’s business, operational, and technical requirements identified in the
RFP. Both LYNX and Mentor staff related how well both the requirements and system detailed
design reviews were conducted. The results of these reviews were that only minor action items were
identified by LYNX.

Typically these reviews uncover the differences in the perception and interpretation of the
various requirements by the organization and the vendor. LYNX’s requirements were clearly
written in the RFP and Mentor’s interpretation of the requirements for the proposal provided the
basis for the successful system detailed design reviews.

In July 2006 LYNX made the decision to include optional bid items in the project. The following
were optional items included in the Mentor Engineering proposal that provided additional benefit to
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the paratransit services. These include:

Magnetic Swipe Card Readers — this feature enables client identification verification and
additional fare media systems for paratransit customers.

In-Vehicle Navigation Software — this feature enables the MDT unit to display turn-by-turn
mapping information for the vehicle operator.

XMobile Manager Software — this feature enables remote system-wide software, programming,
and mapping updates via cellular communications in order to reduce staff time and ensure data

accuracy and integrity.
Communications Infrastructure

The computer server hosting the software utilized by the dispatchers required only local area
network connections for the dispatchers” workstations and a constant internet connection for the
wireless communication to the Paratransit fleet. MV installed the server and associated software
in the existing MV network closet. LCD monitors were also installed in the dispatch room to
monitor system performance and pickup times/delays of scheduled appointments.
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Chapter 4: Technology Implementation
Installation of Vehicle Hardware

The installation process of the vehicle hardware for the paratransit fleet consisted of two phases:
Installation Training and Installation. The following summarizes these two major tasks:

Installation Training — Rather than performing all the installations, Mentor utilized a “train the
trainer” approach allowing MV to become self-sufficient and proficient at installing, repairing,
rewiring, and replacing equipment whenever necessary. This approach eliminated the need for
Mentor’s involvement after the initial training for the duration of the installation. Mentor
conducted installation training for key MV installation staff. After the training, MV then
installed the components on several vehicles. These vehicles were subsequently inspected and
reviewed for adherence to Mentor’s Quality Assurance standards. Upon receiving approval for
the initial installations, MV continued with the remainder of the installations without
complications.

Installation — The paratransit vehicles consisted of multiple vehicle configurations. Each of
these configurations was analyzed and the equipment placement for each of the configurations
was reviewed by LYNX and approved. After project acceptance, the LYNX and Mentor staff
related that once the equipment locations were determined and the MV staff were trained, the
installation teams that MV provided were excellent and that the installation process was
“*smooth” and was performed “seamlessly.”

Figure 1 provides a client view of the paratransit vehicle installation and the system’s key
components. These components include Mentor’s BBX and Ranger products. The BBX, located
on the left side of Figure 1, provides a built-in GPS receiver and enables the transmission of
driver requests over the wireless cellular data network. The Ranger, located on the right side of
Figure 1, is Mentor’s MDT. This device is a full-color, high-resolution touch screen. The screen
is backlit, allowing drivers to easily view everything from fine text to detailed diagrams.
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Figure 4: ACCESS LYNX Equipment Layout and Key Components

407-423-B747

©

Integration and Testing

Mentor Engineering and MV supported the planned server installations on the Local Area
Network (LAN), high speed Internet access, and the cellular-based wireless data network.
Equipment and paratransit software were installed, integrated, and tested. Initial network testing
began with the testing of the high speed Internet connection with Mentor’s XGate server. A
Functional Acceptance Test was executed to verify that the functionality delivered met the
project’s requirements. These requirements were initially defined in the RFP, and later
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interpreted by Mentor in their proposal response. Functional testing was completed successfully
and included the verification of software and hardware interfaces and system functionality.

Pilot Testing, that is, the “live” end-to-end testing of a portion of the MV fleet was also
successfully completed. During this testing, a portion of the fleet was operated under real-life
conditions.

Subsequent to the completion of Pilot testing, the project entered the Pilot Field test phase. The
Pilot Field test involved the end-to-end operational testing of the system as vehicles were
brought online one at a time. As each vehicle was added to the system, proper operation was
verified using test trips and any issues were addressed before additional vehicles were brought
online. This phase of the project was successfully completed by Mentor, working in close
coordination with LYNX, MV, and PCTS.

Training

Mentor Engineering was responsible for providing dispatcher, driver, maintenance, supervisor,
and system administration training to LYNX, MV, and PCTS personnel. LYNX had requested
that Mentor present courses using the “train-the-trainer” concept. This concept provided training
to key MV staff. These staff would then be responsible to present the training that they had
received to the remainder of the MV staff. Courses were presented by Mentor staff and
monitored by LYNX and consultant staff.

Mentor provided a training device to be used for driver training. This device was essentially a
duplicate of the equipment that was mounted in the vehicle. The device was also configured to
be a working device, such that its location and various inbound and outbound messages could be
entered and viewed by the driver. Thus, the drivers had access to and were trained using the
exact equipment that was to be installed in the vehicles.

As a separate note, Mentor also utilized this device in its presentation to the LYNX board.
Mentor’s demonstration of the technology via the use of this training device provided real-time
information to the board.

The consultant interviewed MV staff both upon completion of the initial courses and again after
the equipment had been installed, tested, and accepted. Although different members of the MV
staff were interviewed, after the training courses, all personnel interviewed related that the
training provided by Mentor was conducted professionally, efficiently, and was easy to follow.
Mentor’s excellent training contributed significantly to the overall success of the project.

Operations

The use of the CAD/AVL system has resulted in significant improvements in MV
Transportation. The ability to monitor vehicle location and schedule status from the centralized
dispatch office has improved on-time performance by an average of 4.8 percent helping MV
consistently reach their monthly goal of 92 percent on-time arrivals, reduced street supervision,
improved response time to emergencies, and reduced the number of schedule-related public
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complaints.

MYV dispatchers relate that they have better (i.e., real-time) knowledge of what’s happening on
the street. MV dispatchers currently utilize two monitors plus the radio console with which they
can:

= See exactly where the vehicles are located.

= Observe and correct vehicle deviations in schedule adherence.

= Obtain information regarding each driver’s vehicle and clients.

= Communicate with drivers via radio and mobile data terminals.

= Receive emergency request messages from the driver, which greatly enhance the
dispatcher’s ability to respond to service abnormalities and emergency situations.

MYV dispatchers relate that AVL has substantially improved the ability to respond to both normal
and emergency events by knowing the exact vehicle location. The ability to precisely locate a
vehicle that is involved in a serious situation and send assistance quickly to the scene is one of
the major benefits of automatic vehicle location from the MV perspective.

Dispatchers have stated that the MDT usage has often proven more effective and reliable than
voice communications. MV has mandated that paratransit drivers send text data messages rather
than talk to their dispatchers. This has been highly effective in reducing congested voice radio
traffic, up to 70 percent in some cases, and has significantly improved the dispatcher’s response
time to important calls.

Messages to dispatchers are no longer considered as “being lost,” as was sometimes the case
with the LYNX radio system.

MV customer relations have improved with AVL. The knowledge of current and historical
vehicle locations has provided customer service representatives the ability to give potential riders
current vehicle information as well as being able to investigate customer complaints for validity
or resolution. In summary, the availability of real-time AVL data assists LYNX, PCTS, and MV
in providing their customers quality transit information more quickly.

At the outset, MV required that drivers maintain both a paper manifest and utilize the AVL
equipment in the daily performance of their tasks. Many of the drivers related that at the end of
the first week of using the new equipment, they were more than ready to eliminate the use of the
paper manifest. Other driver comments included:

= The new system is easy to use in the dark. Routes are easy to follow and client homes are
relatively easy to locate.

= The new system enables the drivers to eliminate the number of mistakes they made
previously using paper maps to guide them to client homes.

= The system provides excellent “Late” and “No Show” documentation.

= Radio traffic is reduced approximately 70 to 75 percent using the new system.

= There is a small concern with the mapping portion of the new system. Due to the ever
increasing construction of new buildings and new/modified roadway geometry, the maps
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become outdated relatively quickly providing additional undesirable challenges to the
drivers. For this reason, maps must be updated on a regular basis. LNYX and PCTS will
need to discuss this issue in further detail to determine the best course of action. The end
solution to this problem will depend on how often new maps become available, the cost
for updating the maps on all devices, and devising a simple system for the map updates.
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Chapter 5: Evaluation of Rural ITS Technologies

This chapter presents the results of the data collected for the LYNX and PCTS Rural ITS
Operational Test in relation to the project goals and objectives. Data was collected prior to the
start of the FTA Operational Test, which ran from April 2006 to January 2007. However, LYNX
was unable to provide data for the months of April, May and June 2006; therefore, data from
these months is excluded from the evaluation results.

The results of the evaluation are presented following the associated project goal. Each goal is
accompanied by a table providing the results of the data collected to measure the project’s
progress towards achieving the goal. Following the evaluation of the established goals, this
chapter also includes a review of the LYNX and PCTS service policies.

Goal 1: Increase efficiency of paratransit operations with regard to paratransit services.
Objective: Reduce duplication of service by transit agencies.
Strategies:

1. Coordinate customer trips by utilizing CITRIX technology to review manifest
each evening and multi-load trips within a three-mile radius with a similar
origin and destination to one agency's vehicle.

In terms of passengers per trip and passengers per hour, the two transit agencies
reflected mixed results in efficiency between the pre-project period and the post-
project period. Passengers per hour for LYNX reflected a decrease in efficiency,
declining from 1.391 in the pre-project and during project periods to 1.284 in the
post-project period. However, for PCTS, passengers per hour increased in efficiency,
from 0.149 and 0.149 in the pre-project and during-project periods respectively to
0.151 in the post-project period. Only LYNX provided data for the passengers per
trip measure (PCTS was unable to provide the number of vehicle trips for the
periods), with a similar result to passengers per hour, with efficiency falling from
1.092 in the pre-project and during project periods to 1.087 in the post project period.

Neither agency was able to provide comparative information concerning the number
of multi-load trips.

2. Coordinate customer trips by utilizing CITRIX technology to review manifest 24
hours in advance for out-of-area trips and multi-load trips to one agency’s
vehicle.

For this measure, again there were mixed results for the two transit agencies. For
LYNX, the number of out-of-area passengers versus the number of out-of-area trips
improved from 1.61 in the pre-project period to 1.65 in the during project period to
1.68 in the post-project period. However, for PCTS, the figures for this measure
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steadily worsened, from 14.67 in the pre-project period to 12.87 in the during project
period to 6.71 in the post project period.

3. If PCTS has a paratransit customer that can access service along a LYNX fixed-
route, PCTS paratransit service will drop the customer to an accessible LYNX
fixed-route bus stop and provide complimentary bus pass.

For this strategy, the approach to measure it was to provide the number of multi-pass
fixed-route bus passes each agency provided to the other. Throughout the pre-,
during, and post-project periods, neither LYNX nor PCTS provided a single multi-
ride pass on the other’s fixed-route transit service.

Objective: Increase overall area transit ridership.

Strategies:

1.

Introduce new flex-route service to provide open-door same-day
reservation service (Pick Up Line).

As part of this project, LYNX established the Poinciana Pick Up Line flex-
route service. Pick Up Line ridership increased from 158 passengers in the
during project period to 648 in the post-project period, an increase of 310
percent.

Improve area fixed-route ridership (Link 26) due to connections with
paratransit and flex-route services.

While it may not be completely attributed to connecting paratransit and flex-
route passengers, LYNX fixed-route bus line in the test area, Link 26,
increased ridership from 16,206 passengers in the pre-project period to 18,855
passengers in the during project period and further to 20,151 passengers in the
post-project period. Between the pre-project and post project periods,
ridership increased 24 percent on Link 26.

Increase overall ridership across all area transit modes.

This strategy was measured by total transit ridership per capita for the project
area. For the pre-project period, this rate was 6.73 percent. It increased to
7.61 percent in the during project period, and further increased to 8.53 percent
in the post project period.
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Table 5: Goal 1 Data Collection Results

Pre-Project During-Project Post-Project
(Apr. 2006-Jan. 2007) | (Apr. 2007-Jan. 2008) | (Apr. 2008-Jan 2009)
Goal |Objective |Strategy |Measure(s) LYNX | PCTS LYNX PCTS LYNX PCTS
Increase efficiency of paratransit operations with regard to paratransit services.
Reduce duplication of service by transit agencies.
Informatio Informatio Informatio
. . Passenger/Trip n Not n Not n Not
1. Coordinate customer trips by . . .
utilizing CITRIX technology to review 1.092 Provided 1.092 Provided 1.087 Provided
manifests each evening and multi-load
trips within a three-mile radius with a Passenger/Hour
L L S 1.391 0.149 1.391 0.145 1.284 0.151
similar origin and destination to one = = = = = =
agency's vehicle Informatio | Informatio | Information| Informatio [ Information| Informatio
' # of multi-load trips n Not n Not Not n Not Not n Not
Provided | Provided | Provided | Provided | Provided | Provided
2. Coordinate customer trips by
utlllz.mg CITRIX tef:hnology to review |# out-of-area 161 14.67 165 12.87 1.68 6.71
manifests 24 hours in advance for out- |passenger vs. # out-of
. . . - . 58 Passengers 43 Passengers 79 Passengers
of-area trips and multi-load trips to one|area vehicle trips
agency's vehicle Passengers| on 256 | Passengers| on380 [Passengers| on 624
) on 36 Trips| Trips |on26 Trips| Trips |on47 Trips| Trips
3. If PCTS has a paratransit customer | 0f LYNX passes
that can access service along a LYNX |issued by PCTS N/A 0 N/A 0 N/A 0
fixed-route, PCTS paratransit servcie
will drop the customer to an accessible [# of PCTS paratransit
LYNX fixed-route bus stop and passengers and
provide complementary bus passes. clients to LYNX bus
0 N/A 0 N/A 0 N/A
Increase overall area transit ridership.
1. InFroduce new flex-route service to PickUpLine
provide open-door same day
. ; . . passengers
reservation service (PickUpLine). N/A N/A 158 N/A 648 N/A
Link 26 passengers
16,206 N/A 18,855 N/A 20,151 N/A
2. _Improve area flxed-rogte rldgrshlp PickUpLine
(Link 26) due to connections with passengers
paratransit and flex-route services. N/A N/A 158 N/A 648 N/A
Direct connection
Access LYNX/PCTS
paratransit N/A N/A 0 0 0 0
Fixed-route +
PickUpLine + Access
3. Increase_overall ridership across all [LYNX +PCTS 6.73% 7 61% 8.53%
areas transit modes. paratransit ridership,
Total ridership per
capita for target area

In addition to the quantitative measures, the evaluator also conducted staff interviews to assess
the perceived improvements in efficiency at both LYNX and PCTS. The results of these
interviews are summarized below for each agency. The interviewees’ names are withheld from
this report as one of the techniques used to generate full and forthright responses was to promise
the interviewees anonymity.
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Polk County Transit Service (PCTS)

On Wednesday, October 1, 2008, the evaluator team visited the office of PCTS to conduct
surveys with billing, customer service, and dispatch personnel. Additionally, the evaluator
interviewed drivers and observed them using the grant-purchased technology.

Customer Service and Dispatch

PCTS dispatchers generally work very closely with the customer service department. During
some of the time, there is a customer service representative assisting the dispatcher with
customer inquiries and driver communications. Other customer service staff work outside of the
dispatch office, but can be in close communication, if necessary.

Most dispatch and customer service staff knew of the project only in terms of the installation of
the MDTs. One person, the scheduler, knew of the project in terms of trip coordination with
LYNX. It is that position’s responsibility to check for potential trips to coordinate. The added
process to check for trips is how the scheduler’s duties have changed.

From the perspective of dispatch and customer service, the MDTs have been the most significant
change by increasing efficiency in the operation of the vehicles Although only 10 vehicles are
equipped with the MDTs, dispatch and customer service staff understand that the operation is
more efficient, due to use of text messages, ease of manifest adjustment, and Trapeze PASS
automatic updates from the MDTs. Implementation of the MDTs has helped to reduce both the
voice traffic on the radio and the manual data-entry work performed by dispatch staff. Text
messages are an efficient way of communicating and can take less time than traditional radio use.
Additionally, manifest changes are sent directly from a reservationist through Trapeze PASS to
the MDT. Prior to the installation and for those vehicles without MDTSs, the reservationist must
notify dispatch of a manifest change. The dispatcher, in turn, will page the driver with the
information.

The other change is the awareness of the Pick Up Line and Link 26 service in the Poinciana area.
Reservationists state that they refer potential customers to the Pick Up Line and Link 26 several
times a day. The referral is based primarily on a person’s requested pick-up and drop-off
locations. Customer service personnel have received some negative feedback from customers
preferring the familiar door-to-door service of paratransit.

According to staff, however, the basic way they perform reservations duties has not changed as a
result of this project. Additionally, customers seem satisfied with both the method and outcome
of the reservations process. The evaluator team noted some negative feedback from reservations,
but this was not due to the project.

In conclusion, it is apparent that in the efforts to use technology, a by-product is increased
efficiencies in the areas of reservations and dispatch.
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Drivers

During the course of the day, the evaluator team traveled with two different drivers to interview
them and observe how the technology was being used.

The first person interviewed was a female driver (PCTS 1) who had worked at PCTS for eight
years. Her first three years were driving for the Winter Haven Area Transit (WHAT), which is a
fixed-route service operated separately by PCTS. She was not familiar with the project or the
grant used to obtain the MDTs and updated dispatching software.

The second person interviewed was a male driver (PCTS 2) who had worked at PCTS for 13
months and had no additional positions within PCTS. He was not familiar with the project or the
grant used to obtain the MDTs and updated dispatching software, but commented that not all
vehicles were equipped with the MDTs. Since he was a new employee, he did not always have a
vehicle equipped with an MDT. He also said he preferred vehicles with MDTs, since it allowed
him to complete his job more easily and helped eliminate mistakes.

Has your job changed as a result of this project?

PCTS 1 didn’t believe her basic job had changed over the past year, but aspects of it had. For
example, manifest updates, pick-up and drop-off reports, and breaks were reported using the
MDT instead of being called in over the radio, allowing her to be more efficient with the service
she provided.

PCTS 2 started as the MDTs were being installed on the vehicles and preferred vehicles with the
MDTs because there was less chance of a data error when manifests changed throughout the day.

Do you believe you have more or less efficient schedules?
PCTS 1 believed the ability to automatically send updates to the vehicles allowed dispatch to
better monitor service delivery and transfer runs as needed. She also thought due to the large

service area it was sometimes hard to generate an efficient schedule.

PCTS 2 indicated that he had not seen a change in the way his manifests were organized over the
past year. He said the schedule could be tight and sometimes did not provide enough time.

Do you believe you carry more or fewer customers in a day?

PCTS 1 indicated she carried more people, but could not say whether the increase in passengers
was due to the schedules or the number of eligible riders had increased. She noted that ridership
on two morning trips to group homes had not changed.

PCTS 2 indicated he carried more people now than when he started, but could not identify a
reason. He noticed two to three more people daily.
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Do you believe customers are on your vehicle for more or less time per trip?

PCTS 1 said customers were not on the vehicles for any different amount of time. The majority
of trips she operated carried people within the same geographical area and in cross-county trips
there was no mid-point drop-off or pick-up.

PCTS 2 said passengers were on the vehicle a shorter time either due to a scheduled stop order or
his knowledge of the service area. He added the MDTs did not provide maps and when he was
uncertain of a location, he consulted a map book or radioed dispatch.

Do you have more or fewer customer transferring between modes?

Both drivers indicated that none of their customers transferred between modes or PCTS vehicles.
One customer said he used both PCTS and WHAT to complete his trips independently of each
other.

What percentage of time have you had customers on-board the vehicle?

PCTS1 PCTS 2
No Customers 15% 10%
One Customer 55% 60%
Two Customers 25% 15%
Three Customers 10% 10%
Four or More Customers 5% 5%

Do customers express the need for more transportation, if so, where and when?

PCTS 1 said customers had expressed interest in later service, but could not provide specific
details. She did not know of any areas not serviced by PCTS where people wanted to go. She
knew some customers were transported out of the area for medical appointments, but had not run
any of those trips as of the interview.

PCTS 2 had not heard any comments from customers regarding the need for additional service
and was not sure if PCTS had enough drivers or vehicles to offer any service beyond what was
provided.

Have you received any training on the Mobile Data Terminals? Do you need any additional
training on their use?

PCTS 1 attended a two-hour training class when the MDTs were being installed and usually
drove a vehicle equipped with an MDT. PCTS 1 felt the training she attended was sufficient.
She only wished maps were added to the system to locate new developments.

PCTS 2 indicated he was put through a two-hour training course during his new hire training that
covered the MDTs use and functionality. He did not feel he needed any additional training, but
additional information, such as maps, could be provided through the MDTs.
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Do you use the Mobile Data Terminals? If so, how and what information do you get from them?
Is there additional information you would like them to display?

PCTS 1 indicated that the MDT could be used to check for updates to manifests and send
messages to dispatch, such as signing on at the beginning of the day, when she took breaks, and
signing off at the end of the day. Typically, she relied on the MDT for updates, but continued to
use the radio to inform dispatch of breaks. At the time of this report, the system displayed the
co-pay the customer was to pay, but it was not always accurate. On one particular trip, the
customer was a child and, according to policy, not required to pay the co-pay, even though the
system showed one. However, in such cases, the co-pay could be overridden by the driver.

PCTS 2 indicated that he used the MDT for a variety of tasks, including manifest updates,
confirmations, and messaging dispatch. He also said the fare displayed was not always correct
and the MDT did not offer a way to indicate if a customer had a monthly pass.

Central Florida Regional Transportation Authority (LYNX) & MV Transportation

On Thursday, October 2, 2008, the evaluator team visited the office of MV Transportation, the
contract transportation provider for LYNX, surveying and observing staff from the billing,
customer service, and dispatch departments as well as drivers who operate vehicles within the
geographic areas of the Rural ITS project.

Customer Service and Dispatch

The evaluator conducted six surveys with MV staff that work for ACCESS LYNX in positions in
or related to dispatch, scheduling, or customer service. The day the evaluator team visited to
conduct interviews, MV was experiencing a staff shortage and all regular reservationists were
busy and not available to participate. Due to the unavailability of the reservationists, the
evaluator conducted interviews with the available MV staff from other departments in an attempt
to obtain some insight and useful comments regarding the Rural ITS project. Most of the staff
available had experience in other positions, including reservations. The average employment
term of those interviewed was over eight years. Some of the employees had been employed
directly by LYNX prior to the contract with MV Transportation for this operation.

While most (five out of six interviewed) individuals indicated they were a little familiar with the
project, most knew of it in terms of the implementation of the MDTs and Trapeze PASS
interface, rather than the overall goal of using technology to coordinate trips between agencies.
Overall, most agreed that the technology of the MDTs had decreased work and increased
efficiency of various parts of service. This is shown in several points:

1. MDT interface with Trapeze PASS allows for regular manifest updates. Data from
MDTs is transferred to Trapeze PASS. Manifests within Trapeze PASS are updated with
“performed” data and estimates are projected into the future trips. Previously,
dispatchers would manually enter the data from performed trips into Trapeze PASS every
hour.
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2. Because of the regular and accurate updates to the Trapeze PASS data, staff can have a
more accurate idea of the status of a manifest. For example, a reservationist may receive
a call asking how soon the customer’s pickup will happen. The reservationist can look in
Trapeze PASS and find information that is more accurate and readily available than
before this technology was installed, greatly reducing the time for this type of call.
Previously, a reservationist would call a dispatcher, who would then need to call a driver
and wait for a reply. Since MV’s policy required drivers to stop before radioing, the
inquiry could take a considerable amount of time. Manifest updates for customer
changes are now easier to perform and take less time. For changes in a trip (cancellation,
time change, etc.), the reservationist can make the change in Trapeze PASS, and the
change will be sent to the driver’s electronic manifest on the MDT. If the time of change
is near the actual time of the trip, the reservationist will call dispatch to confirm.

3. Dispatchers can send text messages to drivers. Again, this can save time over using the
radio’s voice channel to converse with a driver. The dispatcher sends the text message
and receives a confirmation when the driver has acknowledged the message. The
dispatcher does not need to wait for a response and can continue on to other activities.

4. Due to drivers’ use of MDT for manifest and driving directions, the dispatchers spend
noticeably less time conversing on the radio.

5. If a dispatcher needs to add a trip to a manifest, he or she can more easily find a close
vehicle, based upon updated location of vehicles at that time.

6. Manifest reconciliations are more feasible due to the accuracy and availability of data
from the MDTs. This may be related more to billing, but could be used for customer
service purposes, as well.

One negative comment regarding this project was based upon the procedure of trip sharing,
rather than the technology efficiencies. The agreement states that each agency will check for
potentially shared trips in the late afternoon. According to the scheduler interview, this is the
busiest time for him and not a good time to have to work on coordination of these trips. He
suggested having the time earlier in the day.

Another statement regarding the MDTSs is that they are limited with the maps. If there is no map
for an area, possibly outside of the regular service area, then Trapeze PASS cannot determine a
routing solution. Additionally, as population areas grow and new streets form, map data needs to
be updated to keep routing and other associated data solutions accurate. Once MV identified this
issue, they were able to work out resolutions with manual routing.

The only reservationist information came from a staff member who could comment on
reservationist activities based upon a previous position. This information indicated that the
process for taking reservations had not changed as a result of this project. The outcome to the
customer had not changed either.
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As for actual improvement in service to the customer, there were a few perceptions mentioned by
MYV staff:

1. Increased on-time performance.

2. Increased comfort of the customer with their knowing the driver has good clear driving
directions as given by the MDT.

3. Decreased accidents.

Overall, staff impressions of this project were very positive. General improvements to the way
they perform their jobs have created improved perceptions of job efficiency and service
performance.

Drivers

During the course of the day, the evaluator team interviewed two staff members who recently
were promoted from drivers to a road supervisor and a trainer. In addition, one active driver was
interviewed and observed as to how the technology was being used.

The first person interviewed was a female trainer (MV 1) who had started working for MV
Transportation almost 20 months ago as a driver and was promoted to a trainer after one year.
When she first started, the MDTs were being installed in the vehicles, but she was unaware of
the overall project at that time. She became more aware of the cooperative agreement after she
was promoted and more involved in operations.

The second person interviewed was a male road supervisor (MV 2) who started working for MV
Transportation approximately two years ago as a driver. He was promoted to his current position
after being with the company for less than one year. At the time of his hiring, no information
was given about the cooperative agreement or how the MDTs were obtained. As he became
more involved in operations, he learned of the cooperative agreement and related service.

The third person interviewed was a male driver (MV 3) who started with MV Transportation
nine months ago. He had not held any additional positions at MV Transportation or LYNX.
When he started working for MV, the MDTs were already installed in the vehicles. He was not
familiar with the project or the grant used to obtain the MDTs and updated dispatching software.

Has your job changed as a result of this project?

MV 1 indicated that her job had changed due to increased knowledge of how the MDTs work
and what information could be provided through this technology. In her current position, she
helped create a better training program for new drivers on how to use the MDTs more efficiently.

MYV 2 could not identify if his job changed significantly, as he was promoted to a road supervisor
after the equipment was installed. He said with the new technology he could easily locate
vehicles to determine if drivers were on time and performing their job according to manifest and
company policies.
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Do you believe you have more or less efficient schedules?

MV 1 said the ability to automatically send updates to the vehicles allowed dispatch to better
monitor service delivery and transfer trips as needed. She also said that due to the large service
area and number of trips operated, some manifests were not efficient.

MV 2 said he ran the manifest as the computer gave it to him and rarely had a problem being
able to make pick-up and drop-offs according to schedule. He indicated that the computer-
guided directions were not always accurate or efficient, and he sometimes deviated from them.

MYV 3 indicated that he had not seen a change in the way his manifests were organized over the
past year, adding that the schedule can be tight and in some cases did not provide enough time.

Do you believe you carry more or fewer customers in a day?

MV 1 said the service carried more people, but could not say whether it was due to the
schedules, greater number of eligible riders or another reason. She also said MV Transportation
added extra drivers during the past year to handle increased business.

MV 2 did not know if he carried more or fewer customers each day.

MV 3 said the service carried more people now than when he started, but did not know why. He
knew of three or four additional vehicles on the street each day handling paratransit.

Do you believe customers are on your vehicle for more or less time per trip?
MV 1 did not indicate that customers were on the vehicles for any different amount of time
compared to when she was a driver. She continued to ride with drivers during their on-the-road

training.

MYV 2 felt there was no change in the average time customers were on the vehicle. He said that
about half of the customers traveled short distances and were on the vehicle less than 45 minutes.

MYV 3 felt customers were not on the vehicle any longer than they were when he was driving. He
commented that he was unsure of any increase in complaints regarding customers remaining on
the vehicle for longer time periods.

Do you have more or fewer customers transferring between modes?

All three interviewees indicated that the only customers transferring between vehicles were the
Pick Up Line customers, who transferred to and/or from the LYNX fixed-route buses.
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What percentage of time have you had customers on-board the vehicle?

MV 1 MV 3 MV 2
No Customers 5% 5% 5%
One Customer 10% 70% 15%
Two Customers 75% 15% 65%
Three Customers 5% 5% 10%
Four or More Customers 5% 5% 5%

Do customers express the need for more transportation? If so, where and when?

MV 1 and MV 3 indicated that customers had expressed an interest in service to Polk County as
Orlando continued to expand beyond the current tri-county area.

MV 2 did not recall any comments from customers asking for expanded service of the paratransit
service.

Have you received any training on the Mobile Data Terminals? Do you need any additional
training on their use?

MV 1 attended a two-hour training class when she was hired. MV 1 participated in the
expansion of the training program after being promoted to her current position. She had a few
people return for additional training during the past year. She said the biggest problem with the
MDTs was the maps were not current and did not include surrounding areas.

MYV 2 indicated that he went through MDT training as a portion of his new-hire training, but did
not recall how much time was devoted to that training. He did not feel as if he needed additional
training.

MYV 3 indicated that he went through a two-hour training course during his new-hire training that
covered the MDTs use and functionality. MV 3 commented that he learned more about the
MDT through the process of using the equipment. He also mentioned that the training program
has since been updated and now includes areas not originally covered.

Do you use the Mobile Data Terminals? If so, how and what information do you get from them?
Is there additional information you would like them to display?

MV 1 said that MDTs were used to locate each vehicle, then indicate its next action (pick-up or
drop-off), and to send messages between the vehicle and dispatch. She explained that when the
driver begins his or her run, the MDT will give turn-by-turn directions to each location and can
update the directions en route if the driver misses a turn. The system only contains data for the
tri-county area and if the vehicle leaves the area, the MDT will repeat, “off route, turn around.”
She also mentioned that the maps were last updated two years ago and now do not include
several new roads.
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MV 2 said that the MDTs provide turn-by-turn directions, along with his manifest. (The
evaluator’s note regarding the turn-by-turn directions: While onboard conducting the
observations, the GPS directed the vehicle to stop directly in front of a customer’s apartment.)
MV 2 also said that the maps were not always accurate.

MV 3 also commented that the MDTs were used to locate each vehicle, indicate its next action
(pick-up or drop-off), and to send messages between the vehicle and dispatch. As a road
supervisor, he found the ability to track a vehicle’s current location was the best feature of the
MDTs. Tracking the vehicle’s current location has allowed MV 3 to monitor drivers and
dispatchers and to be proactive when problems occurred.

Goal 2: Coordinate billing processes and funding sources to maximize the availability of
transportation services within the rural areas.

Objective 1: Test how technology can increase coordination of finances for transportation
services shared between multiple agencies.

Strategies:

1. Utilizing Trapeze to track trips provided by each agency on a monthly basis. Each
agency will provide a monthly list of eligible customers for trip purposes. By the
10th of the following month each agency will provide a list of all passengers carried
via e-mail that are customers in the other agency's service area. LYNX will provide
customer name, trip purpose, trip type, and distance traveled to PCTS. PCTS will
provide to LYNX the customer name, trip purpose, trip type, and time taken to
complete travel.

The evaluator interviewed staff from the billing department at each agency in order to
understand the details and efficiencies of the billing procedures. At the time of the
interviews, LYNX and PCTS had not shared a trip; therefore, the agencies had not used
the billing procedures. Since that time, however, PCTS has performed and billed LYNX
for 11 coordinated trips under the State of Florida’s Transportation Disadvantaged
program in the post project period.

PCTS

When the evaluator team visited PCTS, the billing department employee interviewed had
little knowledge of the project, but did have an understanding of a general procedure in
place to bill an outside agency for trips performed. (Because PCTS is part of Polk
County, the county accounting department is also part of this process.) The PCTS staff
person believed that the procedure for this project should be an acceptable modification
of the current process.

Since the time of the interview, PCTS operated 11 trips for LYNX in October 2008,
although none have occurred since. The details of the procedure were:
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1. Trip Request and Performance: LYNX identified trips as candidates for
PCTS to operate. LYNX and PCTS exchanged trip information. PCTS
manually added trip details to Trapeze PASS, including an appropriate
code identifying the trip as the responsibility of PCTS. The trip was then
performed.

2. Monthly Report: PCTS staff ran a report that showed all trips coded as
LYNX trips. The report pulls the information directly from Trapeze
PASS. A copy of the PCTS Report for Shard Trip Identification is
presented as Appendix 6.

3. From the report, PCTS staff created an invoice to charge LYNX for the
cost of the trips.

4. Invoice Submittal: The invoice was sent to LYNX via email. This
allowed for immediate receipt and processing by LYNX.

5. Payment: After LYNX completed the internal process for payment, the
payment was sent to PCTS. In the future, PCTS and LYNX will
coordinate electronic payments; however, the process will still require
some manual processing.  Appendix 5 presents the Rural ITS
Demonstration Project Standard Operating Procedures.

LYNX

The LYNX staff person interviewed for this project was the Supervisor of Revenue
Collection. She oversaw the billing of trips by LYNX to PCTS and has been in the
current position for about three years and with LYNX for ten years. Because of this
project, the new billing procedure has been implemented. Like PCTS, LYNX has
coordinated trips with other agencies. The procedure for billing PCTS was:

1. Number of passengers billable to PCTS identified and sent to billing
department.

2. Operations generated invoice using Crystal Reports on a monthly basis by
funding source.

3. Invoice/bill scanned and transmitted to PCTS.

4. PCTS wired funds to LYNX, once PCTS set up electronic funds transfer
capabilities. Payment was manual until such time.

Additionally, LYNX used procedures to bill and pay for trips provided by PCTS. For
the trips provided after the interview, LYNX received an invoice for 11 trips provided in
October 2008. All of these trips were provided under the Transportation Disadvantaged
(TD) funding source and consequently billed to the Commission for the Transportation
Disadvantaged, as were all trips funded in this manner. As part of the regular billing that
LYNX completes for TD trips, LYNX invoiced the CTD for the trips operated by PCTS
as they were identified within the LYNX Trapeze PASS software system. The TD trip
billing is presented as Appendix 8 of this report.

Objective 2: Coordinate billing for various services tested through this pilot utilizing
technology.
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1. LYNX and PCTS will seek methods to bill all paratransit funding sources through
electronic mechanisms as well as receive payments electronically.

LYNX electronically bills Florida Medicaid for all of its paratransit trips. All other
agencies, including the Florida CTD, continue to receive hard copy invoices.

Objective 3: Seek opportunities to find additional funding sources or use savings to extend
transportation services.

1. Jointly seek opportunities to further service to the rural area by partnering to
secure funding through FDOT service development grants and Federal JARC and
NFP.

Neither transit agency could identify any new grant funds that were received during the
project or post project periods to support transit service in the project area.

While the effort has occurred subsequent to the post-project period, PCTS has requested
LYNX to operate an additional Pick Up Line flex-route service in the Polk County
portion of Poinciana, contingent upon PCTS receiving a New Freedom Program grant
award from the Florida Department of Transportation.
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Table 6: Goal 2 Data Collection Results

Pre-Project

During-Project

Post-Project

(Apr. 2006-Jan. 2007)

(Apr. 2007-Jan. 2008)

(Apr. 2008-Jan 2009)

Goal |[Objective |Strategy Measure(s) LYNX PCTS LYNX PCTS LYNX PCTS
Coordinate billing for various services tested through this pilot utilizing technology|
and seek opportunities to find additional funding sources or use savings to extend
transportation services.
Test how technology can increase coordination of finances for transportation services shared between multiple agencies.
# of LYNX trips
. . . billed by PCTS
1. Utilizing Trapeze track trips provided by each
agency on a monthly basis. Each agency will
provide a monthly list of eligible customers for trip N/A 0 N/A 0 N/A 0
purposes. By the 10th of the following month each
agency will provide a list of all passengers carried
via the other agency. )
# of PCTS trips
billed by LYNX
0 N/A 0 N/A 11 N/A
Coordinate billing for various services tested through this pilot utilizing technology
1. LYNX and PCTS will seek methods to bill all
paratransit funding sources through electronic % of trips billed
mechanisms, as well as receive payments electronically
electronically.
0.00% 0.00% 100.00% 0.00% 100.00% 0.00%
Seek opportunities to find additional funding sources or use savings to extend transportation services.
Large Urban Area
(5307)
$0.00 $0.00 $0.00 $0.00 $0.00 $0.00
Transportation for
Elderly Persons and
Persons with
Disabilities (5310) $0.00 $0.00 $0.00 $0.00 $0.00 $0.00
Rural and Small
1. Jointly seek opportunities to further service to the |Urban Areas (5311) $0.00 $0.00 $0.00 $0.00 $0.00 $0.00
rural area by partnering to secure funding through  [35p Access and
FDOT service development grants and Federal Reverse Commute
JARC and NFP. (5316) $0.00 $0.00 $0.00 $0.00 $0.00 $0.00
New Freedom (5317)
$0.00 $0.00 $0.00 $0.00 $0.00 $0.00
FDOT Service
Development $000 | $0.00 | $000 | $000 | $0.00 | $0.00
Rural ITS
Demonstration Grant
$347,000 $0.00 $0.00 $0.00 $0.00 $0.00
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Goal 3: Demonstrate and evaluate how innovative ITS technologies could be utilized to enhance
options in rural communities.

Objective 1: Utilize technologies to maintain or improve customer satisfaction.

Strategy:

1. Both systems monitor call center statistics and adjust procedures, as necessary.

PCTS was able to provide data for the call hold times and length of call measures.
LYNX was able to provide data for the call hold times measure. Neither agency was
able to provide data for the dropped calls nor the trips requested versus trips reserved
measures.

At PCTS, call hold times increased from one minute, 30 seconds during the pre-project
period to one minute, 54 seconds during the post-project period. However, PCTS was
able to reduce its length of time per call from two minutes, 29 seconds in the pre-project
period to two minutes, 25 seconds in the post project period. At LYNX, call hold times
increases from two minutes, 39 seconds during the pre-project period to three minutes,
five seconds in the during project period, to three minutes, 11 seconds in the post-project
period.

Objective 2: Utilize technologies to maintain or improve transportation services.

Strategy:

1. Ensure at least same level of service for paratransit customers.

2.

In terms of the measure, completed trips versus reserved trips, both agencies declined in
their performance, with a sharper decline experienced by PCTS. For LYNX, during the
pre-project period the number of completed trips versus reserved trips was 96.03 percent,
similar to PCTS at 96.38 percent. During the during project period, this measure
declined to 95.84 percent for LYNX and 93.91 percent for PCTS. The decline for both
agencies continued in the post-project period, falling to 94.21 percent for LYNX and
92.28 percent for PCTS.

Paratransit on-time performance for both agencies remained relatively constant during the
project. For LYNX, 90.33 percent of its paratransit trips were on time during the pre-
project period, and 89.34 percent of its paratransit trips were on time during the post-
project period, a difference of less than one full percentage point. For PCTS, 91.37
percent of its paratransit trips were on time during the pre-project period, and 90.66
percent of its trips were on time during the post-project period, again representing a
difference of less than one full percentage point.

In terms of the number of no shows, both LYNX and PCTS saw significant increases.
For LYNX, the number of no shows climbed 98.93 percent from 1,406 in the pre-project
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period to 2,797 in the post-project period; largely due to policy changes in the post-
project period that considered “will call” trips to be “no show” trips. For PCTS, the rate
of increase for no shows was 169.97 percent, from 353 during the pre-project period to
953 during the post-project period.

Only LYNX reported the number of missed trips it experienced during the project
period. Between the pre-project and during project periods, the number of missed trips
declined sharply from 184 to 95. However, between the during project and post project
periods, the number of missed trips increased to 117, although still lower than that of the

pre-project period.

It is worth noting that for both agencies during the project period demand for paratransit
service increased significantly. For LYNX, the number of reserved trips increased 25.74
percent from 40,038 during the pre-project period to 50,345 during the post-project
period. For PCTS, the number of reserved trips increased 26.54 percent from 9,758
during the pre-project period to 12,348 during the post-project period.
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Table 7: Goal 3 Data Collection Results

Pre-Project During-Project Post-Project

(Apr. 2006-Jan. 2007) | (Apr. 2007-Jan. 2008) | (Apr. 2008-Jan 2009)

Goal [Objective  [Strategy |Measure(s) LYNX | PCTS LYNX PCTS LYNX PCTS

Demonstrate and evaluate how innovative ITS technologies could be
utilized to enhance options in rural communities.

Utilize technologies to maintain or improve customer satisfaction.

Call hold times

2:39 1:30 3:05 0:42 3:11 1:54
No Call No Call No Call
Length of call Time Data Time Data Time Data

1. Both systems monitor call

Provided 2:29 Provided 2:23 Provided 2:25

center statistics and adjust
procedures, as necessary.

Dropped calls

No Call Time Data
Provided

No Call Time Data
Provided

No Call Time Data
Provided

Trips requested/trips
reserved for each

No Call Time Data

No Call Time Data

No Call Time Data

call center Provided Provided Provided
Customer survey
responses from Link Conducted | Conducted | Conducted

2. Improve customer satisfaction |26, PickUpLine, On-Board | On-Board | On-Board

with available transit service. ACCESS LYNX, & & &
and PCTS Telephone | Telephone | Telephone
paratransit N/A N/A Surveys Surveys Surveys N/A

Utilize technologies to maintain or improve transportation services.

96.03% 96.38% 95.84% 93.91% 94.21% 92.28%
34,448 9,405 41,429 10,016 47,431 11,395
/40,038 /9,758 143,229 /10,665 /50,345 /12,348

Completed
trips/reserved trips

On-time

performance

90.33% 91.37% 90.19% 91.18% 89.34% 90.66%

1. Ensure at least same level of

. . # of no-shows
service for paratransit customers.

1,406 353 1,705 649 2,797 953
# of missed trips
184 N/A 95 N/A 117 N/A
Average trip length Data Not

$12.42 $13.27 $11.92 $13.08 $10.76 Provided
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Objective 1: Utilize technologies to maintain or improve transportation services.
Strategy:
1. Improve customer satisfaction with available transit service.

Since a customer satisfaction survey was not taken during the pre-project period, it is
difficult to measure whether satisfaction improved or worsened with the implementation
of rural ITS. As part of the evaluation, the evaluator conducted comprehensive passenger
on-board and telephone surveys to collect customer satisfaction data from the during and
post-project periods. The survey results provide a significant level of insight as to
customer satisfaction with the service utilizing Rural ITS. The first principle survey
effort was an on-board survey of LYNX’s Link 26 fixed-route bus passengers, Poinciana
Pick Up Line passengers, and ACCESS LYNX and PCTS paratransit passengers. The
second survey effort conducted consisted of a follow-up telephone survey of those
passengers who are clients of ACCESS LYNX, but traveled on coordinated paratransit
trips operated by PCTS. The survey results of both efforts are presented below.

Principle On-Board and Telephone Survey Results

On-Board Survey Results

A total of 244 customers from the fixed-route Link 26, Poinciana Pick Up Line, and ACCESS
LYNX and PCTS paratransit service participated in the on-board survey effort. A complete
summary of the survey results are presented as Appendix 9.

The Link 26 carries an average of 800 people each weekday. During the two days on-board the
fixed-route bus, surveys were conducted with a total of 205 customers: 107 customers or 13.34
percent on Monday, September 29 and 98 customers or 12.25 percent on Tuesday, September 30.

The Pick Up Line carried 25 people on Monday, September 29, 2008, of which 13 or 52 percent
responded to the survey. On Tuesday, September 30, 2008, Pick Up Line carried 29 customers,
of which 13 or 44.83 percent responded to the survey. LYNX and MV Transportation are able to
provide accurate daily totals for the Pick Up Line. Due to the high volume of passengers each
day on Link 26, it is not possible to obtain an accurate total for each individual day; therefore,
average daily totals are used.
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Figure 5: Survey Respondent Gender
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Of those responding, 99, or 40.57 percent, of the total responses were male; 125, or 51.23
percent, were female; and 20, or 8.20 percent, declined to respond to this question. Paratransit
showed a reverse of these numbers with 70 percent being male and 30 percent female.
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Figure 6: Survey Respondent Age
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For classification purposes six different age brackets were created and are presented in Table 8.
Of the respondents surveyed, 74 or 30.33 percent were age 18 or younger, 51 or 20.90 percent
were 19 to 25, 29 or 11.89 percent were 26 to 35, 35 or 14.34 percent were 36 to 45, 33 or 13.52
percent were 46 to 65, 19 or 7.79 percent were over the age of 65, and 3 or 1.23 percent declined
to answer the question. The majority of survey respondents were 18 years of age and under.

Table 8: Survey Respondent Age Brackets

Age Brackets
0-18 years
19-25 years
26-35 years
36-45 years
46-65 years

66 and older
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Figure 7: Number of Household Vehicles
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According to the survey results 73 or 29.92 percent said there are no cars in their household. 86
or 35.25 percent had at least one car available, 53 or 21.72 percent had two cars available, 18 or
7.38 percent had three cars available, and 14 or 5.74 percent had four or more cars available. For
the people surveyed on paratransit approximately 50 percent reported having no car available in
their household and an additional 25 percent reported having only one car available.
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Figure 8: Do You Use More Than One Mode to Complete a Single Trip?
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When asked if they use more than one mode of transit for completing a single trip, 118, or 48.36
percent said they did while 96 or 39.34 percent said they did not and 30 or 12.3 percent declined
to answer. Only one person on paratransit said that they use more than one mode to complete a
single trip.
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Figure 9: What Modes of Transit Do You Use?
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Related to the total modes utilized question, survey respondents were asked which modes they
use, 219 people indicated they use fixed-route, 19 indicated they use paratransit, and 36 indicated
they use Pick Up Line. Based on observations and comments received during the survey process
it would appear that people will use fixed-route and Pick Up Line together, but not paratransit
and fixed-route or Pick Up Line.
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Figure 10: Number of Days Transit Used
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In helping to discover how often people are using transit, survey respondents were asked about
how many days a week they use transit. The results were: 17 or 6.97 percent said they use transit
once a week; 18 or 7.38 percent said they use it two days a week; 31 or 12.70 percent said they
use it three days a week; 32 or 13.11 percent said they use it four days a week; 72 or 29.51
percent said they use it five days a week; 40 or 16.39 percent said they use it six days a week; 21
or 8.61 percent said they use it seven days a week; and 21 or 8.61 percent declined to answer the
question. All 21 people who indicated they use transit seven days a week were from LYNX’s
Link 26. Both Link 26 and Pick Up Line do not operate on Sunday, so these individuals would
be utilizing paratransit or private transportation providers on Sunday.
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Figure 11: How Often Do You Use Transit Compared to One Year Ago?
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The entire public transportation industry has seen increases in ridership over the past year due to
various factors. Respondents were asked if they use transit more, less, or about the same as a
year ago; 21 or 8.61 percent indicated they use transit less, but no clear reasons as to why were
provided. Ninety-seven, or 39.75 percent, indicated they use transit about the same as they did a
year ago, and 95 percent of all paratransit users indicated they use it about the same. Of all
survey respondents, a total of 106 people or 43.44 percent indicated they use transit more then
they did a year ago and 20 people, or 8.20 percent, declined to answer the question. Of the
reasons cited for using transit more, fuel prices, and repair bills were the most frequent reason.
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Figure 12: Trip Purpose
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Purpose of Trip

Survey respondents were asked about the purpose of their trip or their most recent trip for those

contacted by telephone. Of the 244 respondents, 100 or 40.98 percent indicated they were

traveling to/from work, 55 or 22.54 percent indicated they were going to/from school, 24 or 9.84
percent indicated they were going to/from a medical appointment, 25 or 10.66 percent said they
were traveling to go shopping, 35 or 14.34 percent indicated another reason for their trip or
indicated more then one purpose, and four or 1.64 percent declined to answer the question.
Paratransit users indicated their primary trip purpose was for doctor and other medical

appointments.
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Figure 13: How Would You Complete This Trip If Transit Were Not Available?
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Respondents were asked how they would go about completing their trip, if transit were not
available. Of the respondents surveyed, 56 or 22.95 percent indicated they simply would not go,
19 or 7.79 percent indicated they would drive themselves, 100 or 40.98 percent would ride with
someone else (including family), 32 or 13.11 percent would walk, 6 or 2.48 percent would bike,
11 or 4.51 percent would use a taxi, 14 or 5.71 percent would use some other method, and 6 or
2.46 percent didn’t answer this question. Of the respondents who indicated another mode not
listed on the survey instruments, the answers included pray, fly, I have no other way, and
hitchhike.
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Figure 14: Number of People Traveling With You
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To determine how effectively transit is being used, the respondents were asked how many people
were traveling with them on the day they were surveyed. One hundred twenty-two, or 50 percent
indicated they were traveling alone, 61 or 25 percent indicated that they were traveling with one
additional person, 37 or 15.16 percent indicated they were traveling with two people, 10 or 4.10
percent indicated they were traveling with three other people, and 14 or 5.71 percent indicated
they were traveling with four or more people. During the survey analyses, it was noted that
several people who indicated they were in the age under 18 years of age and using transit for
school, indicated traveling in a group of more than just themselves.
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Figure 15: Trip Length
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To determine efficiency of the transit services, the respondents were asked to indicate the length
of their trip. Of the respondents surveyed, 38 or 15.57 percent indicated their trip is less than 15
minutes, 60 or 24.59 percent indicated their trip is between 16 to 30 minutes, 34 or 13.93
percent indicated their trip is between 31 to 45 minutes, 25 or 10.66 percent indicated a trip time
of 46 to 59 minutes, 46 or 8.85 percent indicated their trip takes one to one and a half hours, 12
or 4.92 percent indicated their trip takes one and half hours to two hours, 18 or 7.38 percent
indicated their trip takes over two hours to complete, and ten or 4.10 percent declined to answer
the question. No paratransit users indicated a trip length that exceeded two hours during the
survey; however, two respondents indicated that they have experienced a trip in the past that was
longer than two hours.
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Figure 16: How Did You Learn About the Transit Services?
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Fifteen people, or 6.15 percent of all respondents, indicated that they learned about the service
from television, eight people or 3.28 percent indicated they read about the transit service in the
newspaper; two people or 0.82 percent learned about the transit service from the internet; 70
people or 28.69 percent heard about the service from a friend, 102 people or 41.80 percent saw
the vehicle on the street, 29 people or 11.89 percent indicated they learned about the service from
another source; and 14 people or 5.74 percent did not answer the question. The majority of
people who use paratransit service indicated that they learned about the service from another
source which included a variety of social service agencies.

December 2010 62



LYNX/PCTS Rural ITS Demonstration Project

Satisfaction Questions

To help determine customer satisfaction with LYNX and PCTS service, survey respondents were
asked eight questions pertaining to the transit services. Respondents were asked to rate their
responses using a scale of 1 to 5, with 1 being least satisfied and 5 being most satisfied.

Figure 17: Vehicle Transfers
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The evaluator team asked customers to rate their ability or ease to transfer between vehicles at
designated transfer points. Twenty-One people or 8.61 percent indicated it was very difficult
(responded one) to transfer; 27 or 11.07 percent indicated it was difficult (responded two); 61
people or 25 percent indicated it was medium (responded three), 38 or 15.57 percent indicated it
was easy (responded four) to transfer, 58 or 23.77 percent indicated it was very easy (responded
five) to transfer; and 39 or 15.98 percent did not respond to this question.
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Figure 18: Ease of Reservation
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Survey respondents were asked to indicate the ease of making reservations on the Pick Up Line,
making reservations for paratransit service, or obtaining schedule information for LYNX buses.
Seventeen or 6.97 percent indicated it was very difficult to make a reservation or obtain
information, 36 or 14.75 percent indicated it was difficult; 66 or 27.05 percent indicated medium
difficulty with reservations or obtaining information, 38 or 15.57 percent indicated it was easy;
48 or 19.67 percent indicated it was very easy to make a reservation or obtain information, and
44 or 18.03 percent did not answer the question.
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Figure 19: On-Time Performance
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The evaluator asked customers to rate the on-time performance of their trips. Of the survey
responses received, 33 people or 13.52 percent indicated that the on-time performance of their
trip was bad; 36 or 14.75 percent indicated poor on-time performance; 47 or 19.26 percent
indicated acceptable on-time performance; 47 or 19.26 percent indicated a good rating; 58 or
23.77 percent indicated a response of excellent on-time performance, and 23 people or 9.43
percent did not respond to this question. Overall, the majority of respondents indicated that the
service on-time performance was excellent.
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Figure 20: Safety and Security
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Survey respondents were asked to rate their feelings regarding safety and security on-board the
transit vehicles. The majority of respondents indicated that the safety and security of the
vehicles were excellent. Of the total responses, 20 people or 8.20 percent indicated a bad (level
1) rating for safety and security, 17 or 6.97 percent indicated a poor (level 2) rating; 37 or 15.16
percent indicated an acceptable (level 3) rating; 51 or 20.90 percent indicated a good (level 4)
rating; 94 or 38.52 percent indicated a excellent (level 5) rating on safety and security, and 25
people or 10.25 percent did not respond to this question.
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Figure 21: Driver Competence
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Survey respondents were asked to rate the competence of the driver on-board their trip. The
majority of respondents rated the driver’s competence as excellent. Of the total survey
responses, 17 or 6.97 percent indicated that the driver’s competence was bad (level 1), nine or
3.69 percent indicated that the driver’s competence was poor (level 2), 48 or 19.67 percent
indicated that the driver’s competence level was acceptable (level 3), 49 or 20.8 percent
indicated that the driver’s competence level was good (level 4), 81 or 33.20 percent indicated
that the driver’s competence was excellent (level 5), and 40 or 16.39 percent did not answer the
question.
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Figure 22: Fare
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At the time of the on-board survey, the current fixed-route base fare for LYNX is $1.75 with a
free transfer that is valid for 90 minutes after the transfer is issued. Transfers cannot be used on
the same route. The Pick Up Line base fare was $2.50, and the paratransit fares vary by agency
and funding source. Survey respondents were asked to rate their level of satisfaction with the
fare. The majority of respondents rated the current fare at an excellent level. Of the total
responses, 34 people or 13.93 percent indicated the fare was bad (level 1), 40 or 16.39 percent
indicated the fare was poor (level 2), 45 people or 18.44 percent indicated the fare was
acceptable (level 3), 42 or 17.21 percent indicated the fare was good (level 4), 55 or 22.54
percent indicated the current fare was at an excellent level (level 5), and 28 or 11.48 percent did
not respond to the question.

Based on a previous fare survey completed by LYNX and PCTS, customers indicated that they
preferred a Pick Up Line fare of $2.00. However, during the Rural ITS evaluation on-board
survey, no respondents indicated that they were dissatisfied with the current Pick Up Line fare of
$2.50. Based on the survey results, the fare of $2.50 appears to be in line with market
expectations.

Effective January 2009, the LYNX fixed-route base fare was increased to $2.00 for the full fare
and $1.00 for the discounted fare. In addition, the Pick Up Line fare was adjusted to be
consistent with the fixed-route full and discounted fares, $2.00 and $1.00, respectively.
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Figure 23: Vehicle Comfort
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LYNX uses a variety of different vehicle manufactures with different seat configurations and
assigns them as needed to the fixed route fleet. The majority of paratransit and Pick Up Line
vehicles are constructed with similar seats, although in different configurations depending on the
intended purpose of the vehicle. Survey respondents were asked to rate the comfort of the
vehicle during their trip. The majority of respondents on the fixed-route, Pick Up Line, and
paratransit vehicles indicated an excellent level of comfort. Of the total survey responses, 15 or
6.15 percent indicated a bad level of comfort (level 1); 19 or 7.79 percent indicated a poor level
of comfort (level 2); 52 or 21.31 percent indicated an acceptable level of comfort (level 3); 44 or
18.03 percent indicated a good level of comfort (level 4); 83 people or 34.02 percent indicated an
excellent level of vehicle comfort (level 5), and 31 or 12.70 percent did not respond to this
question.
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Figure 24: Stop/Transfer Point Comfort
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During the course of this project the Poinciana Pick Up Line service was established with a
designated transfer point. The Pick Up Line transfer point was established in addition to the
existing LYNX Transfer Stations, Super Stops, and transfer points. Survey respondents were
asked to rate the comfort at the stops/transfer points. Out of the total responses, 16 people or
6.56 percent indicated a bad level of comfort (level 1); 27 or 11.07 percent indicated a poor level
of comfort (level 2); 56 or 22.95 percent indicated an acceptable level of comfort (level 3); 41 or
16.80 percent indicated a good level of comfort (level 4); 60 people or 24.59 percent indicated an
excellent level of stop/transfer point comfort (level 5), and 44 or 18.03 percent did not answer
the question. The majority of fixed-route customers indicated an acceptable level of comfort;
however, the majority of Pick Up Line customers indicated an excellent level of comfort. The
majority of paratransit passenger did not provide responses to this question.
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Telephone Survey Results: Follow-Up Survey for Coordinated Trip Passengers

On December 12, 2008, the evaluator contacted six ACCESS LYNX customers who completed
coordination trips on PCTS in October 2008. The telephone survey consisted of the same
questions asked during the on-board survey effort conducted in early October. At the time of the
on-board survey, LYNX and PCTS had not coordinated trips; therefore, the follow-up telephone
surveys were completed in an effort to obtain information from the passengers who completed a
coordinated trip.

A total of six ACCESS LYNX customers were transported on PCTS vehicles. Of those six
passengers, three were ambulatory, two used wheelchairs, and one required the use of a lift. All
six passengers were surveyed in Spanish as that was their primary language.

Figure 25: Gender
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Gender

Four of the six passengers (66.66 percent) were females and two of the passengers (33.33
percent) were male. The gender distribution of the telephone survey participants was the
opposite of the on-board survey paratransit participants, in which males doubled females.
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Figure 26: Age
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Similar to the age classifications used during the on-board survey, responses from the telephone
were distributed among six age brackets. Of the six respondents, one or 16.67 percent was
between the ages of 26 to 35, one or 16.67 percent was between the ages of 36 to 45, three or 50
percent were between the ages of 46 to 65, and one or 16.67 percent were over the age of 65.
The majority of the telephone survey respondents were between the ages of 46 and 65.
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Figure 27: Number of Household Vehicles
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According to the survey, three or 50 percent of the respondents indicated that there were no cars
available in their household and three or 50 percent had at least one car available. These results
were similar to the first survey, in which most customers either did not have a car or only had
one car available for the home.

December 2010 73



LYNX/PCTS Rural ITS Demonstration Project

Figure 28: Do You Use More Than One Transit Mode to Complete a Single Trip?
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Of the six customers surveyed, none used more than one mode of transit for completing their
trip. The same result was found during the on-board surveys completed with the paratransit
customers that indicated only one PCTS paratransit customer used more than one mode to
complete a single trip.
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Figure 29: What Modes of Transit Do You Use?
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In terms of modes used overall, one of the six passengers surveyed indicated that they also used a
LYNX fixed-route bus in addition to the paratransit service.
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Figure 30: Number of Days Transit Used
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Telephone survey respondents were asked how frequently they use transit each week. Three or
50 percent used transit once per week, two or 33.33 percent used transit two days per week, and
one or 16.67 percent declined to respond.
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Figure 31: How Often Do You Use Transit Compared to One Year Ago?
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Survey respondents were asked if they used transit more, less, or about as equally as a year ago.
One respondent or 16.67 percent indicated that they use transit less due to a health condition,
three respondents or 50 percent indicated that they use transit about the same as a year ago, one
respondent or 16.67 percent use transit more than a year ago due to doctor and hospital
appointments, and one respondent or 16.67 percent declined to answer the question. The results
to this question show that transit use has remained consistent over the past year.
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Figure 32: Trip Purpose

Number of Respondents

15 3
1 2
0.5 1
0 © T o T T 15 T © T T
Work School Doctor Shopping Church Other Not Specified

Purpose of Trip

Customers were asked about the purpose of their trip on the date they were transported by PCTS.
Of the six respondents, three or 50 percent were traveling for a medical appointment (“Doctor”),
two or 33.33 percent were traveling for “other” purposes, and one or 16.66 percent declined to
answer (“not specified”). This mirrored the on-board survey responses, in which most paratransit
customers were traveling to a medical appointment.
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Figure 33: How Would You Complete This Trip If Transit Were Not Available?
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Respondents were asked how they would complete their trip if transit was unavailable. One
person or 16.67 percent said that they would not travel if transit was unavailable, three or 50
percent indicated that they would ride with someone else, and two or 33.33 percent indicated that
they would travel by another means.
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Figure 34: Number of People Traveling With You
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To help determine the effectiveness of the transit service, respondents were asked how many
people accompanied them on their trip. Two or 33.33 percent indicated traveling alone and four
or 66.66 percent were accompanied by a companion who was either their spouse or a personal
care attendant.
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Figure 35: Trip Length
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To help determine the efficiency of the transit service, respondents were asked about the length
of their trips. Of the total responses, two or 33.33 percent indicated the length of their trip was
between 16 to 30 minutes long, three respondents or 50 percent indicated that their trip was
between 31 to 45 minutes long, and one or 16.67 percent declined to answer the question. The
responses received by the survey respondents coincided with the charges reported on the PCTS
billing report.
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Figure 36: How Did You Learn About the Service?
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Of the six people interviewed, five or 83.33 percent had learned about the service from a source
other than the sources listed on the survey questionnaire. The respondents commented that they
were informed of the service through social service agencies, nursing or medical facilities, and
other methods. One person or 16.67 percent declined to answer (“not specified”).
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Satisfaction Questions

As in the principle on-board survey effort, to help determine customer satisfaction with LYNX
and PCTS, the evaluator asked eight questions relating to customer satisfaction. All questions
refer to a scale of 1 - 5, with 1 being the least satisfied and 5 being the most satisfied.

Transfers Between Vehicles

The evaluator asked the survey respondents to rate their ability or ease to transfer between
vehicles; however, this question did not apply to the respondents. None of the customers
surveyed had transferred between vehicles; therefore, this question was excluded from the survey
results.

Figure 37: Ease of Reservation
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The evaluator asked customers about the ease of making reservations for ACCESS LYNX. Two
or 33.33 percent of the customers indicated that reservations are easy to make, and four or 66.67
percent commented that reservations are very easy to make through ACCESS LYNX. The
telephone survey results duplicated the results of the previous survey. In addition, most
respondents indicated that someone else made the reservation for them and the evaluator was
unable to speak with them during this survey.
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Figure 38: On-Time Performance
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Since the survey respondents were transported during a coordinated trip, they were asked to rate
the on-time performance, with 1 being the worst and 5 being the best. One person or 16.33
percent commented that the on-time performance was acceptable, three or 50 percent commented
that the on-time performance was good, and two or 33.33 percent indicated that the on-time
performance was excellent.
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Figure 39: Safety and Security
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All six respondents gave an excellent (level 5) rating concerning the safety and security of the
service.
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Figure 40: Driver Competence

Number of Respondents

0.5

0 O T © T © T ©
Not Specified 1 2 3 4 5
Bad to Good

Telephone survey respondents were asked to rate the driver’s competency on a scale of 1 to 5,
with one being the worst and 5 being excellent. Two or 33.33 percent awarded a good (level 4)
rating, and four or 66.67 percent gave an excellent (level 5) score.
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Figure 41: Fare
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ACCESS LYNX fares vary by funding source, making comparisons difficult. However,
customers were asked to rate their feelings regarding the fares. One or 16.67 percent gave a
good (level 4) response, and five or 83 percent rated the current fare as excellent (level 5).
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Figure 42: Vehicle Comfort
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Most paratransit vehicles have similar seats with different configurations, depending on the
vehicles intended purpose. The evaluator asked customers to rate the vehicle’s comfort during
their trip. Four or 66.67 percent rated the vehicle’s comfort as good (level 4), and two people or
33.33 percent rated the vehicle’s comfort as excellent (level 5).

Did you notice any difference in the service received?

Because this was the first coordinated trip between LYNX and PCTS, it was important to
discover if customers viewed the trip differently. None of the customers noted any difference
between the coordinated trip and previous travels. One respondent commented that they had
been informed that another agency was operating the vehicle, and the trip went smoothly. No
other respondents recalled being told they were being transported by a different agency.
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Goal 4: Reduce overall costs of providing paratransit service in rural areas while increasing
service opportunities.

Objective 1: Utilize coordination to improve transportation service across service areas and
increase opportunities for customer utilization.

Strategies:

1. Agencies will supply each other bus passes for the purposes of transitioning
paratransit customers to fixed-route or Pick Up Line (PUL) services. Pass
prices will be determined and documented by PCTS and LYNX as this pilot
project moves forward.

Neither LYNX nor PCTS issued any multi-ride fixed-route transit passes for the
other’s services during the pre-project, during project, and post-project periods.

2. Through trip coordination, reduce paratransit service agency expenses for
PCTS and LYNX. Evaluating this through comparisons to cost for the same
customers, trips, or overall service in the previous year.

For LYNX, costs decreased across all three measures between the during-project and
post-project periods. For LYNX cost per passenger, the cost increased from $28.24
per passenger in the pre-project period to $29.09 in the during project period, but
declining to the lowest level in the post-project period to $27.65 per passenger. In
terms of the cost per vehicle trip for LYNX, the cost increased from $30.94 in the
pre-project period to $33.63 in the during project period, and then decreased
somewhat to $32.44 in the post-project period. In terms of LYNX’s paratransit cost
per hour, the cost dropped from $39.42 during the pre-project period to $38.03 in the
during project period and to $35.52 in the post-project period.

For PCTS, the experience was the reverse, with all three measures increasing across
the three project periods. In terms of cost per passenger, PCTS increased from
$25.34 in the pre-project period to $25.86 in the during project period to $31.15 in the
post-project period. For the PCTS paratransit cost per vehicle trip, the measure
increased from $25.43 in the pre-project period, to $26.94 in the during project
period, and more sharply to $30.81 in the post-project period. For the PCTS cost per
hour, the measure increased from $1.64 in the pre-project period, to $1.89 in the
during project period, and to $2.40 in the post-project period. This last measure is
questionable because of the unlikely low rate per hour.
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Table 9: Goal 4 Data Collection Results

Pre-Project During Project Post Project
(Apr. 2006-Jan. (Apr. 2007-Jan. (Apr. 2008-Jan
Goal |Objective |Strategy Measure(s) LYNX | PCTS | LYNX | PCTS | LYNX | PCTS
Reduce overall costs of providing paratransit service in rural areas
while increasing service opportunities.
Utilize coordination to improve transportation service across
service areas and increase opportunities for customer utilization.
1. Agencies will supply each # of LYNX passes
other bus passes for the purposes by type issued by
of transitioning paratransit PCTS None None None
customers to fixed-route or N/A Issued N/A Issued N/A Issued
will o deorminecand [0t PCTS fred
route passes issued
documented by PCTS and LYNX | LYpNX None None None
as this pilot project moves Y Issued N/A Issued N/A Issued N/A
LYNX
cost/passenger

$28.24 N/A $29.09 N/A $27.65 N/A

LYNX cost/trip

$30.94 N/A $33.63 N/A $32.44 N/A

2. Through trip coordination,
reduce paratransit service agency

expenses for PCTS and LYNX. LYNX cost/hour

$39.42 N/A $38.03 N/A $35.52 N/A

Evaluate this through
comparisons to cost for the same |PCTS
customers, trips, or overall cost/passenger

N/A $25.34 N/A $25.86 N/A $31.15

service in the previous year.

PCTS cost/trip

N/A $25.43 N/A $26.94 N/A $30.81

PCTS cost/hour

Service Policy Review

The evaluator also reviewed the service policies for ACCESS LYNX and PCTS paratransit
services and the Pick Up Line. A comparison of each aspect of these services follows.

Eligibility Process

Both ACCESS LYNX and PCTS require customers to complete an application for paratransit
service. The application contains a general information section about the customer, a section
regarding the limitations, and a physician’s statement or certification regarding the disability.
The application is then reviewed by employees, followed by an interview with the medical
provider for the purpose of certifying the application, and, if necessary, an assessment of the
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customer’s ability is performed. The paratransit eligibility application is presented as Appendix
4 of this report.

The Pick Up Line service is available to everyone. In order to expedite the reservation process,
LYNX recommends advance registration.

Reservation and Customer Service Hours

LYNX allows customers to make reservations seven days a week, from 8 a.m. to 4 p.m. For
faster response time, LYNX recommends calling between 10 a.m. and 2 p.m., since these are
typically times with a lower call volume. Customer service and dispatch are available 24 hours a
day, allowing customers to check or cancel scheduled trips.

PCTS operates its reservation center from 8 a.m. to 5 p.m., Monday through Friday, with
dispatch on duty from 7 a.m. to 6:30 p.m.

Pick Up Line operates out of the same facility as ACCESS LYNX, using the same reservation
and dispatch staff. Customers can make reservations between 6:30 a.m. and 6:30 p.m., and can
call dispatch during all service hours.

Operational Hours

LYNX and PCTS operate service in compliance with the ADA rules, providing service during
normal hours of the fixed-route transit system. PCTS operates service from 7 a.m. to 6:30 p.m.,
Monday through Friday. ACCESS LYNX does not publish regular hours, but provides service
anytime the LYNX fixed-route system is operating.

Pick Up Line operates Monday through Saturday from 6:30 a.m. to 6:30 p.m. On December 1,
2008, LYNX expanded Pick Up Line service within North Poinciana and extended its hours
from 5:30 a.m. to 8 p.m.

Making a Reservation/On-Line Trip Request

Both ACCESS LYNX and PCTS require that reservations are made by 4 p.m. the day before the
trip to ensure proper trip scheduling for paratransit. Reservations are accepted by telephone or
online. The online reservation system requests the same information as an agent. After the
online reservation is received in the system, LYNX will send an e-mail to the customer
confirming their travel time. LYNX does not recommend online requests for next-day trips as it
may take up to one business day to complete a reservation. More information regarding the
reservation process is presented in Appendix 4.

Pick Up Line customers may use both the LYNX fixed-route bus and Pick Up Line service
without making a reservation to reach their final destination. Customers scheduling a pick-up on
the Pick Up Line should make phone reservations at least two hours in advance and may register
in advance or at that time.
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Fares

Customer fares are based on the funding source of their trip. There are three primary funding
sources: Medicaid, Transportation Disadvantaged, and ADA.

ADA trips are paid for by the transportation systems’ general operating fund and require service
for qualified disabled customers who are unable to use the fixed-route system. PCTS charges
$1.50 per trip and LYNX charges passengers $4.00 one way.

Medicaid charges $1 per customer per Florida statutes, but prohibits drivers from refusing
transportation to those unable to pay.

Transportation Disadvantaged trips are paid for through the Transportation Disadvantaged Trust
Fund, which is held by the State of Florida and divided among its counties. Both agencies charge
$1.50 minimum fare per customer per trip, which increases based on the trip length.

Additional funding sources are available and vary significantly by agency and disability.

Pick Up Line fares are set by the LYNX Board of Directors in compliance with internal fare
policies and survey information. The Pick Up Line fare is $2 per person per trip, $1 for discount
fares, and includes a free transfer from the service to the fixed-route system.

Standing Orders

Both ACCESS LYNX and PCTS offer standing orders to customers if the trip meets certain
criteria (i.e., occurring on a regular interval at the same time). For example, if someone traveled
every Tuesday from his or her house to the Central Florida Regional Hospital for treatment at 8
a.m. and was finished at 10:30 a.m. or if someone went to work every day at 7:15 a.m. and
returned at 2:30 p.m. those trips would qualify as standing orders.

Standing orders are not available on the following holidays: New Years Day, Easter, Memorial
Day, Independence Day, Labor Day, Thanksgiving, and Christmas Day.

Presently, Pick Up Line also offers standing orders.

Holiday Service

ACCESS LYNX and LYNX fixed-route both offer Sunday and holiday service on a reduced
number of routes. Presently, the Link 26 and Poinciana Pick Up Line do not offer service on
Sundays or holidays.

PCTS presently does not offer any service on Sundays or national holidays. In rare
circumstances, PCTS can provide pre-arranged medical transportation on Sundays or holidays.

Currently, both agencies recognize the following days as national holidays: New Years Day,
Easter, Memorial Day, Independence Day, Labor Day, Thanksgiving Day and Christmas Day.
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Cancellations

ACCESS LYNX requires reservation cancellations no less than three hours in advance or
customers may be treated as a “No-Show’.

PCTS requires reservation cancellations no less than two hours in advance or customers may be
treated as a ‘“No-Show’. However, this information was not published in the Rider’s Guide.

Lateness and No Shows

Both ACCESS LYNX and PCTS established pick-up windows from 15 minutes before to 30
minutes after the reservation time, in which customers are requested to be ready. If a vehicle
arrives during the specified timeframe and the customer is not ready, the vehicle will continue
without them.

Pick Up Line operates as a curb-to-curb service and requires customers to be ready to travel five
minutes before and after their scheduled time.

No-Show Policy

ACCESS LYNX has clearly defined the steps taken if a person has repeatedly failed to show for
their scheduled trip. When the vehicle arrives and is unable to locate the customer, a door
hanger is left indicating the arrival time and the customer is recorded as a ‘No Show’ in the
system. If someone has five ‘No-Shows’ within a 90-day period, they will be suspended from
the service, excluding medically necessary trips, for 30 days. The penalty is 60 days for a second
set of four occurrences during a 90-day period and 90 days for each additional set of four
occurrences during a 90-day period. Trips cancelled less than three hours in advance count as
‘No-Shows.’

PCTS did not publish its ‘No-Show’ policy in the Rider’s Guide. However, the PCTS ‘No-
Show’ procedure includes leaving a door hanger to notify customers if they are considered a
‘No-Show’ and after three such instances, the customer may be suspended from using the
service.

LYNX did not publish the Pick Up Line ‘No-Show’ policy in the Rider’s Guide.

Will Call Return

Both ACCESS LYNX and PCTS offer “Will Call’ pick-ups for customers who have missed their
return trip. These trips will be combined on another driver’s manifest and may require the
customer to wait up to 90 minutes for a ride.

Pick Up Line does not offer “Will Call’ service. Instead, the customer must make a new
reservation and may wait up to two hours for the next available pick up time.
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Late Pick Up

Both ACCESS LYNX and PCTS request customers to wait 30 minutes after their scheduled pick

up time before calling due to the scheduling window. ACCESS LYNX and PCTS dispatchers

monitor the system and try to work with the available vehicles to assist when trips run behind the
scheduled pick up times.
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Chapter 6: Lessons Learned

The Rural ITS Demonstration Project was comprised of several components including the
procurement and implementation of technologies and the coordination between two agencies
with the common goal of coordinating services and improving mobility in the rural area of
Poinciana, Florida. The demonstration project not only measured how advanced technologies
improve efficiency and coordination, but also resulted in the implementation of a new flex-route
transportation service. With the deployment of any new technologies and services, agencies
often experience obstacles and learn lessons for improving the process in the future. Both
LYNX and PCTS learned several valuable lessons while implementing ITS technology between
a rural and urban transit system to improve coordinated service. This chapter includes an
analysis of the lessons learned throughout the procurement, implementation, coordination, and
operational stages of the demonstration project.

Procurement Lessons Learned

= |t is best for one agency to handle the procurement process to ensure consistency in
purchases and delivery of products or services. Any assets purchased through the single
procurement process can be transferred to the appropriate agency within accordance with
the FTA policies as appropriate.

= AVL procurement specifications - For AVL components, the procurement solicitation
must specify that the AVL supplier use the transit operator’s preferred base maps. The
AVL supplier must also demonstrate that the AVL can accept frequent map updates
easily.

Implementation Lessons Learned

Prior to implementing future technologies the following details should be reviewed to simplify
the installation and implementation process.

= Antenna location — There is a recommended minimum distance between the GPS antenna
and the radio antenna used on specific vehicles. Installation teams should provide at least
the recommended minimum distance between the GPS antenna and radio antenna;
however, additional spacing is encouraged.

= Vehicle odometer wiring harness — The MDT needs to have a connection between itself
and the vehicle’s digital odometer, in order to provide additional information to the AVL
system. Although both MV and Mentor assumed that the odometer wiring harness on the
Ford vehicles would have color-coded wires and be fully documented, that was not the
case.
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= Ranger MDT location — The placement of the MDT should be protected to avoid damage
caused by passengers boarding the vehicles.

= Wiring process — The wiring process could be simplified by and shortened if the GPS
receiver and the MDT had been installed in the same general location. During the
installation process, there was not sufficient space on the vehicle to mount both devices
in an area easily accessed by the driver and protected from the passengers.

Coordination Lessons Learned

Transit agencies that are considering a partnership for the purpose of coordinating services to
provide shared trips should consider the following lessons learned from the demonstration
project.

= Billing units of service — Partnering agencies should agree on a common methodology for
billing units of service. One of the difficulties LYNX and PCTS experienced while
coordinating services was that the two agencies used different cost units to bill for
paratransit service provided to external funding agencies, such as Medicaid. LYNX uses
a cost per trip basis, and PCTS uses a cost per mile basis. As such, when PCTS
transported LYNX paratransit passengers on a coordinated trip, LYNX was unable to
recoup the full cost PCTS charged from the TD grant, the trip funding source.

= Interagency scheduling and dispatching procedures — Partnering transit agencies should
establish clear scheduling and dispatching procedures prior to when the first coordinated
trip is reserved. The established procedures should specify who in each agency will
review the next day’s passenger reservations to identify opportunities for the other
agency to operate the trip. The procedures must also specify who the designated person
will work with in the other agency, and at what time each day they will discuss the next
day’s coordination opportunities. The procedure should also define what types of trips
are best to be operated by each agency to provide guidance to the scheduling
coordinators. For instance, in the case of LYNX and PCTS, an example would be:

If a passenger is traveling from Osceola County into Polk County after 10 a.m., an
attempt will be made to first assign this passenger to a PCTS vehicle returning from a
morning drop off in Osceola County.

In addition, there must also be a standard operating procedure in place at each of the
coordinating transit agencies to define how disruptions affecting coordinated trips are
handled. For instance, if a PCTS vehicle carrying a LYNX passenger breaks down
before the scheduled LYNX passenger pick up, who at PCTS will notify LYNX of the
disruption; how will LYNX disseminate this information to their reservations and
information representatives; who will notify the passenger if there will be a delay, and
who will dispatch a replacement vehicle? This procedure must clearly answer each of
these questions.
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Operating procedures — Partnering agencies should adopt consistent operating procedures
and service policies to ensure consistency for customers using both providers.
Differences in the way the agencies handled missed trips and no-shows created barriers
during the coordination process. In addition, LYNX provided out-of-area trips only two
days a week, and PCTS provided out-of-area trips at anytime. In addition, it was decided
that the best trips to coordinate would be LYNX users wanting to go to Polk and
Hillsborough counties, and PCTS users needing trips to Seminole and Volusia counties.
The inconsistent out-of-area trip policy is one of the factors that contributed to the low
number of coordinated trips that occurred during the project period.

Operational Lessons Learned

Base maps - Accurate and complete base maps are critical. Any GPS driven technology
relies on a good base map, whether to convey vehicle locations to dispatch or on a MDT
to provide turn-by-turn direction to the vehicle operator. Widely-available U.S. Census
Bureau TIGER maps, and the commercial products based on those maps, may not be
updated frequently enough, especially for rapidly growing rural and exurban areas. In
these instances, the transit operator must partner with another entity, most likely the local
emergency services agency, to obtain routinely updated base maps. The AVL
components will need to be compatible with the maps chosen by the transit operators and
should have the capability of receiving updates easily.

Training — In surveying the employers at LYNX and PCTS, it is evident that vehicle
operators, dispatchers, and supervisors were thoroughly trained in using the MDTs and
CAD/AVL. Everyone was using the technology because they were comfortable doing so,
a good indicator that they were well trained. LYNX and PCTS both gave all of their
operating employees a two-hour training class on using the MDTs, and additional
training was available as needed. The satisfaction with the technology in both agencies
can be credited in part to the thoroughness of the training program.

Operating costs — MDTSs provide for better service management and efficiency, but do
not necessarily reduce costs. Both LYNX and PCTS experienced paratransit ridership
increases exceeding 25 percent during the project period, and both systems achieved
these increases without adversely impacting customer satisfaction. However, both
agencies saw their paratransit cost per passenger increase during the project period,
indicating that any cost efficiencies the MDTs may generate are not significant enough to
lower the overall cost of providing service.

Back Office Operations Lessons Learned

When the project is anticipated to go beyond the operational phase to address
coordination of back office operations, all parties involved should ensure that similar
accounting policies and procedures, along with technological abilities are available.
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= Establish an approval process prior to service implementation for financial functions.
Separate project accounts should also be created.

= Ensure common banking practices are available for electronic payments and that bank
fees have been established for these transactions.

Communication Lessons Learned

= Notify all agency personnel of the potential project and overall project goals to determine
if any areas may be impacted by the project that were not considered.

= Establish a mechanism for internal and external communications regarding the project
and the timeframe for each type of communication.

LYNX and PCTS anticipate that additional coordination efforts can be undertaken in the future
since many of the barriers identified during the demonstration project have been addressed and
documented as lessons learned. Since the completion of the project, PCTS has adopted LYNX’s
no-show and out-of-area trip policies to improve consistency between the two agencies. In
addition, LYNX and PCTS have begun coordinating electronic payments in an effort to improve
the billing process for shared trips.
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Chapter 7: Conclusions

The LYNX and PCTS Rural ITS Demonstration Project of installing AVL and MDTs on
paratransit vehicles and integrating the system with both systems’ Trapeze PASS paratransit
reservations and scheduling software resulted in a number of operational improvements. The
question presented for the Operational Test was whether this project succeeded in meeting the
four goals identified by the two agencies, which were:

1. Increase efficiency of paratransit operations with regard to paratransit services.

2. Coordinate billing processes and funding sources to maximize the availability of
transportation services within the rural areas.

3. Demonstrate and evaluate how innovative ITS technologies could be utilized to enhance
options in rural communities.

4. Reduce overall costs of providing paratransit service in rural areas while increasing
service opportunities.

The project team established objectives, strategies, and measures for each of the four goals, and
the evaluation results were presented in Chapter 5. Based on the data collected, the project
evaluator has reached the following conclusions for each of the four goals:

Goal 1: Increase efficiency of paratransit operations with regard to paratransit services.

The agencies had two objectives in meeting this goal: reduce duplication of service by transit
agencies and increase overall area transit ridership. For the first objective, the results were
mixed in terms of increasing the efficiency of their paratransit services, with none of the related
measures reflecting a clear improvement. Neither agency provided a single fixed-route transit
pass for the other’s transit services during the entire project period. Finally with regards to
reducing duplication of service, LYNX improved its number of out-of-area passengers versus the
number of out of area trips from 1.61 in the pre-project period to 1.68 in the post-project period.
However, for PCTS, the figures for this measure steadily worsened, from 14.67 in the pre-project
period to 6.71 in the post project period.

For the second objective, the results were clearer. Without question, transit ridership in the rural
project area increased during the project period. Ridership increased across all modes operated
in the project area, and the two agencies successfully launched a new flex-route service, Pick Up
Line, which experienced a 310 percent increase in ridership between the during project and post-
project periods. Increases in ridership for Pick Up Line indicate that coordination may have
expanded mobility options for these individuals. Even more impressive, transit ridership per
capita in the project area improved from 6.73 percent in the pre-project period to 8.53 percent in
the post-project period.

The evaluator also conducted interviews with LYNX and PCTS staff to obtain a qualitative
assessment of the use of the AVL and MDTs. The customer service staff, dispatchers, and
drivers interviewed all agreed that the project had resulted in an improved paratransit operation,
and the service was carrying more passengers more efficiently. While the quantitative data does
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not show a clear result of a more efficient operation, there is no doubt that ridership for the
various services increased, with paratransit ridership on both systems growing by over 25 percent
over the project period.

Goal 2: Coordinate billing processes and funding sources to maximize the availability of
transportation services within the rural areas.

Coordinating billing for paratransit trips between two different transit agencies is challenging at
best, and with Florida’s coordinated transportation system’s multiple funding partners the task
becomes exceptionally difficult. While LYNX and PCTS developed a procedure to operate
coordinated trips, they only provided 11 such trips during the project. Several items impacted
trip coordination resulting in the low number of coordinated trips. Several of these factors are
described below.

o Differences in fares based on each agency’s approved rate of reimbursement from
the TD Commission or the approved trip rate schedule from the Agency for
Persons with Disabilities (APD). Fares were problematic since the agency
collecting the fare did not have the same approved rate schedule with the provider
of the trips. LYNX’s rate reschedule was based on per hours while PCTS’s rate
was based on per mile. Utilizing the rate schedules and each agency’s respective
passenger fare could result in an overage per trip or shortfall. The agencies
decided that the fare paid by the passenger should be the fare that the passenger
would normally pay if the trip was not coordinated; therefore, each agency was
responsible for reconciling any overages or shortfalls.

o Differences in “no-show” policies and procedures for handling missed trips were
problematic during the project period; however, since the project PCTS has
adopted the same no-show policy as LYNX to improve consistency during
coordinated trips.

o Differences in the times that each agency scheduled and dispatched trips made
coordination difficult. Due to LYNX’s size and the number of paratransit trips
provided, LYNX updated its manifest throughout the day, while PCTS had
designated times for preparing the manifest. Due to the inconsistent procedures
for scheduling, it was difficult to identify the trips that would be well suited for
coordination.

o Differences in out-of-area trip policies created difficulties in coordinating trips.
The agencies determined that the best trips to coordinate would be LYNX users
needing transportation to Polk and Hillsborough counties and PCTS users needing
transportation to Seminole and Volusia counties. Trips for both agencies to
Alachua County also provided an opportunity for coordination. However, LYNX
transported customers outside of the service area two days per week, while PCTS
provided out-of-area trips any time. Through this demonstration project, PCTS
adopted the same out-of-area trip policy, which furthered efforts for coordination.

One objective of this goal was to implement an electronic process for billing, which was a result
of adjusting the established procedure from each agency. As with any new or changed
procedure, the first time through the PCTS billing to LYNX showed room for improvement.
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Additionally, since LYNX had not had the opportunity to bill PCTS at the time, the billing
process was evaluated only by way of PCTS billing LYNX.

Based upon the trips performed, the following areas are in need of improvement:

= Timely monthly billing
= Billing detail to “booking agency’s cost”
= Electronic Funds Transfer

The Standard Operating Procedure stipulates that monthly invoices are submitted to the opposite
agency. While it does not give a deadline for the submission, the billing should fit in with the
billed agency’s already established timeline for subsequent billing of the appropriate funding
source, either TD or Medicaid, by the home agency.

Additionally, according to the Standard Operating Procedures for this project, agencies are to
invoice at the rate “based on the booking agency’s cost as approved in their TD Rate
Calculation.” PCTS invoiced LYNX at the PCTS rate (please refer to Appendix 7 for more
details). LYNX invoiced the same trips under the routine billing for TD-funded trips with the
LYNX rate. The billing rates under the TD program were different for LYNX and PCTS. For
the 11 trips performed by PCTS and billed to LYNX, the difference was $63.62. Since the
agreed-upon rate to invoice was based upon the “booking agency,” then PCTS should ensure that
future invoices sent to LYNX reflect the LYNX rate. Therefore, LYNX invoiced the
Commission for the Transportation Disadvantaged $63.62 less than what PCTS invoiced LYNX
for providing these trips, resulting in a net deficit to LYNX.

To date, the electronic procedure was in place up to the payment and receipt of payment by
PCTS. PCTS was not able to send or receive electronic payments; however, since the project
PCTS and LYNX have coordinated electronic payments.

Generally, the billing process seemed successful, although there was room for improvement.
Because the agencies involved previously used external billing procedures, the billing procedure
for this project was familiar. The three areas for improvement were for PCTS to ensure timely
monthly billing, to create invoices as outlined by the Standard Operating Procedure, and
implement electronic funds transfer availability.

The final strategy of the two transit agencies for this goal was to, “Jointly seek opportunities to
further service to the rural area by partnering to secure funding through FDOT service
development grants and Federal JARC and NFP.” Neither transit agency could identify any new
grant funds that were received during the project or after the project to support transit service in
the project area. PCTS has since requested LYNX to operate an additional Pick Up Line flex-
route service in the Polk County portion of Poinciana, contingent upon PCTS receiving a NFP
grant award from FDOT through the recently-formed Polk Transit Authority.
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Goal 3: Demonstrate and evaluate how innovative ITS technologies could be utilized to
enhance options in rural communities.

The two transit agencies had two objectives in meeting this goal: utilize technologies to maintain
or improve customer satisfaction and utilize technologies to maintain or improve transportation
services.

For the objective, utilize technologies to maintain or improve customer satisfaction, the two
transit agencies were unable to provide sufficient information to report on the four measures
developed to quantify the results. PCTS did report that its length of call decreased from two
minutes and 29 seconds to two minutes and 25 seconds, but its call hold times increased from
one minute and 30 seconds to one minute and 54 seconds. In addition, PCTS was unable to track
the amount of time it took for a call to abandon or how long the caller would wait on hold before
hanging up.

As discussed with the first goal, paratransit ridership within the project area increased by over 25
percent for both LYNX and PCTS during the project period. The increase in demand would
significantly impact the level of service received through the customer service call centers.

During the on-board and telephone surveys conducted of fixed-route, flex-route, and paratransit
passengers of both agencies, the evaluator asked survey respondents a series of eight questions
regarding different areas of satisfaction. The same questions were asked to customers utilizing
all three modes. The responses offer some insight into how people perceive the service they
receive from both LYNX and PCTS. Overall, customers believed that it was easy to transfer
between LYNX fixed-route buses and Pick Up Line. Fifty percent of Pick Up Line respondents
indicated that transferring vehicles was very easy, while 25 percent did not respond to the
question. Paratransit users indicated that they do not transfer between vehicles, with the
exception of two individuals who indicated that transferring vehicles was easy and very easy. In
general, the survey results conclude that the paratransit user is not transferring vehicles during
their trip, which is somewhat expected as most trips operate point-to-point and do not use an
intermediate vehicle.

To assist in making the reservation process easy, LYNX and MV Transportation established a
separate line for Pick Up Line customers to call and schedule a ride. Seventy-five percent of
Pick Up Line respondents indicated that it was medium to very easy to make a reservation.
Paratransit customers duplicated these results. LYNX fixed-route bus customers responded 62.3
percent indicating a medium level of satisfaction or above.

Increasing efficiency is one of the main goals of this project. In order for a service to operate
efficiently, it has to operate as close to its schedule as possible. Neither paratransit nor Pick Up
Line received any very poor responses to on-time performance. The majority of all modes rated
on-time performance a medium level of satisfaction or higher.

In terms of safety and security, the customer responses for both agencies and all three modes
indicated that customers feel secure while using transit. Of the 205 respondents on-board Link
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26, 89.22 percent rated safety and security a medium level of satisfaction or higher. This level
was also true for both Pick Up Line and paratransit passengers, with only two people indicating a
low level of satisfaction. Along with safety and security, LYNX and PCTS both received high
marks for competence. This response could add to the security feeling demonstrated in the
earlier question.

During the course of the evaluation, LYNX had announced a proposed fare increase that would
raise the current base fare from $1.75 to $2.00 or 14.50 percent. This increase would only affect
LYNX and ACCESS LYNX customers as PCTS had not announced any fare increases as of the
time of the survey. Of those on Link 26, approximately 57 percent of the respondents rated the
current fare as satisfactory or higher. However, 10 percent did not respond to the question
regarding the fare. The responses were similar for Pick Up Line and paratransit.

Based on the results from ACCESS LYNX and PCTS, paratransit users do not transfer vehicles
and did not respond to the questions related to stop or transfer point comfort. Approximately 64
percent of Link 26 and Pick Up Line respondents gave stop and transfer point comfort a rating of
3 (medium level) or higher. LYNX has installed shelters at the current Link 26 and Pick Up
Line transfer point along with the other stop nearby where the bus passes along Poinciana Town
Square.

After LYNX and PCTS operated a series of coordinated trips in October 2008, participants were
asked the same series of eight satisfaction questions that were asked during previous survey
efforts. The results of the surveys completed with passengers on coordinated trips were
compared to the answers received prior to the coordinated trips. ACCESS LYNX customers did
not perceive a difference between the services they received while being transported on a PCTS
vehicle. While this survey only consisted of six people, they rated the service well. Therefore,
from this limited information, the evaluation results indicate that the agencies have succeeded in
providing a coordinated paratransit service in a rural area that is seamless to their customers.

In terms of utilize technologies to maintain or improve transportation services, the two
paratransit systems appear to meet this objective when the increased ridership is taken into
account. On time performance remained relatively constant for both agencies, being about 90 to
91 percent, with a less than one percentage point decrease for both agencies in the post-project
period. Completed trips versus reserved trips decreased for both paratransit systems from just
over 96 percent in the pre-project period to 94 percent for LYNX and 92 percent for PCTS in the
post-project period.

Goal 4: Reduce overall costs of providing paratransit service in rural areas while
increasing service opportunities.

Service opportunities definitely increased as a result of this project with the establishment of the
Poinciana Pick Up Line flex service. In terms of reducing the overall costs of providing
paratransit service in rural areas, the results were mixed. For LYNX, costs did decrease across
two of the three measures between the during project and post project periods. For LYNX’s cost
per passenger, the cost went down from $28.24 per passenger in the pre-project period to $27.65
per passenger in the post-project period. In terms of the cost per vehicle trip for LYNX, the cost
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increased from $30.94 in the pre-project period to $33.63 in the during project period, and then
decreased somewhat to $32.44 in the post project period. In terms of LYNX’s paratransit cost
per hour, the cost dropped from $39.42 during the pre-project period to $35.52 in the post project
period.

For PCTS, the experience was the reverse, with all three measures increasing. In terms of cost
per passenger, PCTS increased from $25.34 in the pre-project period to $31.15 in the post project
period. For PCTS’ paratransit cost per vehicle trip, the measure increased sharply from $25.43
to $30.81 in the post project period. For PCTS’ cost per hour, the measure increased from $1.64
in the pre-project period to $1.89 in the during project period, to $2.40 in the post project period.
This last measure is questionable because of the unlikely low rate per hour.

Overall Conclusions

Both agencies are well satisfied with the addition of AVL and MDTs to their transit systems.
Since this project began, LYNX has since equipped all of its paratransit vehicles with the
devices, and had begun the first phase of an AVL system for its fixed-route bus fleet.

Although not all of the quantified measures presented in this project were positive, the larger
question both agencies have is could they have met the increased demand for their services
without the installation of the technology and continued to provide the same level of service.
From the passenger surveys conducted, customers were very satisfied with the services they
receive, so while some measures may indicate a slight decline in service quality and efficiency, it
does not appear to be significant enough to be apparent to the passenger. Passengers surveyed
did not notice any difference by traveling on a coordinated trip. However, conclusions drawn
from the surveys and interviews conducted as part of the evaluation are based on a low number
of coordinated trips.

While not a measured objective of this project, the staff interviews suggested improved job
satisfaction among paratransit dispatchers and drivers due to the installation of AVL and MDTs.
Further research could be conducted in the following areas:

= Has employee retention increased with the implementation of advanced technologies?
=  What external factors may have contributed to the increase in demand for paratransit
services during the project period?

Both agencies experienced the need for continuing improvements to the MDT technology, most
noticeably in the need for updating the street maps in the MDTs and the dispatch AVL base
maps, and the need for these maps to extend into both transit agencies’ respective service areas,
so that when coordinated trips operate the MDTSs can still be used reliably.

Clearly operating coordinated paratransit services between the two agencies is proving to be
challenging. While LYNX and PCTS established a well thought out procedure to operate and
bill coordinated trips, only 11 such trips have occurred, and these all occurred during the month
of October 2008. No coordinated trips have occurred from October 2008 to January 2009.
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Appendix 1: MDT/CAD/AVL RFP
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Procurement of MDT/CAD/AVL for Paratransit
RFP-06-024-0-2006/RS

LYNX and PCTS seek to improve and better manage Paratransit operational efficiencies through the
integrated use of Computer Aided Dispatch and Automated Vehicle Location (CAD/AVL)
technologies. CAD/AVL technology will afford operations the ability to Dispatch trips in real time,
as well as monitor in real time with a GIS service area map the location of its demand response and
support vehicles, and their on-time performance. Replacement and supplemental vehicles can be
dispatched with the proposed system, as needed, and passenger transfers between vehicles can be
coordinated. Security of riders, personnel and property will also be enhanced through the monitoring
of all vehicle operations.

The purpose of this Request for Proposals (RFP) is to contract for systems integration services,
hardware, software and installation to provide an integrated communications subsystem and
CAD/AVL system for the Paratransit carrier services program, ACCESS LYNX and PCTS.

The CAD/AVL system shall be for a system of 10 vehicles for each agency (20 vehicles total) and
the associated equipment required by each agency to successfully operate both systems
independently. The system proposed must be scaleable to 200 vehicles for each agency. The contract
shall also include an option for LYNX and/or PCTS to purchase additional vehicle component units
for a fixed cost during a fixed period. The fixed period shall be twenty-four months after the
completed installation of the original twenty units.

The requested systems integration services shall include, but are not limited to, system design,
additional software and operational integration of new and existing software, and hardware
components. The installation phase shall include developing a test bed, field-testing, installing,
training and other services, as defined in the RFP.

Proposers should enter into this process seriously with the same commitment as LYNX and PCTS
has to improving transportation and mobility for residents through transit services that safely
transport our customers to their destinations reliably with care and respect.
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SECTION 1.0 - INTRODUCTION AND PURPOSE

1.01 Introduction

LYNX and Polk County Transit Services (PCTS) are participating in a Joint Rural ITS Project. This
is a pilot program to provide a dynamic delivery of integrated Paratransit-related transportation
services. These services will leverage existing vehicles and advanced technologies, and enhance
Paratransit services provided by LYNX and PCTS. This pilot program will utilize a limited set of
vehicles with advanced technologies. Upon successful completion of this project, a follow-on project
may expand the number of vehicles using these technologies.

As the Central Florida Regional Transportation Authority, LYNX is responsible to provide
Paratransit services for the tri-county region of Orange, Osceola, and Seminole counties in Central
Florida. As a provider of fixed-route services, LYNX operates scheduled public transportation for
the general population to the Orlando and Kissimmee urbanized areas, including disabled riders,
in accordance with the American Disabilities Act (ADA). In its role as Community Transportation
Coordinator, LYNX is responsible for coordinating all transportation-disadvantaged non-
emergency Paratransit services throughout the three counties.

Polk County Transit Services is responsible to provide Paratransit services for the region of Polk
County in Central Florida. In its role as Community Transportation Coordinator, PCTS is
responsible for coordinating all transportation-disadvantaged non-emergency Paratransit services
throughout the county.

LYNX is requesting statements of qualifications and proposals from firms interested and capable
of providing systems integration for communications, Computer Aided Dispatch (CAD) and
Automatic Vehicle Location (AVL) systems hardware, software and installation services to both
LYNX and PCTS. The selected CAD/AVL system should include mobile wireless
communications technology and provide a comprehensive system capable of integrating with
existing LYNX and PCTS software. The system should also be capable of easily being expanded
to include additional vehicles.

Proposals must be complete, well structured, carefully worded, and must convey all of the
information requested in order to be considered responsive. Should the proposal fail to conform
to the essential requirements of the RFP, LYNX and PCTS shall determine whether the variance
is significant enough to cause the RFP to be considered nonresponsive and therefore not
considered for award. LYNX shall not accept nor request additional information of a Proposer in
order to determine responsiveness. This RFP, including supporting documents, provides
Proposers with all information necessary to prepare and submit a written proposal.

1.02 General

LYNX and PCTS seek to improve and better manage Paratransit operational efficiencies through the
integrated use of Computer Aided Dispatch and Automated Vehicle Location (CAD/AVL)
technologies. CAD/AVL technology will afford operations the ability to Dispatch trips in real time
as well as monitor in real time with a GIS service area map the location of its demand response and
support vehicles, and their on-time performance. Replacement and supplemental vehicles can be
dispatched with the proposed system, as needed, and passenger transfers between vehicles can be
coordinated. Security of riders, personnel and property will also be enhanced through the monitoring
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of all vehicle operations. The purpose of this Request for Proposals (RFP) is to contract for systems
integration services, hardware, software and installation to provide an integrated communications
subsystem and CAD/AVL system for the Paratransit carrier services program, ACCESS LYNX and
PCTS.

The CAD/AVL system shall be for a system of 10 vehicles for each agency (20 vehicles total) and
the associated equipment required by each agency to successfully operate both systems
independently. The system proposed must be scaleable to 200 vehicles for each agency. The contract
shall also include an option for LYNX and/or PCTS to purchase additional vehicle component units
for a fixed cost during a fixed period. The fixed period shall be twenty-four months after the
completed installation of the original twenty units.

The requested systems integration services shall include, but are not limited to, system design,
additional software and operational integration of new and existing software, and hardware
components. The installation phase shall include developing a test bed, field-testing, installing,
training and other services, as defined in the RFP.

Proposers should enter into this process seriously with the same commitment as LYNX and PCTS
has to improving transportation and mobility for residents through transit services that safely
transport our customers to their destinations reliably with care and respect.

Inadvertent errors or omissions by LYNX in the information (or RFP) that follows shall not relieve
the Contractor of the obligations of providing industry standard components and systems of
proven warrantable commercial quality that meet or exceed the objectives of these technical
specifications.

1.03 Definitions

» Contractor: The successful proposer who is awarded a contract for providing all services
described in the contract documents.

» Contracts Administrator: The Authorities contracts person who is responsible for the
administration of the contract and any changes that subsequently occur.

 D.B.E.. Disadvantaged Business Enterprise, a business owned wholly or in majority by a
person or persons considered to be minorities.

» Project Manager: The person responsible for administering the Project / Technical advisor
and responsible to the Contracting Officer of the Procuring Agency.
» The Authority or LYNX: The Central Florida Regional Transportation Authority, a body

politic and corporate, created by the Transportation Agreement, as amended, and the
provisions of Florida Statutes Part 11, Section 343.
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SECTION 2.0 - SCOPE OF SERVICES

2.01 General

This section provides an overview of the CAD/AVL project and describes the functionality required
for each of the major sub-systems, components, and associated interfaces. Additionally, this section
defines the scope of the required functionality to be provided by the contractor.

LYNX - the business name for the “Central Florida Regional Transportation Authority” — operates
a Paratransit program, marketed as ACCESS LYNX, which averages 1,900 scheduled one-way
passenger trips per day and service is provided with 139 vehicles throughout the system. The
LYNX service area is composed of the tri-county area including Orange, Osceola, and Seminole
Counties in Central Florida. This authorized service area encompasses about 2,530 square miles
and has a total population of about 1.54 million persons.

PCTS - the business name for the “Polk County Transit Services” — operates a Paratransit
program. PCTS averages 500 scheduled passenger trips per day and service is provided through
32 vehicles within the system. The PCTS service area is composed of the Polk County area. This
authorized service area encompasses about 2,010 square miles and has a total population of about
518,000.

The scope of services described in this section is a general guide and is not intended to be a
complete list of all the work necessary to complete the project. The scope of services contains
work tasks believed necessary for an experienced systems supplier to provide LYNX and PCTS
with an Integrated Communications subsystem and CAD/AVL System that meets the needs of
both agencies.

The Contractor shall implement a comprehensive, fully integrated suite of applications that will
comprise an Integrated Communications Subsystem and CAD/AVL System. The system shall
meet both the current needs of this project and the future growth needs as previously specified.
The system shall be fully compliant with general functional area and specific requirements detailed
in the Scope of Services.

2.02 LYNX and PCTS Participation

LYNX and PCTS will:

1. Appoint a Project Manager

2. Provide all existing documentation in LYNX and PCTS’s possession on equipment and
systems required to interface to the integrated Communications and CAD/AVL System.

3. Review, comment and approve the work plan, design, test, training, product submittals,

and other documentation deliverables.

Closely monitor the project’s implementation progress and schedule.

Provide reasonable facility access, vehicle access and staff support.

Actively participate in acceptance testing, start-up and training.

Provide computer equipment and operating system software (See Section 2.05 for additional

details)

No ok
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2.03 Operations Overview

2.03.01 Vehicle Sites

LYNX — LYNX subcontracts the Paratransit Service to MV Transportation. The vehicles to be used in
this exercise are owned, dispatched and maintained at the Bachman facility by MV Transportation.
The MV Transportation Operations Base is located at the following address:

9313 Bachman Road, Orlando, Florida 32824

PCTS — Vehicles are dispatched from and maintained at PCTS Operations Base at the following
address:

2450 Bob Phillips Road, Bartow, Florida 33830
2.03.01 Vehicle Statistics

Table 1 summarizes the composition of the LYNX / MV Transportation fleet. Quantity to be used
for bidding purposes is ten (10) vehicles.

Table 1: LYNX / MV Transportation Paratransit Fleet Summary

MAKE MODEL QUANTITY
Ford Sedan 12
Chevy Sedan 9

Ford Stretcher High Top 6

Ford Wheelchair Cutaway 50

Ford WheelChair HighTop 49

Ford Passenger Van 8
Toyota Camry 1
Total 135

Table 2 summarizes the composition of the PCTS Paratransit fleet. Quantity to be used for bidding
purposes is ten (10) vehicles.
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Table 2: PCTS Transit Paratransit Fleet Summary

MAKE MODEL QUANTITY
Ford Wheelchair Cutaway 13
Ford Wheelchair Hightop 8
Ford Stretcher High Top 3
Ford Passenger Van 1
Ford Station Wagon 1
Chevrolet Wheelchair Cutaway 2
Chevrolet Wheelchair Hightop 1
Dodge Passenger Van 1
Dodge Stretcher High Top 2
Total 32

The Contractor shall be responsible for obtaining the required vehicle electrical drawings.
2.03.02 Operations Facilities

The LYNX / MV Transportation Dispatch Center is located at the Bachman Road facility. LYNX
utilizes Citrix to gain access to operations for Management oversight and reporting purposes. LYNX
remote access to the CAD System will be via Citrix.

2.04 Proposer’s General Obligations The following are work tasks assumed necessary to design,

integrate, test, install and implement Communications Subsystem and CAD/AVL Systems. The
Contractor shall furnish the following items and services, as well as any additional items and services
described in this Request for Proposal, and are required to provide the following:

1.

2.
3.

o

7.
8.
9.

10.
11.
12.

13.

Master project schedule with significant milestones capable of being displayed in both PERT
and GANTT format.

System design and integration with complete system design documentation.

Must provide a typical wiring and component location schematic for each vehicle
configuration to ensure against tampering and failure due to exposure to environmental
elements.

Special test equipment needed during training and testing, and any other equipment needed to
implement a complete and functioning system.

Identification of the minimum hardware requirements for system implementation.

All application and system software required implementing the functional capabilities of this
RFP.

Integration of all software into an operational system.

Testing of all functional capabilities of the system.

Packing, shipment, insurance, and delivery of all spare parts, training and maintenance
materials, submittals and documentation as directed.

Staged installation, start-up, and checkout of the system using the test bed.

Engineering and programming technical support during the contract period.

Complete documentation for all hardware and software training, including complete user and
service documentation, and drawings.

All necessary software licenses.
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14.
15.
16.

17.
18.

19.

20.

21.
22.

Configuration management of all software, hardware and documentation.

The training of LYNX, MV Transportation and PCTS personnel.

Project management and control, including periodic progress meetings with and reporting to
LYNX and PCTS staff.

Maintenance and support of the system for the Contract duration.

Must propose a solution that utilizes commercial off the shelf (COTS) components of proven
reliability and are currently in use in the industry.

Must describe if proposed solution meets or exceeds requirements, but the operation is
different from the requirements.

Must describe any additional features that are standard components within the proposed
solution.

Standard warranty services for the Contract duration.

Cost the following options: Extended warranties for additional periods after contract
completes, and additional vehicle components.

Inadvertent errors or omissions by LYNX and / or PCTS in the information (or RFP) that follows
shall not relieve the Contractor of the obligations of providing industry standard components/systems
of proven warrantable commercial quality that meet or exceed the objectives of these technical
specifications.

2.05 LYNX and PCTS General Obligations LYNX and PCTS, or its designated representative,

will provide the following items and services as appropriate:

1

4

5
6
7
8
9
1

LYNX will furnish computer hardware and software to include: CAD Dispatch Workstations,
CAD Management Workstations, CAD servers, monitors, Uninterruptible Power Supplies
(UPS), and Windows 2003 Server® Operating System.

LYNX / MV Transportation and PCTS will provide the necessary operator workspace and
furniture.

LYNX / MV Transportation and PCTS will provide the network infrastructure, furnish and
activate the appropriate inside building data/voice jacks connections to the various project-
related room locations.

Technical data under LYNX / MV Transportation and PCTS’s possession and control
necessary for system design.

Review and approval of the Proposer’s system design.

Review and approval of the Proposer’s integration and test program.

Review and approval of the Proposer’s test procedures.

Review and approval of the Proposer’s installation schedule and procedures.

Review and approval of system documentation.

0 Participate in testing, training and start-up.

2.06 Project Tasks
This Request for Proposal covers all aspects of the Integrated Communications and

CAD/AVL System. Under this RFP, LYNX will require the following tasks to be completed
under the project’s Scope of Work:

Task 1: Project Kickoff
Task 2: System Design
Task 3: Integration and Testing
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Task 4: Installation and Training
Task 5: Acceptance Testing

Major project milestones and detailed descriptions of individual tasks, including required
deliverables are provided in Sections 2.07 and 2.08.

2.07 Project Schedule

The following list presents a schedule of major project milestones for the duration of this 5 month
project. The proposer shall utilize these dates in the preparation of the project’s Work Plan and
Staffing Plan to be submitted with this Proposal. The Proposer’s project approach should
demonstrate a plan that meets or exceeds the following concurrent dates.

Project Kickoff Meeting —