
Central Florida Regional Transportation Authority
455 N. Garland Ave.

2nd Floor Board Room
Orlando, FL 32801

 

 Board Date: 4/11/2014
 Time: 1:00 P.M. 
 

 
As a courtesy to others, please silence all electronic devices during the meeting.

 1.   Call to Order & Pledge of Allegiance

 2.   Action Agenda 
 
  A. Authorization to Enter Into an Interlocal Agreement with the Florida Department of

Transportation (FDOT) for the SunRail  Ticketing System, Backroom Development and Cost
Sharing

Pg 2

  B. Authorization to Enter Into a Joint Participation Agreement (JPA) for Feeder Bus Service with
Florida Department of Transportation (FDOT) for SunRail

Pg 17

 3.  Other Business

Section 286.0105, Florida Statues states that if a person decides to appeal  any decision made by a board, agency, or
commission with respect to any matter considered at  a meeting or hearing, he will need a record of the proceedings, and that,
for such purposes, he may need to ensure that a verbatim record of the proceedings is made, which record includes the
testimony and evidence upon which the appeal  is to be based.

In accordance with the Americans With Disabilities Act of 1990, persons needing a special accommodation at  this meeting
because of a disability  or physical impairment should contact Sarah Tirado at  455 N. Garland Ave, Orlando, FL 32801 (407) 841-
2279, extension 6012, not later than three business days prior to the meeting. If hearing impaired, contact LYNX at  (407) 423-
0787(TDD).



 

 

Action Agenda Item #2.A 

 

To: LYNX Board of Directors 

 

From: John Lewis 

  CHIEF EXECUTIVE OFFICER 

Blanche Sherman 

  (Technical Contact) 

 
 

Phone: 

 

 

407.841.2279 ext: 6017 

 

Item Name: Authorization to Enter Into an Interlocal Agreement with the Florida 

Department of Transportation (FDOT) for the SunRail Ticketing System, 

Backroom Development and Cost Sharing 

 

 

Date: 4/11/2014 

 

 

ACTION REQUESTED: 

 

Staff is requesting authorization for the Chief Executive Officer (CEO) or his designee to 

negotiate and execute a Interlocal Agreement with the Florida Department of Transportation for 

the development of the SunRail ticketing system, backroom, costs sharing, and processing of 

ticket proceeds. 

 

BACKGROUND: 
 

Staff has been working with FDOT over the last several years to develop a fare policy and 

technology to support the feeder bus service that will operate in support of SunRail.  This 

Interlocal Agreement will provide the framework for costs sharing, backroom development and 

processing of ticket proceeds.  Recently, FDOT has provided to Lynx a form of Interlocal 

Agreement and, Lynx and its counsel also met with FDOT and its counsel to review that draft.  

Lynx staff disagrees with several of the terms in the draft Interlocal Agreement furnished to 

Lynx, including among other matters, the frequency with respect to which Lynx will receive 

payment from the SunRail Clearinghouse for Lynx generated revenues, and the implementation 

of a “stored value bonus” rather than the 10% discount rate that was established in the Lynx and 

SunRail fare policy.  As noted, these and other items are the subject of discussions between Lynx 

and FDOT. 

 

The Interlocal Agreement generally will apply over the term that FDOT has responsibility for 

operating SunRail. 
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FISCAL IMPACT: 

 

LYNX staff included funding in the amount $2,319,596 in the FY2014 Amended Capital Budget 

for the purchase of Fare Collection Equipment, including Ticket Vending Machines and On-

Board Validators.  Also, staff included $140,000 in the FY2014 Amended Operating Budget to 

support LYNX’ fees associated with the cost sharing activities of the SunRail back office. 
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 INTERLOCAL AGREEMENT 
BETWEEN 

THE FLORIDA DEPARTMENT OF TRANSPORTATION (FDOT) AND 
 THE CENTRAL FLORIDA REGIONAL TRANSPORTATION AUTHORITY (LYNX) 

 
 

This Agreement by and between the STATE OF FLORIDA DEPARTMENT OF 
TRANSPORTATION (hereinafter referred to as “FDOT”) and the CENTRAL FLORIDA 
REGAIONAL TRANSPORTATION AUTORITY (d.b.a. LYNX), a Political Subdivision of the 
State of Florida, (hereinafter referred to as “LYNX”), both of which are jointly referred to herein 
as “Parties”; 

 

WITNESSETH: 

WHEREAS, the FDOT is undertaking the development and implementation of the 
Central Florida Commuter Rail Transit System (the "FDOT Commuter Rail System or SunRail") 
running from DeLand in the County of Volusia through Seminole County and Orange County 
(including the City of Orlando) to Poinciana in Osceola County; and  

 
WHEREAS, LYNX is responsible for the planning, design and operations of the 

regional bus system in Orange, Seminole and Osceola Counties (LYNX Bus System) and may 
provide fixed route feeder bus connections to the Commuter Rail Stations; and  
 

WHEREAS, the FDOT and LYNX have been working together in the development and 
implementation of a common Fare Policy, Fare Media, and limited fare equipment for the FDOT 
Commuter Rail System and the LYNX Bus System to benefit the residents, employees and 
visitors of the Central Florida region; and  
 

WHEREAS, implementation of the FDOT Commuter Rail System and integration with 
the LYNX Bus System will result in overall social and environmental benefits, improve the 
quality of life in the state, stimulate economic growth, create new employment opportunities, and 
serve as a positive growth management catalyst; and 

WHEREAS, the FDOT Commuter Rail System and integration with the LYNX Bus 
System will greatly benefit all of the citizens of and visitors to the Central Florida region, and is 
needed in order to relieve traffic congestion, and provide transportation opportunities; and 

WHEREAS, the Commuter Rail System will become an integral part of a Central 
Florida balanced transportation system and, with concurrent development of improvements to 
roadways and integration with bus transit, will greatly enhance the mobility of the traveling 
public; and 

WHEREAS, the parties are authorized to enter into this Agreement pursuant to Section 
163.01, Florida Statutes; 
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NOW THEREFORE, in consideration of the mutual promises, covenants and 
agreements contained herein and other valuable consideration, receipt of which is hereby 
acknowledged, the Parties mutually undertake, promise and agree for themselves, their 
successors and assigns as follows: 
 

SECTION  1.00. PURPOSE OF AGREEMENT. The purpose of this Agreement is to 
provide for the FDOT and LYNX (hereinafter referred to as the “Parties”) to use the Smart Card System 
as a method of cashless fare collection on the LYNX fixed route services and paratransit services; the 
FDOT SunRail commuter rail service; and for patron transfer among the Parties transportation systems. 
Each of the Parties to this Agreement shall provide the specified services in this Agreement so that each 
may sell fare products; collect fares through the Fare Devices installed on vehicles, rail platforms and at 
other locations; manage customer accounts; monitor performance; generate reports, and settle costs and 
revenue. FDOT shall be responsible for the operation of the Central System and the Clearinghouse 
that will recognize revenue when a fare is presented to a Fare Device and transmit the necessary 
data in order to properly recognize, reconcile and deposit revenue to the appropriate FDOT or 
LYNX bank accounts.  Each Party shall be responsible for the provision of fare card customer 
service, including managing card sales and delivery of fare cards for distribution, addressing 
customer inquiries, account management, hot listing, refunds, credit/debit disputes and other 
services which may be provided to each Party’s individual customers. 
 

SECTION 1.01. DEFINITIONS.  As used in this Interlocal Agreement, the 
following terms shall have the following meanings unless the context hereof otherwise requires.   

a. Central System: The computer hardware and software that enables the Smart Card System, 
which includes the operating software, clearinghouse functions, customer service information 
functions, and monitoring of system alarms. 
 
b. Clearinghouse:  The Central System function administered by FDOT to communicate 
with Fare Devices; maintain the necessary software for financial transactions; transmit fare 
payment information and facilitate credit/debit card transactions; process any necessary payment 
transactions; convey necessary reports; and to reconcile financial data and reconcile costs and 
revenue among the Parties; 
 
c.  Fare Devices: Ticket vending machines (“TVMs”), On-board smart card processors (“OSMPs”); 
ticket office machines (“TOMs”), handheld validators (“HHTVs”), ticket validator units (“TVUs”) and 
point of sale (“POS”) devices or other mechanisms or interfaces between the customer and the automated 
fare collection system. 
 
d. Fare Media: Typically, a credit card sized fare card or ticket constructed of either plastic 
or paper or a combination of the two and which has an integrated circuit or magnetic strip for the 
purpose of storing information. The thickness of the card may vary depending on the material 
and use. Upon system implementation the Smart Card System will support the SunCard, 
SunTicket and the LYNX SunRail Connection Card. Upon mutual agreement by the Parties, 
other brands and types may be introduced. 

 
1. SunCard: an extended use plastic smart card displaying the SunRail logo/branding and 
used in conjunction with compatible automated fare collection equipment installed on the 
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vehicles and facilities of the participating transportation systems;  
 
2. SunTicket: a limited use paper based smart card displaying the SunRail logo/branding 
and used in conjunctions with compatible automated fare collection equipment (Fare Devices) 
installed on the vehicles and facilities of the Parties transportation systems; 

 
3. LYNX Connection Card: an extended use plastic card displaying the LYNX 
logo/branding and used in conjunction with compatible automated fare collection equipment 
installed on the vehicles and facilities of the Parties transportation systems. 

 
e. Implementation Date: The first date on which the payment system is fully operational and 
accepted from the system contractor for use as a means of fare collection for payment of fares; 
 
f. Initial Term: A period of seven (7) years from the Implementation Date. 
 
g. Smart Card System: the fare payment system being procured by SunRail and LYNX which is 
based on the use of smart card fare card technology for the payment of transit fares; 

 
h. Transaction: An electronic data element or set of data elements created using a smart card 
issued by a Party to this Agreement that allows a customer to pay a fare on a LYNX transit 
vehicle or at a LYNX or SunRail TVM, or equipment allowing a transfer between the Parties 
transportation systems for the purposes of the reconciliation, clearing and settlement of revenue 
among the Parties. 
 

1.  The following are considered a Transaction for the purposes of this Agreement: 
 

a. The first tap of a smart card on a bus smart card reader in order to 
make a trip, 

b. The first tap of a smart card on a station platform smart card reader or 
handheld device to initiate a trip on SunRail, 

c. The tap of a smart card on any Fare Device to enable a transfer. 
 

2. The following are not considered a Transaction for the purposes of this 
Agreement: 

 
a. Taps conducted on a Fare Device in order to query the card value, card 

expiration or other information, 
b. Taps conducted on a Fare Device to add any fare products, 
c. Taps off of the SunRail system for the purpose of calculating a zone-

based fare, 
d. Taps conducted using employee cards, contractor cards or other non-

revenue cards on any Parties’ transit system, 
e. Taps conducted for the testing or maintenance of fare system 

equipment, 
f. Taps which do not result in the collection of revenue or the initiation 

of a transfer such as taps using damaged cards, hot listed cards, cards 
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in passback status, repetitive taps using the same card or taps of cards 
not belonging to a Party to this Agreement, 

g. Clicks on any Internet site or portal. 
 
SECTION 1.02. BASIS FOR THE AGREEMENT.  The FDOT has created  the Central 
Florida Commuter Rail Transit Fare Policy, Equipment and Implementation Plan (Version 1.1), dated 
May 2013 (“Fare Policy”).  This document provides the basis for this agreement, and will be 
periodically updated on an as needed basis   

 
SECTION  1.03. FARE STRUCTURE 

 
a. It is the intention of the Parties to maintain, control and manage their own respective fare 
policies, but to assure interoperability among the systems for the benefit of the customers. The 
Clearinghouse shall maintain and be responsible for system fare tables and associated transfer rules for 
the Fare Devices of the Parties.  If fare policy changes are implemented that are determined to be highly 
complex, such as the creation of new products, the Parties shall mutually determine a schedule for 
testing and implementation. 

 
b. The Parties will provide updates for the system fare tables necessary to support the proper 
operation of a regional, interoperable smart card program including any changes that may be necessary 
from time-to-time as a result of fare pricing or policy modifications or software upgrades/changes.  
 
c. The Parties shall agree to share costs resulting from the operation of any stored value customer 
loyalty programs (“Stored Value Bonus”).  As outlined in the Fare Policy, customers are eligible to 
earn bonus dollars upon establishing or reloading stored value on a SunCard.  The Stored Value Bonus 
is added to the customer’s stored value account at the time an eligible purchase is made.  The allocation 
of the Stored Value Bonus shall be on the basis of stored value usage, with each Party contributing a 
proportionate share of stored value dollars used on that Party’s facilities during the settlement period.  
The Parties shall agree that the Stored Value Bonus shall be deposited into the Clearinghouse at the 
time the bonus is earned by the customer in accordance with the Clearinghouse Responsibilities in 
Section 1.07 below.  At the time a customer uses stored value, the full fare shall be remitted to the 
Clearinghouse in accordance with the Clearinghouse Responsibilities in Section 1.07 below. 
 
d. The Parties shall collaborate regarding the implementation of any new Fare Policy, 
technologies or payment systems, such as “open payments”, “mobile payments”, alternative fare 
media, or payment devices so that such improvements shall enhance interoperability among the Parties; 
improve the seamless experience of the customers while not negatively impacting ridership or revenue 
of either of the Parties.  Any costs and the allocation of those costs incurred by the establishment of 
new fare policies, technologies or payment systems will be mutually agreed upon prior to 
implementation and outlined under separate agreement or modification to this Agreement. 

 
 
SECTION 1.04.  PROVISION OF FARE MEDIA 

 
a. Extended Use Smart Cards. The Parties shall determine the means and methods of distributing 
fare media to their individual customers without impacting the ridership and revenue of the other Party.  
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The Parties may also procure fare cards and tickets individually from a qualified source provided that 
the media is compatible with the installed system. 

 
b. Each Party shall provide web-based, phone, in-person and mail order sales of fare media to 
customers without cost to the other.  
 
c. Limited Use Tickets: Each Party shall determine the extent to which it shall offer limited use 
tickets to its patrons.  The Parties may procure tickets from any qualified source. 

 
SECTION 1.05.  CLEARINGHOUSE AND REVENUE RECONCILIATION 

 
Each Party shall be responsible for collecting currency and coin deposited in their Fare Devices and 
depositing said revenues in their respective bank accounts.  Revenues generated from transactions 
using credit cards and stored value added to a card/ticket at one agency, but used at another agency 
will be the subject of clearing and reconciliation between the participating agencies.  FDOT shall be 
responsible for the operation of the centralized Clearinghouse which shall record revenue 
transactions when fare cards or tickets are presented to any Fare Device and transmitting the 
necessary data to properly record, reconcile, and deposit revenue to the account of each agency in 
accordance with the following revenue recording principles: 
 
Revenue Recording Principles: 

 
a. Payments collected in the form of currency or coin from SunRail Fare Devices will be 

deposited into the Clearinghouse. 
 

b. Payments collected in the form of currency or coin from the LYNX Fare Devices will be 
deposited into a LYNX bank account.  All such payments collected for the purpose of 
establishing or reloading stored value shall be deposited into the Clearinghouse within two 
(2) days of the close of each business week in accordance with the settlement procedures 
defined in Section 1.07 below. 

 
c. All payments made in the form of credit card at any Fare Device, online via the customer 

website, or by phone via the customer service center will be deposited into the 
Clearinghouse. 

 
d. The full value of any pass products encoded and sold on a card or ticket, for example, 

daily, weekly, monthly, day passes, multi-trip products or other instrument whose use is 
limited to a single Party, shall be recorded as a sale to that Party and credited in full, 
whatever the device or sales channel used in any location.  

 
e. Upon use of stored value by customers, the fare revenue shall be credited to the Party 

providing the service using the fare structure in place at the time of service provision, less 
an allocation of any discount. 

 
f. The revenue resulting from the sale of interagency transfers or zone based “up charges” 

shall be credited to the Party providing service using the fare structure in place at the time 
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of service provision, less an allocation of any discount. 
 

g. The revenue resulting from the card fees assessed to customers for the initial sale of cards 
shall be credited to the selling Party, however both Parties shall conform to the same card 
fee for all locations in the region. Card fees may be waived for start up or marketing 
purposes only.  

 
h. The Parties shall agree to a set of reports for the purposes of revenue reconciliation within 

the one (1) month after the Implementation Date. 
 
SECTION 1.06.   COST SHARING AND CLEARINGHOUSE SERVICE FEES 
 
The Parties agree to allocate the mutual Clearinghouse service fees proportionally to the 
usage of smart card/fare products on each of the Parties transit systems. The proportion shall 
be established using ridership reports generated by the ACS/Xerox Atlas back office 
software system, or subsequent software systems utilized by the Clearinghouse.  
 
Smart Card Transaction and Cost Allocation Estimate 
 
Costs shall be allocated to the Parties based on actual smart card usage, as reported by the 
Atlas system on a monthly basis.  Each month, subject costs incurred during the prior month 
will be allocated to the Parties based on Smart Card Transaction activity during that month.    
Estimated allocation in the early months is outlined in Table 1 below. 
 

Table 1 – Clearinghouse Allocation Table 
Estimate of Initial Daily Smart Card Usage by Agency for the First Month 

 
Agency Daily Smart Card 

Transactions 
% Of Trips 

SunRail 4,348 79% 
LYNX 1,113 20% 
Votran 72 1% 

Total 5,533 100% 
 
Relevant Costs and Services 
 
The following anticipated costs and services are applicable charges to be shared on a 
proportional basis by the Parties as described above. 
 

 Hardware and Software Hosting (Contract executed between FDOT and 
ACS/Xerox) 

 Bank Fees (Contract with Bank pending) 
 Credit/Debit Fees (Contracts executed between FDOT and Bank of America and 

FDOT and American Express) 
 Uncollectible accounts receivable (for example, negative customer balances resulting 

from returned payments or chargebacks) 
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 Routine and Annual Audit Expenses 
 PCI Compliance (Clearinghouse PCI compliance not including costs exclusive to 

any of the Parties) 
 
Any other cost or fee items shall be initially allocated according the Clearinghouse 
Allocation Table, and subsequently by information reported by the Atlas system, including 
but not limited to any goods and services mutually agreed to be procured for the benefit of 
both of the Parties and any mutual capital costs needed to operate the Clearinghouse in a 
secure and efficient manner, such as system upgrades. These cost or fee items as well as the 
allocation or proportion of these cost items shall be the subject of a separate agreement. 
 
 
SECTION 1.07.    CLEARINGHOUSE RESPONSIBILITIES 
 
a. The Clearinghouse shall remit to the Parties all payments received by the Clearinghouse for 
all one-way, round trip, pass and other products. 

 
b. The Clearinghouse shall collect, reconcile and maintain all payments received by the 
Clearinghouse for stored value. 
 
c. The Clearinghouse shall collect from LYNX all cash and coin payments made to a LYNX 
TVM for stored value. 

 
d. The Clearinghouse shall process all returned payments, including credit card chargebacks 
and returned checks, and adjust customer account balances to reflect such returned payments.  Any 
uncollectible accounts receivable resulting from such returned payments shall be allocated to the 
Parties in accordance with Section 1.06 above. 

 
e. The Clearinghouse shall calculate, allocate and collect the Stored Value Bonus from the 
Parties on a weekly basis.  The amounts of Stored Value Bonus earned by customers shall be 
reported by the Atlas system and allocated to the parties based on the proportionate amount of 
stored value dollars earned by the Parties during that period.  The Stored Value Bonus shall be 
deducted from each Party’s weekly settlement. Stored Value Bonus earned by customers prior to 
start of revenue service and during the first 30 days of revenue service shall be allocated to the 
Parties based on the proportionate amount of stored value dollars earned by the Parties during the 
first 30 days of service.” 
 
e. The Clearinghouse shall reconcile payments and revenue each business day. Weekend 
activity shall be processed on the following Monday and Holiday activity will be processed on the 
first business day following the Holiday. The close of the business day is defined as 2:00 a.m., 
unless otherwise defined in a mutually agreed upon standard operating procedure. 

 
f. The Clearinghouse shall transfer funds within two (2) business days of the close of a 
business week.  The business week is defined as [[Thursday through Wednesday]]. The funds shall 
be transferred by wire or other electronic means agreed upon by the Parties. 
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g. The Clearinghouse shall provide sales and revenue reports to support settlement amounts 
and allow accurate reconciliation of fare revenue. 

 
h. The Clearinghouse shall provide access to the Parties to the central computing system for the 
purpose of generating reports and conducting analysis. 

 
i. FDOT shall maintain, either in-house or via third party, the Clearinghouse related software and 
data sufficient to support the clearing, settlement and customer service needs of each Party, 
including uploading and downloading data, such as fare tables, autoload lists, hot lists, payment 
and usage data. 

 
j. The Clearinghouse shall maintain a central bank account into which cash from sales and 
revenue settlements can be deposited as well as settle with agency accounts. 

 
k. The Clearinghouse shall maintain the hardware, software and supporting communications 
systems to assure necessary exchange of fare collection related data. 

 
l. It is anticipated that there will be certain stored value products that will be subject to 
Florida’s unclaimed property statutes. Such dormant funds shall be protected and invested 
by the Clearinghouse for the benefit of the Parties in accordance with State of Florida 
unclaimed property statutes. Any gain from such investments shall be applied to mutual 
costs prior to allocation to the Parties. Any Stored Value Bonus that is forfeited prior to 
funds being escheated to the State shall be returned to the Parties based on the proportionate 
amount of stored value dollars earned by the Parties during the period in which the forfeiture 
is posted to the system.  The Parties agree that dormant funds will be settled in accordance 
with the State of Florida’s unclaimed property statutes. 
 
m. The Parties agree that all accounting activities undertaken in the operation of the 
Clearinghouse shall conform to Generally Accepted Accounting Principles (GAAP) in effect 
upon the date of this Agreement and as may be amended from time to time. 
 
SECTION 1.08.  TRANSFER POLICY 
 
a. The Fare Policy provides for free transfers between the SunRail commuter rail and the 
LYNX feeder bus routes serving commuter rail stations only.  Passengers boarding LYNX feeder 
buses will transfer free to the SunRail commuter rail for a 1-zone trip.  Transferring passengers 
will incur a $1.00 (initial fare structure, subject to periodic review and modifications) upgrade 
for each additional zone traveled. Passengers will present their paper/magnetic fare cards and 
tickets at the TVM to receive a transfer upgrade smart card for free or charge for multiple zones 
traveled.  The SunRail conductor is responsible for verifying that the transfer upgrade smart card 
is valid. 
 
b. For passengers traveling from the SunRail commuter rail to LYNX, passengers will 
purchase their SunRail or LYNX smart cards from TVMs or other outlets.  The cards will be 
validated by using the SunRail commuter system.  These validated SunRail/LYNX smart cards 
will be read using smart card validators on-board the LYNX feeder buses to receive the free 
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transfer.   
 
c. Riders transferring from LYNX to SunRail will swipe their magnetic transfer cards into 
the station platform TVM, pay an appropriate fare upgrade (depends on the number of zones 
travelled), and receive a paper stock Smart Card valid for the subsequent trip on SunRail.  The 
SunRail TVM will “read” the magnetic card to verify that the magnetic transfer card is valid for 
the date, time (within 90 minutes) and bus route/station pair.  If the magnetic card is not valid 
(timed exceeds 90 minutes from issuance, bus route does not connect to that station), the 
magnetic card will be returned by the TVM and no SunRail ticket will be issued. 
 
d. Riders transferring from SunRail to LYNX must buy their valid SunRail fare cards and 
tickets at a SunRail/LYNX TVM or other outlet.  Riders will then show the ticket or pass to the 
Bus Operator and “tap” the ticket or pass on the smart card reader located on the fare box.  Bus 
Operators will be responsible for verifying that the SunRail tickets and passes are valid, if there 
is an issue with pass that is determined by smart card reader.  
 
e. The transfer policy agreed upon by the Parties as described above requires SunRail to 
honor valid paper/magnetic transfers as well as monthly passes issued by LYNX.  Similarly, 
LYNX will honor validated one-way tickets and weekly and monthly passes issued by SunRail.  
The Parties agree that whichever agency collects the fares, keeps the fares.  When a passenger 
boards a LYNX feeder bus then transfers to SunRail, LYNX retains the initial base fare and 
SunRail retains any fare upgrades for travel to other zones. In the reverse direction, SunRail 
retains the base and upgrade fares for passengers boarding the SunRail system; LYNX will not 
collect any revenue for transferring passengers.   
 
f. LYNX will retain all revenue derived from sales of their weekly, monthly and multi-ride 
tickets.  SunRail will retain all revenue derived from sales of its weekly and monthly passes. 
 
SECTION 1.09.  PARATRANSIT TRANSFERS 
 
a. SunRail service will be required to meet ADA requirements including accessibility on 
trains, at stations and using fare equipment.  Paratransit service is provided by LYNX (Access 
LYNX) through door-to-door services for individuals unable to use fixed route bus service due to 
a physical or mental disability or other limitations.  Eligibility certifications, requirements and 
policies for SunRail will be provided through Access LYNX.  These services will offer qualified 
paratransit customers direct connections to SunRail stations.   The same transfer policy of a free 
transfer or a reduced fare transfer upgrade charge for multiple zones traveled will be provided to 
customers using Access LYNX equal to that of those customers using fixed route service.  
LYNX and Votran are establishing a joint agreement for eligibility, scheduling trips, fares and 
policies for paratransit riders traveling between paratransit service areas.  FDOT is not party to 
that agreement.  
 
SECTION 1.10.  LIABILITY FOR ERRORS  
 
In the event that a processing error is discovered, whether the said error favors any of the Parties, the 
Clearinghouse shall rectify the error.  If the error results in any Party receiving fewer funds than it is 
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entitled to, the Clearinghouse shall credit the Party’s account for the amount that should have received.  
If the error result in a Party receiving more money than it is entitled to, then the Clearinghouse reserves 
the right to correct the transactions that were incorrectly executed, regardless of the nature and cause of 
the error and to deduct funds from future revenue allocations, or request payment.  
 
SECTION 1.11.  LOSS FROM FRAUD OR ABUSE  
 
Any losses associated with the management or operation of the automated fare collection system, 
associated specific Fare Devices or credit/debit operations which are not due to an error or omission of 
either Party shall be borne by the Party suffering  the loss. Any loss associated with any Party’s error or 
omission  shall be that Party’s sole responsibility. 
 
SECTION 1.12.  ANNUAL AUDIT  
 
All functions of the Clearinghouse shall be subject to an annual audit at the election of the Parties. The 
audit costs will be allocated to the Parties based on the average allocation percentages for the period 
subject to audit. The Clearinghouse shall keep true and accurate records of all transactions pertaining to 
this Agreement. Such records shall be open to audit, with reasonable prior notice, by the Parties or their 
authorized representatives during normal business hours at FDOT's offices, at any time while this 
Agreement is in effect and for four years after its termination, or for such period of time as dictated by 
Florida’s Records Retention Laws, whichever is later. The Parties shall have the right to seek correction 
of any error discovered during an audit. 
 
SECTION 1.13.  ADDITIONAL AUDITS  
 
The costs of any additional audits sought by any of the Parties shall be borne by the Party requesting the 
audit. 

  
The Parties shall cooperate in any audit or review required by the Federal Transit Administration or the 
State of Florida.   If another Local Funding Partner, as defined in the Interlocal Funding, 
Operations and Governance Agreements (City of Orlando, Orange County, Seminole County, 
Volusia County, and Osceola County) require an audit beyond the annual audit, the requesting 
Party shall be required to pay for the costs incurred by the Clearinghouse or Central System.   If 
one of the Parties to this agreement requests an additional audit beyond FTA, State of Florida or 
the annual audit, then the requesting Party shall be required to pay for the costs incurred by the 
Clearinghouse or Central System. 
 
SECTION 1.14.  PUBLIC AWARENESS 
 
The Parties shall assist one another with the public awareness and education efforts related to the 
implementation of the system, and share their education and outreach materials for joint use and may 
provide resources to assist in planning and implementing a public awareness campaign.  

 
SECTION 1.15.  PRIVACY   
 
The Parties shall develop processes and procedures to assure that customer privacy is maintained that all 
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data security measures address applicable local, state and federal standards, guidelines, procedures, rules 
or laws. Each Party shall publish the privacy policy on the web sites associated with the sales of fare 
products prior to the Implementation Date.  This provision shall be subject to applicable state and 
Federal law. 

 
SECTION 1.16. SECURITY AND PAYMENT CARD INDUSTRY (PCI) COMPLIANCE   
 
The Parties agree to work cooperatively to assure that the system and each agency’s system meets all 
necessary security guidelines for the processing of funds and operation of the fare system, including any 
associated banking, credit or payment card industry (PCI) standards or local, state or federal standards, 
guidelines, procedures, rules or laws. The Parties will separately be responsible for the cost of changes in 
their respective Fare Devices and associated systems. , The Parties will share any costs incurred or 
required for the purpose of securing, maintaining and validating the security of the Clearinghouse. 
 
SECTION 2.00  MISCELLANEOUS 

a. This document incorporates and includes all prior negotiations, correspondence, 
conversation, agreements, or understanding applicable to the matters contained herein and the 
Parties agree that there are no commitments, agreements or understandings concerning the 
subject matter of this Agreement that are not contained in this document.  Accordingly, it is 
agreed that no deviation from the terms hereof shall be predicated upon any prior representation 
or agreements whether oral or written. 
 
b.. This Agreement shall be governed by and interpreted in accordance with the laws of the 
State of Florida.  Any provision herein determined by a court of competent jurisdiction, or any 
other legally constituted body have jurisdiction, to be invalid or unenforceable shall be severable 
and the remainder of this Agreement shall remain in full force and effect, provided that the 
invalidated or unenforceable provision is not material to the intended operation of this 
Agreement. 
c.. All notices required pursuant to the terms hereof shall be sent by first class United States 
Mail.  Unless prior written notification of an alternate address for notices is sent, all notices shall 
be sent to the following addresses: 

       FDOT 
 
 
 
      LYNX 
 
 

d.. This Agreement shall become effective when a fully-executed copy hereof has been filed 
with the clerk of the circuit court for LYNX 
 
e.. This Agreement may be assigned by the FDOT, without the need for further consent from 
LYNX, to the Central Florida Commute Rail Commission at such time as the operation of the 
Commuter Rail System is turned over to said Commission by the FDOT.  Upon such assignment, 
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a novation shall be deemed to be effected and the FDOT shall have no further obligations 
hereunder. 
 

IN WITNESS WHEREOF, LYNX and the FDOT have executed this Agreement 
effective this    day of    , 200  . 
 
 
By:      
Name: 

 
Title: 
Reviewed: 

 
 

      
Local Government Attorney 
 
 
STATE OF FLORIDA 
DEPARTMENT OF TRANSPORTATION 

By:      
Noranne Downs 
District Five Secretary 
 
Reviewed: 
      
District Counsel
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Action Agenda Item #2.B 

 

To: LYNX Board of Directors 

 

From: John Lewis 

  CHIEF EXECUTIVE OFFICER 

Blanche Sherman 

  (Technical Contact) 

 
 

Phone: 407.841.2279 ext: 6017 

 

Item Name: Authorization to Enter Into a Joint Participation Agreement (JPA) for 

Feeder Bus Service with Florida Department of Transportation (FDOT) for 

SunRail 

 

 

Date: 4/11/2014 

 

 

ACTION REQUESTED: 

 

Staff is requesting authorization for the Chief Executive Officer (CEO) or his designee to 

negotiate and execute a Public Transportation Joint Participation Agreement (JPA) with the 

Florida Department of Transportation for the feeder bus service providing access to SunRail 

Stations through June 30, 2014, the end of the fiscal year for the Florida Department of 

Transportation.   

 

BACKGROUND: 
 

Staff has been working with FDOT over the last several years to develop a feeder bus plan that 

provides first and last mile access to SunRail patrons.  Recently, FDOT has furnished to LYNX a 

form of the JPA and, recently, LYNX and its counsel met with FDOT and its counsel to discuss 

the JPA.  The form of the JPA furnished to LYNX by FDOT provides that FDOT will pay for a 

limited amount of hourly service at an agreed upon rate and provides for one year service 

agreement with options to continue the service in subsequent years.   

 

LYNX staff estimates that the feeder bus plan will require 17,798 hours of service which will 

cost approximately $1.1 million annually.  FDOT believes the service can be provided for 15,259 

hours at a cost of $947,000.00; the form of the JPA provided by FDOT allows for these FDOT 

numbers and not the LYNX estimates.   

LYNX staff disagrees with the terms of the JPA related to the costs of the feeder service as 

presented by FDOT and negotiations over those issues continue. 

LYNX position is that the service should be evaluated periodically to adjust to operating 

environment and actual costs can be better determined after service begins.  LYNX does not 

support the FDOT position that hours of service and associated costs shall not exceed their 
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estimates.  Accordingly, LYNX is requesting Board authorization only through June, 2014, so 

that LYNX will be in a better position to estimate the actual use of the bus feeder system so that 

it can at that time discuss the matter with FDOT and also bring further authorization for 

continuing the bus feeder service back to the LYNX Board. 

FISCAL IMPACT: 

 

LYNX staff included anticipated funding from FDOT in amount of $467,900 and $1,139,825 in 

the FY2014 Amended Operating Budget and FY2015 Preliminary Operating Budget, 

respectively, to support the SunRail Feeder Service.  
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 Financial No.  433166-1-84-01  
  
 Contract No. ___________  
 

 
EXHIBIT “A” 

 
PROJECT DESCRIPTION AND RESPONSIBILITIES 

 
 
This exhibit forms an integral part of that certain Joint Participation Agreement between the 
State of Florida Department of Transportation and the Central Florida Regional Transportation 
Authority, d/b/a LYNX dated                                                . 
 
PROJECT LOCATION:   

LYNX, Central Florida Regional Transportation Authority 
455 North Garland Avenue 

    Orlando, FL 32807 
     
 
    John Lewis, 
     Chief Executive Officer 
    407-841-2279 

  
PROJECT DESCRIPTION: 
 
The purpose of this project is to provide State Service Development grant funding for eligible 
transit operating assistance for extension of fixed route services that will serve as feeder bus 
service to the SunRail commuter rail service. Feeder bus service will be operated during 
weekdays and excluding holidays, Monday through Friday during AM and PM peak periods 
which are generally 6 AM to 9 AM and 3:30 PM to 6:30 PM. This project will be state funded 
for one year and will be supplemented yearly for six additional years. The Agency will operate 
the service the first year at a rate of $58.42 per hour. The Agency will provide service as follows: 

 Link 34 will directly serve the Sanford SunRail Station and will be rerouted along South 
French Ave and State Road 46 between Seminole Centre and Sanford Station and will 
increase service in the peak period to 30 minutes for a total of 1920 additional hours per 
year. 

 Link 45 will directly serve the Lake Mary SunRail Station, will operate existing route 
between Seminole Centre and Seminole State College, and will increase peak period 
service to 30 minutes for a total of 1920 additional hours per year. 

 Link 434 (LYNX intends for the supplement to be called Link 505) will directly serve the 
Longwood SunRail Station and will add 30 minute peak period service on a portion of 
the route, between South Seminole Community Hospital and approximately the Winter 
Springs City Hall for a total of 1920 additional hours per year. 

 Link 1 will extend from the Webster and Denning transfer center to the Winter Park 
SunRail Station via Denning, Morse, New York and New England during peak periods 
for a total of 960 additional hours per year. 

 Link 9 will extend from the Webster and Denning transfer center to the Winter Park 
SunRail Station via Denning, Morse, New York, and New England during peak periods 
for a total of 960 additional hours per year. 
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 Link 111 will extend the route (eastbound and westbound trips) to serve the Sand Lake 
Road SunRail Station via South Orange Avenue and will add 30 minute peak period 
service for a total of 3621 hours per year. 

 Link 11 will extent the route (northbound and southbound trips) from South Orange 
Avenue to connect to the Sand Lake Road SunRail Station during peak periods for a total 
of 960 additional hours per year. 

 Link 42 will extend the route (eastbound and westbound trips) to connect to the Sand 
Lake Road SunRail Station via South Orange Avenue during peak periods for a total of 
960 additional hours per year. 

 Link 18L will be a new limited stop peak period service from the Kissimmee Intermodal 
terminal to the Sand Lake Road SunRail Station The route alignment will be similar to 
the Link 18 and will run every 60 minutes for a total of 2880 hours per year.  

 Link 46E and Link 46W will eliminate existing service on South French Ave for a total 
credit of 842 hours of service. 

 
SPECIAL CONSIDERATIONS BY AGENCY: 
 
The audit report(s) required in paragraph 7.60 of the Agreement shall include a schedule of 
project assistance that will reflect the Department's contract number, Financial Management 
Number and the Federal Identification number, where applicable, and the amount of state 
funding action (receipt and disbursement of funds) and any federal or local funding action and 
the funding action from any other source with respect to the project. 
 
 
SPECIAL CONSIDERATIONS BY DEPARTMENT: 

 
This agreement is contingent on the following items: 
 
1. LYNX signing an Interlocal Agreement with FDOT regarding the Smart Card System as a 

method of cashless fare collection on the LYNX fixed route services and paratransit services, 
the FDOT SunRail commuter rail service, and for patron transfer among the Parties 
transportation systems. Said Interlocal Agreement will address the selling of fare products; 
collection of fares through the Fare Devices installed on SunRail vehicles, SunRail platforms 
and at other locations; management of customer accounts; monitoring performance; 
generating reports, and settling costs and revenue. Said Interlocal Agreement will indicates 
that FDOT shall be responsible for the operation of the Central System and the 
Clearinghouse that will recognize revenue when a fare is presented to a Fare Device and 
transmit the necessary data in order to properly recognize, reconcile and deposit revenue to 
the appropriate FDOT or LYNX bank accounts.  Both LYNX and FDOT shall be responsible 
for the provision of fare card customer service, including managing card sales and delivery of 
fare cards for distribution, addressing customer inquiries, account management, hot listing, 
refunds, credit/debit disputes and other services which may be provided to each Party’s 
individual customers. 

 
2. LYNX’s complete and successful installation and implementation of the fare validators on 

buses that provide feeder service to the SunRail system. 
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3. LYNX’s financial participation in the mutual Clearinghouse service fees in an amount 

proportional to the usage of smart card/fare products on each of the Parties transit systems as 
described and agreed to by LYNX in the Interlocal Agreement referred to herein.  

 
4. The unit cost that will be used in this Agreement to determine the amount of State Service 

Development Grant funding for the SunRail Feeder bus will be the same as that used by 
LYNX to estimate costs for each of its funding partners (City of Orlando, Osceola County, 
Orange County and Seminole County).  The rate is a net, fully allocated cost to operate fixed 
route services, which is based on a regional model that is updated annually.  However, as far 
as FDOT’s feeder bus service is concerned the following is agreed to: 

 
 a. The base cost is the hourly rate that is applied to Total Fixed Route Hours (includes 

revenue hours + report time and deadhead time).  So the monthly cost would be the 
monthly hours operated multiplied by the rate, less offsets for passenger revenue (see #c 
below). 

 b. LYNX $2.00 per hour for capital costs (like bus replacement, for instance) does NOT 
apply to SunRail feeder bus operations since FDOT has previously paid for LYNX’ 
local share of sixteen (16) feeder buses with Transportation Regional Incentive Program 
(TRIP) funding. 

 c. The monthly cost invoiced to FDOT must include offsetting passenger revenue.  As with 
the local funding partners, when LYNX trues up its costs with its funding partners, it 
charges the current rate per hour but then credits back an allowance for passenger 
revenues.  In FY 2013, passenger revenue offsets about 41.29% of the $58.42 hourly 
cost.  However, for SunRail feeder bus operations, LYNX will be retaining revenues for 
transferring passengers only for one direction of travel (i.e., when riders transfer from 
LYNX to SunRail), so only half of the ridership revenue in the regional model (in FY 
2013 amounts to 20.64% of $58.42) would offset the hourly cost.   

 
5. Future gross and net costs will be set by that year’s current and mutually agreed upon 

regional model.  
 
6. FDOT will be billed for ACTUAL costs by LYNX.  However, FDOT clearly specifies the 

intended level of service and associated hours as contained in Exhibit B and stipulates that 
costs will not exceed the estimated costs unless agreed to by both LYNX and FDOT.  
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 EXHIBIT “B” 
 PROJECT BUDGET 
 

This exhibit forms an integral part of that certain Joint Participation Agreement between the State of 
Florida, Department of Transportation and the Central Florida Regional Transportation Authority, d/b/a LYNX 
dated ________________________. 
 

I. PROJECT COST Year 1:   
6,058.165 hours x $58.42 rate =         $353,918 
________________________________________________________________  
TOTAL PROJECT COST:       $353,918  

 
II. PARTICIPATION: 

 
Maximum Federal Participation  

FTA, FAA        (  %) or $   
Agency Participation 
  In-Kind     (  %)  $  
  Cash      (          %)  $  
  Other      (  %)  $   

 
Maximum Department Participation, 
  Primary 
  (DS)(DDR)(DIM)(PORT)(DPTO)(DIS)      (100%) or    $353,918  
  Federal Reimbursable (DU)(FRA)(DFTA) (     %) or $  
  Local Reimbursable (DL)   (    %) or $   
________________________________________________________________ 
TOTAL PROJECT COST       $353,918  

 
* The Department will fund up to 100% of the net project cost which is the total project cost minus the 
farebox.  
*The Agency will be able to invoice and be reimbursed for up to $74,285 in monthly operating costs of 
feeder bus service to coincide with the commencement of SunRail feeder bus service.                                               

 
 

FM# 433166-1-84-01 
  

DIS 
DPTO 

$283,000 
$70,918 
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_______________________ 
 August 13, 2013 

 
EXHIBIT “C” 

Service Development 
 
 

This exhibit forms an integral part of that certain Joint Participation Agreement between 
the State of Florida, Department of Transportation and the Central Florida Regional 
Transportation Authority, d/b/a LYNX dated_______________________. 

 
This Agreement is in conformance with Chapter 341.051, Florida Statutes. 
 
Special Requirements 
 
The Agency will submit Semi-Annual Progress Reports on monthly ridership data.  Reports are 
due to the District Five Public Transportation Office not later than January 20th for the period 
ending December 31st and July 20th for the period ending June 30th. The first progress Report 
will be due by June 30th, 2014. 
 
Semi-Annual Reports will include the data as described in Attachment 2 of this Agreement and 
responses to the survey as described in Attachment 3. 
 
The Agency must report on work efforts and provide a detailed, side-by-side comparison of the 
project goals and actual service data as outlined in Attachment 4. 
 
The Agency will submit a Proposed Time Line (Attachment 5) for Service Development Activities 
prior to the commencement of the project. 
 
 
FINAL REPORT  
 
At any time when it becomes necessary to terminate the project or at the end of the two years, a 
Final Report will be submitted by the Agency. This report will accompany the Final Invoice for 
reimbursement. The Final Report will include the following: 
 

1. An evaluation of the attainment of the goals and objectives. 
2. The reasons any of the goals were not met. 
3. The benefit accrued by the Agency. 
4. A statement of the Agency’s intent to continue with the service demonstrated. 
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EXHIBIT “D” 
 

STATE AGENCY:   Florida Department of Transportation 
 
CSFA #:  55.012 
 
TITLE:   Public Transit Service Development Program 
 
AMOUNT:  $353,918.00 
 
COMPLIANCE REQUIREMENTS  
 
Allowed Activities:  
Public Transportation Service Development projects specifically include projects involving the 
use of new technologies, services, routes, or vehicle frequencies, the purchase of special 
transportation services, and other such techniques for increasing service to the riding public as 
are applicable to specific localities and transit groups. 
 
Projects involving the application of new technologies or methods for improving operations, 
maintenance, and marketing in public transit systems can be funded through the Public 
Transportation Service Development Program. 
 
Allowed Costs: 
Public Transportation Service Development Project funds are selectively applied in the following 
functional areas and subject to specified times of duration: 
 

Improving system operations, including but not limited to, realigning route structures, 
increasing system average speed, decreasing deadhead mileage, expanding area coverage, 
and improving schedule adherence, for a period up to 3 years. 

 
Matching: 
FDOT is authorized to fund up to 50 percent of the capital and net operating costs of Transit 
Service Development Projects that are local in scope and that will improve system efficiencies, 
ridership, or revenue. 
 
Compliance Requirements Applicable to the State Resources Awarded Pursuant to This 
Agreement are as follows: 
The recipient of Public Transit Service Development Program funding must comply with the 
statutory requirements in 341.051 Florida Statutes. 
 
The financial responsibilities shall include a least a breakdown of federal funds, fares, other 
sources of income (including contract and charter income), and proposed state financial 
participation. District Offices may propose that the state share be any percentage of the eligible 
net operating and capital cost of the project negotiated with the local recipient. To calculate 
maximum state funding for a local service development project, first subtract from the total 
project cost any federal funds, fares, contract revenues or Transportation Disadvantaged funds, 
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etc. to determine the net project cost. The Department may then provide up to one-half of the net 
project cost, but no more than the amount of funding committed by the local project sponsor. 
Any proposed state participation of more that 50% of the net project cost shall be for projects of 
statewide significance. Include a narrative on the statewide implications for any project proposed 
for moe than 50% participation by the State.  
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ATTACHMENT 2  
Extension of Service – SunRail Feeder Bus Services 

 
 

1. Number of Passengers    Passengers utilizing the service. 
 
2. Vehicle Miles     Total distance traveled by service, including 
       revenue miles and deadhead miles. 
 
3. Revenue Miles     Number of miles of vehicle operation while in 

active service (available to pick up revenue 
passengers). This number is smaller than vehicle 
miles because of the exclusion of deadhead miles 
such as vehicle miles from the garage to the start 
of service, vehicle miles from the end of the 
service to the garage, driver training, and other 
miscellaneous miles that are not considered to be 
in direct revenue service. 

 
4. Vehicle Hours     The total hours of operation by revenue service 

vehicles including hours consumed in passengers 
and deadhead travel. 

 
5. Revenue Hours     Total hours of operation by revenue service 

vehicles in active revenue service. 
 
6. Route miles      Mileage that the service operates over the route 

traveled by vehicles in revenue service. 
 
7. Number of route stops    The number of stops along the route to pick-

up/drop-off passengers. 
 
8. Number of Incidents     The number of times the service was stopped due 

to mechanical failures, traffic accidents, etc. 
 
9. Operating Costs     Total spending on service including 

administration, maintenance and operation of 
vehicles. 

 
10. Average Fare     The fare paid by passengers to use the service. 
 
11. Farebox Recovery     Ratio of passenger fare revenue to total operating 

expenses; an indicator of the share of revenues 
provided by the passengers. 
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ATTACHMENT 3  
Extension of Service – SunRail Feeder Bus Services 

 
 
1. Is the service started? If yes, go to question 2. 

 1a. If not, please explain why? 

 1b. When is service expected to commence? 

2. Assess the service/ project goals and compare with the actual numbers. 

3. If the actual numbers are lower than the project goals, what strategies will be 

implemented to achieve the project goals? 

4. What lessons have been learned? 

5. Have there been any interruptions in the service?  

 5a. If yes, please describe.  

6. What measures have been taken to reduce and/or eliminate the problem? 

7. Have there been any other changes to the service? 

 7a. If yes, please describe. 

8. What are the plans for future service? 
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ATTACHMENT 4 

Extension of Service – SunRail Feeder Bus Services 
Progress Report 

 
 

 Current  
(Prior to 
Implementation) 

6/30/14 12/31/14 6/30/15 12/31/15 Total Goal 

Number of 
Passengers 

       

        
Vehicle Miles        
        
Revenue Miles        
        
Vehicle Hours        
        
Revenue Hours        
        
Route Miles        
        
Number of 
Route Stops 

       

        
Number of 
Incidents 

       

        
Operating 
Costs 

       

        
Average Fare        
        
Farebox 
Recovery 
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ATTACHMENT 5  
Extension of Service – SunRail Feeder Bus Services 

Proposed Timeline 
 
 

Month Service Initiation Marketing Special Events 
December    
    
January    
    
February    
    
March    
    
April    
    
May    
    
June    
    
July    
    
August    
    
September    
    
October    
    
November    
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