
VOTRAN SERVICE UPDATE



Discussion Items
Comprehensive Operational Analysis (COA)
Service Changes Update
Gold Service
Major projects

Mobility on Demand
Technology needs

Future plans



COA

Staff analysis of all recommendations
Implementation of approved recommendations

Streamlined routes
Reduced frequency on routes
MOD

Continue to review service for efficiencies

Presenter Notes
Presentation Notes
Hub and spoke vs. grid system



Service Changes Update

Temporary service changes – Now permanent
30 minute to 60 minute 

Provided some relief for staff
Savings
Loss in ridership and revenue
Next steps

Presenter Notes
Presentation Notes
January - Saturday Routes 3, 4, 7, 10, 11, 20 & 60, reduced to 60 minutes all day
February - Sunday Routes 1 & 17, eliminate trippers
April – Routes 7 & 20, weekday reduced to 60 minutes all day
May – 3, 4, 11 & 60, weekday reduced to 60 minutes during peak period (10am to 3pm) Route 10 – reduced to 60 minutes all day


Ridership:

Ridership on the effected routes decreased 8.1% during the period of January 1, 2022 to September 30, 2022. Total system ridership decreased only 2.75%

Revenue:

Revenue on the effected routes decreased 6.0% during the period of January 1, 2022 to September 30, 2022 as compared to the same period in 2021. Total system revenue decreased by 1.5%.

Budget:�		
The permanent changes provide a General Fund savings of 	$516,000
	
	




Gold Service
What is Gold service?

Complimentary paratransit service
Transportation disadvantaged service

Paratransit ridership is up 12% for FY22 as compared to FY21
Paratransit ridership is down 27% for FY22 as compared to FY19 (pre-pandemic)

Presenter Notes
Presentation Notes
Complimentary trips makes up 86% of the scheduled trips
Transportation Disadvantaged (TD) makes up 14% of the scheduled trips




Gold Service
Average daily trip count 850 for FY22
Operate 48 runs to cover the 850 trips
Pre-pandemic - averaged 1,000 trips on 69 runs
Paratransit service window remains at sixty minutes
Service affected by staffing challenges
Service changes on the horizon (MOD)



Major Projects – Mobility on Demand
What is Mobility on Demand (MOD)?
How will it help our system

Cost effective
Provides coverage to low demand areas and reallocates resources to 
high demand areas
Staffing relief
Better service to the public

Next steps
RFP
Marketing and education
Implementation – pilot program

Presenter Notes
Presentation Notes
What is MOD?
Mobility on Demand combines traditional public transportation with private enterprise options into a single mobility service. MOD is traveler-focused, putting more weight on personal choice, trip satisfaction and the efficient delivery of services. Combining all these mobility services fills gaps in the current transportation offerings to allow true, complete point-to-point trips for everyone.

Will serve the general public as well as ADA clients.

Reduce dependency on in house operators to provide services by using a contracted provider.  Will reduce client wait time and provide real time scheduling and service.


Advantages:
Recommends using 8-16 passenger van/bus.  Capacity is key to optimal efficiency
No CDL required for these types of vehicles

Next steps:
Task 2 with Benesch Consulting for Phase 2
Assist with procurement and implementation of pilot and adding other areas
Expected to start in September (procurement process)
Pilot to start in early 2023



Presenter Notes
Presentation Notes
The map on the left shows MOD with the current fixed route system in place
The map on the right show MOD with most of fixed route in Deltona eliminated.

Initially we plan to keep a main line running east to west in Deltona until we can evaluate how MOD progresses.  Ultimately, all of Fixed Route may be eliminated.

Recommending - Deland MOD start first then move to Deltona area soon after

Deland Sunrail will be serviced by MOD.
Additionally, the Deland MOD area will help with some first mile, last mile issues



MOD and fixed route 
operating assumptions

West Volusia MOD Service Plan Peak 
Vehicles

Annual 
Revenue 

Hours

Annual 
Cost

MOD Service Estimate Range 12 - 15 29K – 35K $1.7 - $2.1 million

Net Operating Impacts
Routes 20, 21, 22, 23, 31, 32, 33 (21,185) Rev Hours ($974K)
Mitigated ADA Trips due to MOD (52,506) Annual trips ($2.0 million)

Net Annual Operating Cost Estimate 
($931K - $1.2 

million)

• Existing Demand Response productivity 1.80 (2019) and 1.68 (2020) boardings per revenue hour
• MOD productivity range of 3.65 to 4.37 boardings per revenue hour

Presenter Notes
Presentation Notes
The 3.65 to 4.37 boardings per revenue hour is a conservative number.

If the east west Fixed Route line in Deltona is eliminated we could see an additional $500,000 in savings.



Major Projects - Technology
Mobile payment and scheduling software

Same day scheduling
MOD real time scheduling

Mobile payments
Reduces dependency of in-house staff

Scheduling and cash handling

Outdated equipment
Radios
On board technology
Dispatch equipment

Phone system upgrade

Presenter Notes
Presentation Notes
Mobile payments –
	Less cash handling and counting
	Less wear and tear on fare boxes

Scheduling using phone/tablet or computer – don’t have to call in to schedule

Some equipment is outdated and soon will not have technical support available.  Grant application pending.



Future Plans

Alternative vehicles
Propane paratransit vehicles
Electric fixed route buses

Intermodal transfer station in Orange City/Deltona areas

Presenter Notes
Presentation Notes
Federal push toward alternative propulsion (electric)
Substantial grant funding opportunities for rolling stock and infrastructure

Partnerships needed for electrification specifications.


Utilize intermodal transfer station for mobility of demand service
Feasibility study – grant application pending
Utilize small UZA grant funds for construction


Grants timing
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