
M.O.R.E.T.M.C.C. 
Model Orlando Regionally Efficient Travel Management Coordination Center

Doug Jamison
Bill Hearndon
Central Florida Regional Transportation Authority

Gwen Johnson
Polk County Transit Services



BackgroundBackground
Orange County 908 Square Miles
Osceola County 1,322 Square Miles
Seminole County 308 Square Miles
Polk County 1,875 Square Miles

Combined Service Area 4,413 Square Miles

Tri-County Service Area 686,616 Annual Consolidated Trips 9,878 Unduplicated Passengers

Polk County Service Area 166,827 Annual Consolidated Trips 8,494 Unduplicated Passengers

Combined Service Area 853,443 Annual Consolidated Trips 18,372 Unduplicated Passengers

Presenter
Presentation Notes
General Project Description

Orange County has 908 square miles, Osceola County 1,322 square miles, Seminole County 308 square miles, and Polk County 1,875 square miles of service area.  This combined area will cover 4,414 square miles.



Trips were generated from the annual number of trips and riders for each agency covered by the MORETMCC project.  These numbers do not include agencies or providers who may be brought into the MORETMCC at a future date, only those who will potentially be affected at its initial deployment.  Trips and riders are quoted as annual numbers.  The Orange County, Osceola County, and Semionle County numbers have been combined as the area already operates some services across county lines and so numbers are not broken down by each county.  Polk County Transit Services and Citrus Connection numbers have been combined for the Polk County numbers.  The tri-county area has 686,616 annual consolidated trips (not including escorts or attendants) with 9,878 unduplicated passengers while the Polk County area has 166,827 annual consolidated trips with 8,494 unduplicated passengers (not including escorts or attendants).  These numbers come from the required Annual Operating Report due from each Community Transportation Coordinator (CTC) to the Florida Commission for the Transportation Disadvantaged and include the CTC and other human service transportation providers in the coordinated system.



StakeholdersStakeholders
Service 

Providers
Human Service 

Agencies
Social Service 
Organizations

Other Interest 
Groups

Central Florida Regional 
Transportation 

Authority
(LYNX)

Agency for Health Care 
Administration

Seniors First* MetroPlan Orlando
(MPO)

Lakeland Area Mass 
Transit District

(Citrus Connection)

Department of Elders 
Affairs
(DOEA)

Seminole Community 
Mental Health

Polk County 
Transportation Planning 

Organization
(MPO)

Polk County Transit 
Service
(PCTS)

Agency for Persons 
with Disabilities

(APD)

Terra Vista Rehab 
Center

MV Transportation, Inc.*

Area Agency on Aging
(Senior Resource Alliance)

Lakeside Behavioral 
Healthcare*

Goodwill Industries of 
Central Florida

Laurel Hill 
Independence Center

Florida Commission for 
the Transportation 

Disadvantaged

Florida Department of 
Transportation

* Also provides customer transportation
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Presentation Notes
The Florida Department of Transportation has been “grayed” out because they have asked to continue to be updated but have not attended meetings nor given input to the project.  The kick-off was attended by a consultant of the Department, who was pulling “double duty” also representing another client.  Seniors First and Lakeside Behavioral Healthcare directly provide transportation to their clients but also rely on the consolidated system for transportation services.  Due to their limited fleet size and the unique requirements of their clients, they may not directly provide MORETMCC trips at deployment.  For example, mental health clients may have unique issues that do not allow their customers to mix with other unfamiliar clients, may require special driver skills, or may require transportation on the same vehicle for consistency in their routines.  MV Transportation is the service provider under contract for the Central Florida Regional Transportation Authority and provides the trips on behalf of the Authority.





Stakeholders – User GroupsStakeholders – User Groups
Transportation Disadvantaged Local Coordinating Board

Transportation Advisory Committee

Polk County Transportation Planning Organization (TPO)

Polk Transit Authority

Polk County Human Services Transportation Coordination Summit

Transportation Disadvantaged Local Coordinating Board

Transportation Advisory Committee

Polk County Transportation Planning Organization (TPO)

Polk Transit Authority

Polk County Human Services Transportation Coordination Summit
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Presentation Notes
Transportation Disadvantaged Local Coordinating Board - Composed of representatives from local governments and transportation providers, the primary responsibility of TDLCB is to evaluate the service provided by the local Community Transportation Coordinator (CTC) for the three county area—the Central Florida Regional Transportation Authority (LYNX). 



Transportation Advisory Committee - Composed of system users and their advocates whose responsibilities are to review and address accessibility issues agency wide.



Polk County Transportation Planning Organization (TPO) - Provides a forum for cooperative decision-making regarding countywide transportation issues.  It is comprised of a 19-member policy board of local elected officials, staff, and advisory committees.  The member governments include the Polk County Board of County Commissioners and the cities of Lakeland, Winter Haven, Auburndale, Bartow, Haines City, Lake Wales, Fort Meade, Mulberry, Frostproof, Lake Alfred, Dundee, Eagle Lake, Davenport, Polk City, and Lake Hamilton.  Other public agencies such as the Central Florida Regional Planning Council, and the Florida Departments of Community Affairs (DCA), Environmental Protection (DEP), and the Florida Department of Transportation (FDOT), are also represented on its advisory committees.



Polk Transit Authority - Comprised of local government officials and is the newly legislated governing body to implement the long range plan to address transportation needs on a regional basis.  The Authority consolidates the services of the Polk County Transit Services, Citrus Connection, and Winter Haven Area Transit.



Polk County Human Services Transportation Coordination Summit - Close to 100 social and human service organizations, health care agencies, transportation agencies as well as city and county officials actively participated in various exercises and activities to identify the transportation needs of Polk County and to create a Human Services Transportation Coalition.





User needs
Provide a higher level of customer and mobility services
Enhance customers’ ease of use of access mobility services
Provide a comprehensive range of mobility options

Human service agency needs
Increase the population served and ability to provide services
Bridge existing geographic gaps in service

Transportation provider needs
Increase mobility service productivity and service efficiency
Reduce redundancy through coordinated trip booking and 
service delivery
Improve mobility service consistency through coordinated trip 
booking and service delivery

Stakeholder ParticipationStakeholder Participation
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Key Stakeholder Needs



Needs are listed keeping our customer needs at the forefront.  Individual customer needs are first, followed by agency customer needs.





How stakeholder input was obtained
Kick-off meeting 
One-on-one interviews 
Meetings to gain consensus

Lessons learned related to effective stakeholder participation
Identify “core” stakeholder team with “key” representatives 
Schedule meetings at least four weeks in advance
Send out materials to review and meeting agendas in advance 
Explain the systems engineering process 
Complete timely updates of all stakeholder inputs
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Stakeholders were pulled together in one large group to cover the overall project goal and then brainstorm what the group wanted to see our local project accomplish. The needs assessment involved one-on-one interviews with each partner agency to determine their individual needs related to the TMCC.  This was pulled together into the draft Concept of Operations document that was then presented to the full group of core team members at a group meeting.  The group had extensive discussions resulting in a lot of updates to the Concept of Operations document.  Each of the partners then signed documents stating they were in agreement with the Concept of Operations and that it represented their individual needs in addition to the overall group’s needs.



It is important to ensure that “key” representatives from all stakeholder groups provide input.  Many times representatives are sent to “see what happens and report back”, which results in a lack of input from that entity.  The representatives must understand and have the level of authority to represent their entity.  Meetings must be scheduled at least four week in advance to ensure that all representatives can be available at the same time.  This is especially important for larger groups who are physically dispersed throughout a large service area.  Each representative should review documents prior to the meeting to ensure they have had time to think about the content and have input.  (Our first meeting involved a review of the document at the meeting which took a lot time just explaining the document).  All comments need to updated in a timely manner so contributors recognize that their input has been incorporated and was valuable.  You cannot “shelve” some input for a later update while you work on other sections.





How to obtain leadership support
Conduct outreach efforts with existing boards and coordination 
teams 
Creating a web-site to give management and leadership access to 
project activities, information and general MSAA direction
Iterate the benefits of the MORE-TMCC including expected 
outcomes and funding

Evidence of leadership support
The Executive Director of Citrus Connection has attended and 
provided input at most team meetings
The Executive Director of LYNX has discussed the project with the 
Board of Directors and had staff present the information to the 
Board
The Executive Directors of Polk County Transit Services and of 
Citrus Connection have had the project presented at the Human 
Services Coordination Summit
Polk County Transit Services has assigned three staff members 
(out of five operations staff) to the project
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High-Level System DiagramHigh-Level System Diagram
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Note that each agency is able to continue to service their customers and maintain control of their vehicles while the functions to accomplish these tasks use a consolidated system with an integrated database.  This keeps consistency of service among all entities in the MORETMCC as they use the same system and the same database to provide service.  It also allows the transfer of vehicles as they cross service boundaries as dispatch information is available to each entity.





Needs metNeeds met

Current State MORE-TMCC

One call, one ride

Consistent customer experience

Value added services

Focus on customer

Big Picture – Regional Goals

Strategic Planning Mode

Technology standardization across agencies

Individual, divided services

Disparate agency offerings

Transportation services

Focus on system

Individual goals

“Fire Fighting” Mode

“One off” integration



Needs MetNeeds Met
Need: Enhance customer’s ease of use

o “No Wrong Door” entry points
o Consistent customer experience
o Multiple trip booking and information options – web, IVR, live operator
o Seamless customer eligibility
o Customer concerns process

Need: Bridge existing geographic gaps in service
o Shared resources will provide the ability to service remote areas that currently do not 

have service 
o The cumulative service area will be more that any individual agency can serve

Need: Reduce redundancy through coordinated trip booking and 
service delivery 

o “Common Resources” including vehicles, staff, hardware and software will 
be shared, providing a more efficient service 

o Shared scheduling and billing to eliminate redundancy 
o Technology standardization including trip booking and communications
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Needs MetNeeds Met
In what way do ALL Americans benefit from this TMCC

o The system will be a replicable model that can be utilized 
by any community across the country 

o The system will be a scaleable model that can expand as 
more agencies and service providers are added to the 
system allowing it to grow without much additional cost 

o Transportation is the backbone of any economy and 
improved services to rural communities will provide better 
travel options, increasing job opportunities and access to 
services 

o Sharing of resources will utilize funding dollars more 
effectively thus giving the entire traveling population access 
to better services – improved service for the dollar spent 

o Improving information through the ability to provide better 
comprehensive traveler options, timely reminders and 
proactive travel information – improved access 
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Scenario #1Scenario #1

Hola,
¿Como le puedo

ayudar?
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Presentation Notes
Mr. Carlos, a 66-year-old single man, moved into the City of Happyville 3 days ago.  He is a wheel chair user and does not speak much English, but is fluent in Spanish.  Now he needs to see a doctor for his back pain, possibly due to the recent move.  He needs transportation.  Mr. Carlos found a phone number by the bus stop along with the website address for the bus company www.happyta.org.  He uses a computer and is an otherwise healthy individual.  Please describe what he is expected to do and how would your TMCC system concept assist him in arranging the needed transportation?



Pre-MORETMCC 

Citrus Connection has their website in both English and Spanish, however Polk County Transit Services and LYNX have only English versions.  Each agency can assist in Spanish over the phone, however.  Most agencies who will part of the TMCC are in the same situation as PCTS and LYNX.  He would contact the bus company at the phone number listed, choose the option for Spanish, and then be provided information for the transportation services provided through the bus company.  Mr. Carlos would be given provisional eligibility if he cannot access fixed route bus services and provided the trip.



Post-MORETMCC

In the case of the MORE TMCC operation, Mr. Carlos’ request could be made in Spanish and bi-lingual assistance provided to him directly at the initial point of entry of his request.  He could access the system through the website or by telephone using the interactive voice response (IVR) system or talking to a representative.  Mr. Carlos’ inquiry would be entered into the system either by his use of the website or IVR or through the reservationist.  It will generate a search for a best fit trip available from all the mobility service providers operating in the MORE TMCC service area and his trip may take the best form to service his needs (fixed route, dial-a-ride, or a combination).  This comprehensive search for the best fit for the specific needs of Mr. Carlos is possible because the MORE TMCC employs a common trip booking system that includes all the service provider fleets and scheduled trips.





Scenario #2Scenario #2

MORE TMCC
How may I help 

you?

MORE TMCC

Presenter
Presentation Notes
The State Office of Medicare and Medicaid (OMM) adopted a brokerage model 6 years ago for its non-emergency medical transportation (NEMT) service.  The City of Happysville is in NEMT Region 3 and served by MobiLove – a nationally renown transportation brokerage firm.  It is now the 4th  year into the service contract.  The OMM is drafting an RFP for the new contract. MobiLove has notified the State that it will not compete for this contract.  So, there will be a change of NEMT broker in Region 3.     

Please discuss the key strengths and weaknesses of your TMCC system concept in addressing this situation so that the transitional process can be as transparent and seamless as possible to all stakeholders involved, including end users, OMM, MobiLove, the new broker, and all community transportation providers who serve as sub-contractors.



The TMCC is structured to be a confederation of mobility service providers utilizing a common trip booking and dispatching process.  Therefore any changes in mobility providers in a brokerage system would be transparent under TMCC.  The client would have a consistent trip booking experience regardless of who provides the actual trip.  The TMCC is designed to allow mobility providers to be added and dropped from the network.  The TMCC would provide a system including existing and established “brokerage” models to facilitate use of existing provider network capacity and the ability to scale capacity based on demand.  Many current NEMT customers already approved for other human service transportation services (non-medical) would be provided service through the TMCC.  The ability to serve and mix multiple trip and client types (program, non-program and general public) makes the TMCC extremely flexible; providing efficient mobility service delivery while accounting for specific trip information for program funding purposes.





Scenario #2Scenario #2

STRENGTHS

“Plug and Play”

Seamless Customer Experience

Unique Branding

WEAKNESSES

?

Presenter
Presentation Notes
NOTE: We cannot think of any weaknesses to our current approach.



STRENGTHS

“Plug and Play”: The TMCC will be independent of the transportation broker, and will be able to replace one broker with the other by putting in the new broker’s information including vehicles, staff and other shared resources, and making obsolete the old broker’s information.



Seamless Customer Experience: From a customer’s perspective, the transition will be seamless, as the configuration will be accomplished at the central virtual TMCC level, and the customer will still be provided with transportation.



Unique Branding: All TMCC vehicles will have the “MORE-TMCC” banner regardless of the transportation broker, so as not to confuse the traveling public.  (MORE TMCC will already have multiple providers with a common logo, in addition to their agency logos, so this will not be unexpected for our customers.





Scenario #3Scenario #3
Dave lives in Winter Haven (PCTS) and needs to visit a hospital in 

Orlando (LYNX) for his appointment at noon.  Nora lives in 
Edgewood (LYNX) and has a non-medical appointment in 
Lakeland (PCTS) and would like to arrive at 10:00 AM.

Nora will finish her errand at noon and needs to return to her home 
in Edgewood (LYNX).  Dave’s appointment is to be completed by 
2:30 PM, so he has scheduled a return trip to Winter Haven 
(PCTS).

Presenter
Presentation Notes
The TMCC is designed to provide an overlapping web to operationally integrate mobility service providers, transportation funding programs and travel demand within a regional travel shed by creating a confederacy of service providers and employing a common trip booking and dispatching system.  The following scenario illustrates the benefits of the concept.  Today, access to mobility services are limited by several factors, the following are some of these: the service provider’s service area geography, the user’s knowledge of what services are available, the user’s ability to request services, the user’s eligibility for mobility service, funding program restrictions, and service provider capacity.  With multiple mobility service providers providing services across overlapping service areas, even with coordinated transportation services, there is duplication of services and there are persons who have no access to mobility services because they do not qualify or they are located outside the general public service area. 

The TMCC is designed to improve the productivity of existing services and increase the opportunity to provide mobility to persons who otherwise are not qualified or live outside of the general public service area.  The TMCC would afford mobility and enhanced service delivery in the following case.  By combining the trip booking and dispatching processes from all the mobility service providers in the region, multiple vehicles dispatched by multiple service providers to carry clients from Polk County to Orlando could be combined into a single shared ride trip.  In addition the individuals that lives in the rural area of Osceola County that needs transportation but are not eligible for human service transport and are not within the general public service area would be able to request and obtain service through the TMCC.  This is scenario illustrates a significant advancement in increasing mobility to existing and new clients in the combined service area.  It also will result in increased service productivity and cost-effectiveness by more efficient utilization of existing fleets and through common trip booking and dispatching within existing funding sources. 





Presenter
Presentation Notes
The first graphic shows a customer originating in the LYNX service area traveling to the PCTS service area with a second customer originating in the PCTS service are and traveling to the LYNX service area.  Prior to the MORETMCC implementation, each agency would provide service to their customer resulting in either the vehicle “dead-heading” back to its home service area empty or remaining in the neighboring service area “out-of-service” and unusable unit the customer returns.

�After the implementation of the MORETMCC, LYNX and PCTS realize that a LYNX vehicle will be in the area and are able to schedule a “PCTS” trip on that vehicle.  The same occurs with a “LYNX” customer on a PCTS vehicle for the return trip.  Each vehicle remains in service assisting customers without an unproductive “dead-head” or “out-of-service” down time.  Additionally, each vehicle can contact the dispatcher from the other service area to get assistance with directions or contact with the customer.



Moment of SharingMoment of Sharing
The most pleasant surprise 

Discovering that other transportation providers experience 
similar challenges. 

The most satisfactory moment  
FTA telling us that we did such a good job on our ConOps, that 
we’ll never be able to implement the project. 

The most difficult challenge you have encountered  
Overcoming territorialism
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You are granted ONE wish (other than more money) that most 

likely will promote the success of the project.  What would it be?  
Provision of access to centralized communications systems 
(telephone, software, MDTs) 

Any experiences and lessons learned that you think may be useful 
to your peers?  

- Start small but comprehensively.  
- Add one entity at a time but take a systems approach to 

operations.  Don’t add additional entities until the current 
are running smoothly.  

- Document issue resolution by updating operating procedures 
as issues develop. 
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