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Figure 5
CTC Organizational Structure
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Operations Division. The coordination of human service agency transportation services is in its
relatively early stages in Dade County. The Customer Services Division staff have, over the past
several months, successfully located several major providers of specialized transportation services
and are cwrrently negotiating agreements with at least seven operators that will enable the MDTA
to purchase trips for TD persons from these agencies.

Other activities of the Customer Service Division include arranging group trips for TD persons,
- such as the King’s Creek Shoppers Tour, trips to Log Cabin and trips to the Community
Habilitation Center. Organized trips are made every other week for a group of elderly and
disabled residents of a condominium development to a local shopping center. Between October
1, 1991 and April 1, 1992, the MDTA purchased 28 one-way vehicle trips from the Handi-Van
Cab Company to provide 336 one-way passenger trips. The City of Miami Beach reimburses the
MDTA for transportation service to the Log Cabin school for mentally disabled individuals.
Between October 1, 1991 and April 1, 1992, the MDTA purchased approximately 3,200 one-way
passenger trips from Handi-Van. The MDTA also purchases service from Handi-Van to provide
transportation to the Community Habilitation Center where mentally disabled persons learn
landscaping and plant care job skills. Between October 1, 1991 and April 1, 1992, there were
236 ons-way passenger trips provided to this center. The data described above was not included
in the base data that was used for analysis purposes because its time-frame was inconsistent and
would therefore decrease the validity of the data. However, the operating and administrative
costs, miles, hours and one-way passenger trips associated with these programs should be tracked
closely.

Provision of specialized transportation for disabled persons and Medicaid recipients who reside
in Dade County is subcontracted to Comprehensive Paratransit Services, Inc. The MDTA directly
handles all reservations for trips that are paid for through the Medicaid program. Comprehensive
Paratransit Services, Inc. contracts with Red Top Sedan who provides scheduling and dispatching
of Medicaid trips in addition to actual provision of service. Comprehensive Paratransit Services,
Inc. also contracts with Metro Limo to provide transportation to disabled persons in Dade County
who are not capable of using fixed route transit services. The service is called Special
Transportation Services (STS), and provides all trips, regardless of trip purpose, to disabled
residents of Dade County who are eligible for the service. Demand for STS is so great that it
often exceeds the existing capacity of Metro Limo, the contract operator that provides the 5T5S
service. Therefore, Metro Limo subcontracts with a number of smaller private operators to serve
the overflow demand. Metro Limo also subcontracts with Automated Dispatch Services, Inc.
(ADS) to provide all reservation, scheduling and dispatching services for STS.
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According to MDTA staff, over 200 social service agencies in the county that are providing some
level of agency-related transportation services. In addition, the county’s Department of Human
Resources, Elderly Services Division is providing specialized transportation service to elderly
persons. These services are not widely known and have very limited capacities. A more detailed
description of the various agency-related transportation services available in Dade County is
provided in the next chapter. There is, however, a large number of transportation disadvantaged
individuals from the elderly and low-income groups who are capable of and do utilize the fixed
route transit services.

According to state guidelines, one objective of a community transportation coordinator is to
ensure that specialized transportation services be made available fo all persons in the target
population groups who are unable to transport themselves. A primary means, being emphasized
by the TD Commission, of enhancing the availability of specialized transportation services for
these groups is through the development of a coordinated network of human service agency
transportation services, as is currently underway through the efforts of the MDTA’s Customer
Services Division staff. Ideally, to avoid rebuilding an entire system from "scratch”, the network
in Dade County would center around the existing STS program with additional capacity provided
by other agencies in the county with the capacity to provide general-purpose, non-agency
sponsored trips. The MDTA’s fixed-route transit service, as well as the existing STS service
comprise the "backbone” of providing transportation for TD persons in Dade County.

With the above purpose in mind, a component of this project was to explore the advancement of
coordination of specialized transportation services in Dade County. In the next chapter, a
description of the various agency transportation services is provided along with a designation of
those agencies that have the best overall potential of participating in a coordinated service.

Paratransit Operations Division - The MDTA employs 41 full-time equivalent operations
employees and 6 full-time equivalent administrative employees to oversee and carry out all
operating and administrative aspects of the specialized transportation services, both Medicaid and
STS.

Paratransit Operations Division Staff - The MDTA has 47 full-time staff positions for the
paratransit operations division. The chief of paratransit operations reports directly to the assistant
director of bus operations of the MDTA. This position is responsible for management of the
entire division of paratransit services. There is an administrative secretary assigned to assist the
chief of paratransit operations in carrying out the relevant functions of overseeing the division.
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Three additional employees comprise the remainder of the administrative staff, including a
paratransit administrative officer who is responsible for management and supervision of the
administrative section and supervision of the day-to-day activities of the operations and
certification and monitoring sections. The administrative section also includes an administrative
officer whose primary responsibilities involve the production and analysis of internally and
externally required reports intended to measure the performance of the paratransit services
division. In addition, this position entails developing recommendations to improve performance
and assisting with implementation of approved recommendations. The remaining position
involved in administering the paratransit services division is the office systems technician whose -
responsibilities include daily management and supervision of the computer operations and
production of all computer output necessary for service provision, including trip verification and
service monitoring.

The operations portion of the paratransit services division is divided into two sections, the
reservations section and the certification and monitoring section. The primary function of the
reservation section is to handle incoming calls for paratransit services for Medicaid eligible
individuals while the main function of the certification and monitoring section is to provide and
coordinate the monitoring of Medicaid and STS, including oversight of vehicle inspection and
verification of trips taken by registered users of the services.

The reservations section is directed by a manager who is responsible for management of the
scheduling function, supervision of the paratransit reservationist supervisors and oversight of the
paratransit reservationists. The manager of the reservations section is assisted by a clerk typist.
There are four reservationist supervisors who supervise the reservationists to assure that
telephone requests are handled promptly and courteously and that trip information is input
accurately. The reservationist supervisors also provide assistance with difficult or unusual
customer requests. Finally, in this section there are 25 telephone console operators
(reservationists) whose responsibilities include answering telephone calls, entering trip information
directly into a computer terminal, responding to requests for information on reservations, service
availability, etc., and resolving customer complaints regarding late pick-ups.

The certification and monitoring section is directed by a manager who is responsible for
developing and implementing the system’s annual monitoring work plan, identifying problem
areas and determining potential solutions. The manager is also responsible for all oversight duties
involved in the daily operations of the certification unit. The manager is assisted by a clerk
typist.
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The certification and monitoring section is divided into two subsections. The first subsection is
made up of staff whose work focuses on monitoring the field operations of the various operators
who provide paratransit service for the MDTA., All monitoring activities are managed by a
paratransit support specialist who is responsible for overseeing field monitoring staff and staff
involved in verifying trips taken by STS customers and periodically inspecting vehicles at the
contractor’s storage facility. This position is also assisted by a clerk typist. There are three field
technicians who work in the monitoring subsection. Their primary responsibilities include |
collecting data on the operating performance of the contractors involved in providing specialized
transportation service for the MDTA. Data collection activities include on-street spot checks to
verify vehicle conditions, note driver courtesy, on-time performance, and other relevant measures,

The eligibility subsection is directed by an eligibility supervisor who is responsible for overseeing
the daily activities of two eligibility interviewers. These three staff persons are responsible for
certifying all potential registrants for the Medicaid and STS services. The eligibility interviewers
must ascertain that each person requesting approval to use either the Medicaid or STS service has
all appropriate documentation required and must verify that the documentation is in fact authentic,

STS Overview - STS operates seven days a week, from 6:00 am. to 12:00 midnight.
Reservations for services are made by 'contacting the Routing and Scheduling (R&S) office the
day before service is required. Calls must be made to the R&S office between 8:00 a.m. and
3:00 p.m., Monday through Friday, for next-day service. Calls are taken until 4:00 p.m. on
Friday for requests for service on Saturday, Sunday, and Monday; until 6:00 p.m. on Friday for
Sunday and Monday service; from 9:00 am. to 3:00 p.m. on Saturday for Sunday and Monday
service requests; and from 9:00 a.m. to 12:00 p.m. on Sunday for Monday service. STS users
are charged a modest zone-based fare that ranges from $1.50 to $4.50 per one-way trip.

STS provides both demand response and subscription service. Persons who require subscription
service (i.e., service that is provided on a set schedule such as Monday, Wednesday and Friday
at 8:00 a.m,) are directed to call the STS project office to enroll in the subscription service
program. The only requirement for subscription service, other than eligibility for the STS service
in general, is that the person must maintain the set schedule for at least a one-month time period.

The MDTA, in its role as the CTC of Dade County operates as a partial brokerage because some

functions are kept in-house while many others are contracted out. The STS and Medicaid
services had a fleet of 227 vehicles in fiscal year 1990 that provided 6,103,180 miles of service.
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Medicaid Transportation - As previously mentioned, the MDTA also provides a Medicaid
transportation service, This service is available to Medicaid recipients whose transportation costs
for travel to medical appointments are eligible expenses under the Medicaid program. This
service is provided from 8:00 a.m. to 5:00 p.m. Monday through Friday. The MDTA’s
guidelines specify that requests for service are to be made the day before service is needed.
According to Fiscal Year 1989-1990 operating data, the MDTA provided 252,709 one-way trips
through the Medicaid transportation service.

Dperations Division Operating and Financial Data

As described above, the MDTA provides specialized transportation service to disabled persons
in Dade County through a contract with Comprehensive Paratransit Services and does so using
four primary sources of funding. Because the STS and Medicaid programs comprise such a large
share of the overall services provided by the MDTA, they represent the elements that drive the
overall expenses of the system. This section provides information concerning the operating and
financial performance of the Paratransit Operations Division.

During Fiscal Year 1989-1990 the MDTA provided 666,332 passenger trips through the STS and
Medicaid programs. Of these trips, 413,623 (62.1 percent) were provided through the STS
program, and the remaining 252,709 (37.9 percent) were provided by the Red Top Sedan and
were purchased with Medicaid funding. According to discussions with the study review
committee, the number of registered users for the STS service and the number of passenger trips
provided on STS have both been increasing by 25 percent per year for the past two or three
years. These statements are further supported by the operating data that has been collected over
the past three years, which indicate that there has been an increase in ridership of approximately
25 percent each vear. If this rate of growth continues, the number of passenger trips provided
by the CTC through the STS program will be 1.6 million in fiscal year 1996, representing a 281
percent increase over the current level of ridership. This level of demand would, in all
likelihood, overwhelm the existing system and exhaust available financial resources.

The MDTA's paratransit operations division incurred operating expenses totaling $10,971,501 in
fiscal year 1989-1990, Of this amount, $9,649,724 (88.0 percent) was spent on purchasing
transportation from Comprehensive Paratransit Services; $781,319 (7.1 percent) was spent on
labor expenses--salaries and fringe benefits--and the remaining $540,458 (4.9 percent) was spent
on materials and supplies, utilities, casualty and liability insurance, services, and other
miscellaneous expenses,

27



As counterpart to its operating expenses, the MDTA paratransit operations division generated
$726,111 (6.6 percent) through farebox revenues. Medicaid funding provided an additional
$4,045,162 (36.9 percent) while local sources supplied $6,200,228 (56.5 percent),

In providing the 666,332 one-way passenger trips during fiscal year 1989-1990, the MDTA
paratransit operations division provided 6,233,567 miles of service and operated 495,908 service
hours. The resulting cost per passenger was $16.47. Cost per mile was $1.76 and the cost per
service hour was $22.12. A breakdovwn of the division’s operating and financial data, along with
these measures of operating performance, is shown in Table 9.

Table 9
Three-Year Profile
MDTA Paratransit Operations Division
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Table 9 also provides a three-vear profile of the paratransit operations division’s operating and
financial performance. The data shown was taken from Section 15 reports for fiscal years 1988,
1989, and 1990.

The three-year profile shown in Table 9 highlights some interesting trends that took place
between 1988 and 1990, Total operating expenses for the paratransit operations division
increased by 67.4 percent from $6,555,539 to $10,971,501, with the largest inerease (39.9
percent) occurring between fiscal years 1989 and 1990. Ower the three-year period, the largest
percentage of the system’s overall operating expense was attributable to the cost of purchasing
transportation from the two private operators. This expense alone accounted for 83.3 percent in
FY88, 92.4 percent in FY89 and 88.0 percent in FY90. The increase in this cost item was 76.7
percent over the three years, from $5,460,640 to $9,649,724, with an average increase of 33.0
percent each year.

To keep pace with operating expenses, service revenues also increased by 67.4 percent.
Surprisingly, the fastest growing revenue source during the three-year time period was fare
revenue, which increased by 69 percent over the three years, with the largest increase (38.4
percent) occurring between FY89 and FY90 when fare revenue increased from $524,540 to
$726,111. The largest percentage of system revenue during each of the three years was made up
of local cash, which accounted for 52.8 percent in FY88, 55.3 percent in FY89 and 54.4 percent
in FY90. Local cash contributions increased by 72.4 percent overall during the three-year period
from $3.462,667 to $5,970,284. As a percentage of overall revenue, Medicaid provided a
decreasing percent despite an overall increase of 51.9 percent from 33,462,667 in FY88 to
$5,970,284 in FY90. In FY$88, Medicaid provided 40.6 percent of the paratransit operations
division's revenues, but in FY90, it provided only 36.9 percent.

The MDTA’s paratransit operations division’s operating performance (based only on the three
indicators shown--cost per passenger trip, cost per mile, and cost per hour) improved somewhat
in FY89 when compared to FY88. Operating cost per passenger trip decreased by 3.5 percent
from $15.62 per trip to $15.07; cost per vehicle mile decreased by 10.3 percent from $1.55 to
$1.39; and cost per vehicle hour also decreased by 1.1 percent from $17.71 to $17.42. A
substantial change took place, however, between fiscal years 1989 and 1990 when operating cost
per passenger trip increased by 9.3 percent from $15.07 to $16.47; cost per vehicle mile increased
26.6 percent from $1.39 to $1.76; and cost per vehicle hour increased 27.0 percent from 517.42
to $22.12.
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To a large degree, the driving force behind the substantial increase in operating cost has been the
corresponding increase in ridership. In fact, between fiscal years 1988 and 1989, ridership
increased 23.9 percent from 419,787 to 520,236, Between fiscal years 1989 and 1990, ridership

again increased substantially, from 520,236 to 666,332, or 28.1 percent.
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Chapter 4
Inventory of Other Tramsportation Programs

In addition to the specialized transportation services provided by the MDTA for the TD
population, there exists a wide range of transportation programs operated by human service
agencies and government departments throughout Dade County.

A survey of agencies involved in TD transportation services in Dade County was conducted for
this project in August 1991, The 94 organizations identified were surveyed and 28 of them use
public funding from the Federal Transit Administration’s 16(2) program, while the remaining
agencies use private funding sources to support their transportation services. The scarcity of
suitable data can be attributed to the fact that many human service agencies do not normally
maintain comprehensive data files on their transportation services. Consequently, many
organizations were unprepared to furnish the necessary information for this project. As a result,
the data in many cases is estimated and should not be considered completely accurate. However,
this effort does represent a first step toward coordinating human service transportation resources
to better meet the needs of the transportation disadvantaged population in Dade County. Table 10
provides a summary description of these agencies’ transportation services,

Most of these agencies offer a combination of fixed-route and modified demand-responsive
transportation services. Some agencies offer only fixed routes that are commonly associated with
school-related or workshop-related activities. The remaining agencies fix their routes according
to client demand for recreational, shopping and medical activities.

The transportation services provided by the human service agencies and government departments
in Dade County are often associated with agency programs and/or are restricted to specific client
groups affiliated with each agency or depariment. Furthermore, most trips provided are primarily
to and from agency-related programs or facilities.

These 28 agencies provided a total of 1,062,804 one-way passenger trips, 395,942 of which were
provided by the four agencies with a fleet of more than ten vehicles. This means that 14.3
percent of the human service agencies provided 37.2 percent of the program-related TD trips in
Dade County.
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Inventory of Human Service Agency Transportation Resources
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Operating expenses for providing these trips were $£3,569,919, (Because specific data was
unavailable, this number excludes expefises for one dgency that provides 3,541 or 0.1 percent of
the total trips.) The data indicates that the average cost per trip among the surveyed Dade County
human service agencies was $3.36 and ranged from $.74 to $17.59. A wide range in per trip cost
such as this is not uncommon among different types of human service agencies. Those agencies
that provide transportation for severely disabled persons will have a significantly higher per trip
cost than will agencies that carry primarily able-bodied clients. The average cost per mile among
these agencies was $1.34, and ranged from §.14 to $6.75.

Resource Availability

The need for increased funding or for maintaining current levels of funding are issues that
concern those agencies that receive no financial resources from private donations. For example,
the North Miami Foundation for Senior Citizens Services stated that it would be forced to
terminate its transportation program if federal funds become insufficient.

Vehicle replacement is another important consideration for these agencies. Seventy-one percent
of the agencies surveyed will have to replace their vehicles over the next five years; two of these
agencies need vehicle replacements as soon as funds become available. It should be noted that
the actual vehicle replacement requirements may be higher but is unknown because the remaining
agencies failed to provide vehicle replacement data.

There are four agencies that appear to have strong potential for participating in Dade County’s
coordinated network of TD transportation services. They are the county’s Department of Aging
and Adult Services, Little Havana Activity and Nutrition Center, Mount Sinai Medical Center,
and Sunrise Community. They have vehicle fleets ranging in size from 13 to 25 vehicles and
appear to have some excess capacity when compared to the vehicle utilization rates of the other
agencies. Once agreements have been reached with these four agencies, the MDTA should begin
working with the remaining agencies to assess their needs and their capacity to participate in the
coordinated system. It may be that some of the smaller agencies have insufficient capacity to
provide general trips for their clients and could contract with the MDTA for service, thereby
providing additional sources of revenue for the MDTA’s TD transportation service.

It would be advisable for the MDTA’s customer services division staff to undertake another
survey of the county’s governmental and private social service agencies. A detailed questionnaire
should be developed that requests information on the overall mission of each agency, the types
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